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1. Introduction

Increasing business globalisation has led to ammsipn into new foreign markets, meaning
that many corporations continue to open subsidiarel over the world. This
internationalisation results in a widespread owssmobility of the work force, with the
result that more and more employees are sent t& aod live in international locations.
(Harzing 2007:136; Linehan and Scullion 2002a:88udlly, these expatriates are deployed
in the company’s foreign units, to implement thebgll strategy of the corporation and thus to
achieve certain, organisational goals such as:dooating certain operations, transferring
product lines and/or know-how or to carrying outedpl projects. In addition, many
multinational companies recognise that a firm’s petitiveness on the global market depends
on global executives with the ability to lead orglabal scale. That is why, international
assignments, which can potentially stimulate emgésyto develop global leadership skills,
are being used more and more recently. (Harzind.:380; Collings et al. 2009:75; Tungli
and Peiperl 2009:153-160). Usually, after the catiph of these business tasks, the
international assignees return home, to continai #ttivity in the parent firm. The company
obviously benefits most from these assignmentd)iftitese employees work efficiently and
achieve the best possible outcomes both duringaéted the assignment, and if (2) they use
their acquired international experience and expenipon their return in the home company.
That is why the employees’ job performance and kepthem within the corporation are

priorities for the company.

However, there is evidence of some concerning ehiderature on the subject reports about
premature returns of expatriates before the comopledf their mission abroad. (Fukuda and
Chu 1994:38; Garonzik et. al. 2007:127) On thisdopendenhall and Oddou (1988:78)
raise the concern that 20% of the expatridteturn prematurely from an overseas
assignment"This clearly means that the job specific goatsraot achieved according to the
company’s expectations and that the company hfsdmther employees as a backup. Tung
(2009:150) argues that one reason for a prematsgranent disruption is the poor job

performance of the expatriate abroad. Other rekkaeports high attrition rates among the

! The GMAC Global Relocation Services issued a Survey Regeking 134 multinational organisations with
7.486 bureaus worldwide about the global relocati@mds 2003/2004 Together they managed a worldwide
expatriate population of 31,215 out of a total emgpk population of 4.5 million. Their findings redethat
approximately 13% of the repatriates left their pamies within 1 year and an additional 10% withigezrs
after repatriation. (GMAC Global relocation Sengc2004:1-54) The data of Black and Gregersen (20Q%a
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repatriates, short after their return home. Althoulgis difficult to provide exact figures,
recent data suggests that approximately between -1@%8%6 of the repatriated employees
decide to leave their companies for a rival compavithin the first two years of returning to

their home countries.

Considering that overseas assignments are a langestment for companies, both the
premature return of expatriates and the loss ofi sugaluable workforce asset shortly after
repatriation is costly and can negatively affecsibass effectiveness and the worldwide
reputation of the multinational corporation. Inhigof this, this paper shall examine how a
company can increase the benefits that arise fraerniational assignments. In order to do
this, this paper will review relevant literatureatieg with expatriation and repatriation
management and will answer the following questionéhat are the main reasons for
premature returns and under-par job performancetieynational assignees, what causes the
high attrition rates of returnees soon after reg@dn and how can these unfortunate
occurrences be prevented? | argue that, by treatitggnational assignments as an entire
process and by taking systematic and appropriatesuones, the company can enhance both
the international assignees’ adjustment ease ifotieeyn location and their readjustment ease
back home, and in this way increase the employeb'performance and reduce the attrition

rates from the corporation.

This paper will be structured as follows. The terexpatriate, repatriate and international
assignment will be defined in chapter two. Chaghieze will illustrate the important changes
that have been taking place recently in the spbermeternational assignments. These trends
will allow a clear delimitation of the nature oftémnational assignments and profile of
expatriates, which this paper is going to focusrothe following chapters. Chapter four will
highlight the benefits of international assignments the one hand, the benefits international
assignments bring both for the company and forekgatriate and on the other hand, the
benefits repatriates bring for the company. Thiaptér will also illustrate the challenges
associated with international assignments from kb# organisation’s and international
assignees’ point of view. The main reasons foethissignments will be identified and this

will form the basis of the following chapters. Chexpfive will discuss the impact of cross-

resulting from a survey of 750 American, Europead dapanese companies showed that 25% of those US
expatriates who returned back home after the cdioplef the assignment, decided to leave their comigs
within 1 year after repatriation, switching to rfie@mpanies.
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cultural adjustment on the expatriate’s and reptis job performance and willingness to
stay with the companykirst, culture will be defined. Then, the conceptcooss-cultural
adjustment will be explained. The process of cmsgtiral adjustment which the individual
goes through during and after his/her overseasisojill be discussed and the impact of its
crisis stages will be also highlighted. This witiclude also a discussion of the adjustment
difficulties faced by family members and the impaxt these on the expatriate’s and
repatriate’s job performance and intentions to éetide company. A review of the results of a
number of empirical studies will show that cros#tmal adjustment is a key predictor for the
success of international assignments. Based on theoretical models of international
adjustment, the factors affecting cross-culturgjustthent during all the stages of the
expatriate cycle will be illustrated. Chapter sikl wuggest the approach a company should
take in order to increase the benefits of overssaginments. Based on the factors identified
as activators of cross-cultural adjustment in chiapve, the following chapters: seven, eight
and nine propose particular measures that the aoyfgphuman resource management should
take at each stage of the expatriate’s career cycl®rder to increase the international
assignees’ adjustment ease, the employee’s jobrpghce and his/her willingness to stay in
the company. Chapter ten concludes the paper, stisy the thesis and providing some

recommendations for multinational companies.
2. Definition of expatriates, repatriates and intenational assignments

In the current era of growing business globalisgtgiobal job mobility is becoming a more
common experience for many employees. (Lee and2006:751) These employeésf
business or government organizations who are sgtidir organization to a related unit in a
country which is different from their own, to acquish a job or organization-related goal
for a pre-designated temporary time period of usuadore than six months and less than five
years in one term”’can be defined as expatriates or internationagasss. (Vianen et. al.
2008:458) So, all employees who are sent in anotiverseas business location of the
corporation, on a well-defined period of time tortvand achieve a job specific aim and/or
implement the company’s business strategies caralbed expatriates. Drawing on Holt and
Wigginton (2002:448) family members abroad withnthenay be called expatriates, too.
Cerdin (2008:193) also points out the temporalityttos mission, defining expatriates as
"employees who temporarily leave their home-couatganization for an assignment lasting

a few years in a foreign subsidiary with the intentof returning to their home country once
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the assignment is completedThe desire to return back home after having firdstineir job
mission is stressed here. These international messgywho have just returned home from their

temporary international assignments can be catigphtriates” (Lee and Liu 2007:124)

Other scholars often make distinction of the teotogy, depending on the origin of these
employees respectively on the direction of theisigrtanents. According to Holt and
Wigginton (2002:448) an expatriate can be eithéparent-country national'(PCN) - a
person who was born in the country where he is eyaol, being seconded to a foreign
subsidiary or dthird- country national"(TCN) - a national from a country different frotmet
parent country who is sent to a subsidiary ircoaintry other than his homeland. Other
scholars such as Adler (2002:260-261), Mayerhdfet.2004:647), Peterson (2003:57) and
Wohr (1999:49-50) make a clear distinction betwespatriates and inpatriates, depending on
the unit's frame of reference. From the transfgraiompany's angle, the assigned personnel
can be calledexpatriates"— employees sent from the headquarters to otlsidiaries of the
company. From the recipient's perspective, theyassi personnel can be call&dpatriates”-
who may be either host country nationals or thiedndry nationals who are sent from the
subsidiary to the headquartéos a certain period of time and then turn backheir home

settlement.

According to Tung (2009:140) hierarchy does not play a role in thedfer of an employee.
Holt and Wigginton (2002:448) too consider an expt¢ to bednyone from a common

laborer to a senior diplomatiWho is sent by his organisation to work overseas.

In the context of this master thesis, the termrirggonal assignee or expatriate will thus
cover all employees being assigned temporarilynindirectior to the overseas locations of a
multinational corporation, either alone or accomedrby their family members, to live and
work there, with the aim of achieving a certain jwsk and goal within the organisation.

Expatriates and their family members returning frdma work assignments will be called

2 Tung (2009:140) identifies four big types of jahat can be done during the overseas assignmenttiref
executive officer"an employee who has an administrative and contisgion overseas, thistructure

reproducer or functional head* an employee who's responsibility is to set updperative divisions in the
overseas location, th&rouble shooter— an employee who examines and finds solutiowsfifarent functional
problems and théelement"- the worker.

® To simplify things, in this paper, the term exfate or international assignee, will cover all eaygles being
assigned from wherever to wherever across-bordersyork within the multinational company. Thus no
distinction between inpatriates and expatriatesheilmade.
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repatriates. The term overseas or internationab@sents will be used to refer tavork
assignments of at least one month to several yedesre the employee is working in a
country other than his/her homelandis it is defined by Lee and Liu (2007:124).

3. Current trends in international assignments

Given the rapid growth in internalisation, speaiaihave noticed important changes taking
recently place in the area of international assigmisi A delineation of the current trends will

serve as a useful background for setting the fo€dsis thesis.

A primary trend is the ever-growing number of mtgional assignmentsver the past years.
Among the American expatriates alone a two-foldréase of overseas assignments was
noticed between 1991 and 1993. (Caligiuri 2007 84hore recent survey made by GMAC
Global Relocation Services (2004:1-9) showed thlalen31% of the respondents reported
that their number of international assignees haceased between the years 2002 and 2003,
35% reported no change. Meantime, 39% were exeatinincrease in the number of their
expatriates in 2004. According to the KPMG 2008haloAssignment Policies and Practites
survey, 84% of the respondents believed that tmebeu of their expatriates will not change
and/or will increase until 2013, as illustratedfigure 1. (Kawasaki 2008:1; KPMG Global

Assignment Policies and Practices Survey 2008:48)

Figure 1: Forecasted development of the number ofkpatriate assignments until 2013

100% ~

80% WAIl Participants

60% - HEEurope HQ
44%

40% 7 30% OAsia Pacific HQ

20% 119 o
0 5% =7 <.—r L1070 OUnited StatesHQ
0% w | - I_I

Considerably  Somewhat less Aboutthe same Somewhatmore Considerably
less more

Source: KPMG Global Assignment Policies and Prastisurvey (2008), pp. 48

* The KPMG 2008 Global Assignment Policies and Reast survey was conducted by the International
Executive Services (IES) Practice of KPMG LLP ardAuTax and Consultancy Company where a number of
430 human resources executives from headquarteadeld in Europe, Asia Pacific and United Statesewer
surveyed (KPMG Global Assignment Policies and ReastSurvey 2008:2)
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Although it is hard to illustrate the increase mernational assignments in exact figures, this
trend is also sustained by Mr. Carlos Mestre, admmator of Mercer's global mobility
business, saying thdtToday, there are more expatriates than ever befote(Mestre and
Renaud 2008:2)

This noticeable growth in the number of internagsioassignments can be attributed not only
to the impressive expansion of multinational conmgsracting globally, but also to the
increasing demand for global specialists.

Firstly, an overall increase of multinational comigs making business globally can
be observed. Cross-border joint ventures and gitatalliances taking place between
companies belonging to developed countries, lead leyger expatriate transfer than before.
Furthermore, expatriation no longer follows the \wmtional "from-developed-to-under-
developed country patterndmong business corporations. Instead, interndtiassignees
progress in the other direction too, trying to engbaheir own intercontinental business
affairs. (Brewster and Scullion 2009:20; Mestre &whaud 2008:2) The emergence of more
philanthropic organisations worldwide leading to Bntreased number of international
assignments, cannot be forgotten either. (BrevastdrScullion 2009:20; Mestre and Renaud
2008:2) Interestingly, a more accelerated incredsaternational assignments among small
and middle sized companies than among big onesbsereed lately. For instance,
privatization of the state owned, small and midgleed companies in the field of
telecommunications has led to a rise of their magonal business presence. (Brewster and
Scullion 2009:20; Stahl et. al. 2005:9) In contréis¢ extent of competition between the large
international players forces them to decrease #penses in order to remain competitive.
As the expatriation of international assigneesissalered to be very expensive and the work
efficiency of the expatriates is difficult to betiesated due to shrinking human resource
departments, many giant multinational companiegesticting their number of international
assignments. (Brewster and Scullion 2009:20; MestceRenaud 2008:2)

Secondly, companies are continually searching wode for skilled professionals.
The cross-border assignments are not limited amlgpecialists and top managers, they are
open to people from all hierarchic levels, wherer¢his a current local deficiency. Besides
sending employees from headquarters to foreignidiabgs, the number of inpatriates and
third country nationals is also increasing, leadimg variety of nationalities among the senior
management. (Stahl et al. 2005:9; Mestre and Repa08:2)
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Recently there has been a wider range of intemmalti@assignment types than befdetween
the 1960s and 1980s cross-border assignments wardyniong-term assignments, where
expatriates were sent by their headquarters basddvieloped countries to their subsidiaries
located in less developed locations, with admiatste and control purposes over their
foreign units. In the late 1990s, growing number noérgers and acquisitions and the
increasing number of small and middle-sized conmgmracting internationally had an
important impact on the nature of cross-bordergassents. This led to a wide variety of new
forms of international assignments as illustratethble 1. (Harris and Kumra 2000: 602-603;
Mitze and Popp 2007:26)

Tabel 1: Classification of cross-border assignmentdepending on time duration

Cross-border assignment forms Duration

Business trip Less than 3 months

Delegation 3 -6 months

Short term assignment 6 -12 months

Long term assignment 1-5 years

Permanent assignment Permanent transfer to thigiidaeation

Source: Mitze and Popp (2007Handbuch Auslandsentsendungp. 26. The content of the table has been

translated from German to English language

In addition to these assignment types, Scullion @ailings (2006:160) examine other
assignment types that organisations may use: iftgrhational commuter assignmerits
temporary cross-border transfers of expatriategrevthey are allowed to return on weekends
to their families in their home country, (2)otational assignments™ repeated short term
assignments implying relocation, followed by ocoasi home transfers, (3xdntractual
assignments"where employees with certain knowledge are sénbad for completing a
project for a period of 6-12 months, and (#efuent flyer assignmentsivhere employees

are sent repeatedly on short working missions witlaorelocation.

The KPMG 2008 Global Assignment Policies and Pcastisurvey provides more evidence
for this trend towards a greater diversity of assignt types. Yet, long-term assignments are
still those most often used, with an average of @%he surveyed companies reporting that
they usually send their employees on the tradititorag-term assignments, along with other
types. (KPMG Global Assignment Policies and PrastiSurvey 2008:11-14)
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Alongside the above mentioned trends, the proffledhe expatriates themselvésms also
changed over the recent years.

The conventional profile of the male, labouringsslanternational assignee is slowly
giving way to the well-educated professionals, wimoprder to gain more experience, will
accept more than one foreign assignment duringr toareer path, considering this
international experience crucial for their professil life. While some studies reveal that
today male managers are rather preferred for iatermal assignments, others consider that
expatriates are usually accompanied by their fasiland that more and more partners are
willing to find a work abroad, refusing to take aritrailing role". (Brewster and Scullion
2009:21) These trends are illustrated by followstgdies. As Caligiuri (2007:34) states,
according to the data collected by the Conferenoar@®s 1992 research, from the 130
international companies asked, 65 organisationgrees more than 50 top managers world-
wide, while a quarter of them assigned up to 20@agars in international assignments. The
results of a survéymade by Suutari and Brewster (2001:559-562) showhed 79%
international assignees were men and 21% were wo8iéa of them occupied a managerial
position and more than a half (61%) had alreadyhlmea cross-border assignment before.
While half of the expatriates were aged betweerB30rears, the majority (79%) were
married, 80% of whom were accompanied by theirngartiuring the foreign assignment. In
72% of the cases, also children accompanied tleeniational assignees, 59% of these were
children of school age. Similar results have besported also by another study among 301
Finnish expatriates working worldwide. A large poodjion were men (96%), aged between
30-49 years old, all having a university level eatian, 68% of them taking over an
administrative position. (Riusala and Suutari 2084). A more recent survey of the GMAC
Global Relocation Services (2004:9) reveals thalemmore than a half (55%) of the male
expatriates were married, almost all (86%) of tiveene accompanied by their partners.

Although many companies experience a shortage o$sdoorder managers, the
number of female expatriates is still very low. Amding to Nicolai (2005:90), the reason for
low female participation is the low proportion obmen in managerial positions. Yet, many
companies are reluctant to engage women in oveessagnments, because it can be difficult
to obtain a working permit for religious and cuilireasons, in many overseas locations. Holt

and Wigginton (2002:479) make reference to a stfdyorth American corporations. Here

® The data was collected in 1996 on a sample of26Bh expatriates assigned abroad with the aimgatber
relevant Finish expatriate management practiceg@fidd out more about their perceived relevanteiag the
expatriates themselves. (Suutari and Brewster :20611)
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the great majority of companies did not send fenedpatriates on overseas assignments,
because they expected they would have difficuliies to other cultures’ attitudes towards
women. Despite the reluctance to promote femald@raps to international managers, there
is evidence that female international assigneefoperjust as well as men in a foreign
cultural environment, as confirmed by the studyelon 98 international assignees, who were
sent from a company’s headquarters from the Unikdtes to overseas subsidiaries.
(Caligiuri and Tung 1999:763-777) This is case,dose they bring a lot of social skills: they
interact easily in a foreign environment and essabiore personal contacts than their male
counterparts. Moreover, female expatriates arenofiell-educated professionals, with
international experience due to cross-border joggrand tend to speak several languages.
(Holt and Wigginton 2002:479) These advantagesnallmmen to get the opportunity to be
more frequently recruited to fulfil overseas missioThat is why experts such as Holt and
Wigginton (2002:480) and Mestre and Renaud (2008d)sider that the percentage of
expatriate women is likely to rise in future. Thesn be observed already a small but steady
increase in the number of female expatriates aaegnt decades. In the 1980s merely 3% of
expatriates were women, while in the 1990s thigrégay between 12% and 15%. (Collings
et al. 2009:77) According to the GMAC Global Reloaa Services survey (2004:9) the

proportion of women sent in overseas assignmeathezl 18% in year 2003.

Following this brief overview of the current trendt international assignments, this paper
will focus only on long-term overseas assignmdatgjng between 1 and 5 years, as these are
still the most frequent. The analysis above has sif®wn that the majority of expatriates are
middle aged men with a university education, whketaver managerial positions. The
majority of these are accompanied by their paramer children who are willing to work, and

to go to school or to study in the new environmdédithough the participation of women in
international assignments remains relatively logsearch suggests, that more women will
carry out overseas assignments in future. For thressons, this paper will take into
consideration both male and female expatriategy@asdi for a longer period of time in an

overseas location, who are accompanied by theilyfanembers.
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4. Benefits and challenges of international assigrants

In the light of the considerable increase in thenhar of international assignments, this
chapter will highlight what companies and interoaéil assignees gain from them and will

also discuss the challenges that arise for bottegar

4.1 Benefits of international assignments

The following section will set out some of the bitseinternational assignments bring, not
only for the expatriate, but also for the companyirty and after the completion of the job
mission abroad. Answers to the following questiom$i be given: (1) what benefits

expatriates bring to the company, (2) what benefitsrnational assignments bring to the
expatriate and (3) whether the company gains anyarddge upon the return of the

repatriates.

4.1.1 Benefits expatriates bring to the company

This section will explore, how feasible is from thmelltinational company’s point of view to

send employees on long-term assignments to itseasdocations.

In an interview, Mrs. Renaud-Rossier, senior caastilat Mercer Global Mobility Business,
argues that in order to accomplish their busindgsctives, companies send their specialists
overseas to‘achieve improvements in operating results and emsa certain level of
performance from their overseas investmen{8festre and Renaud 2008:1) In their work,
Edstrom and Galbraith (1977:252-254) identify thraetives for transferring expatriates
abroad, depending on the company’s business syraféy "organization development”-
where international transfers are used for coordinatiowd aontrol policy, (2) to"fill
positions* where specialists with technical expertise areosded to fill in temporary
positions, in order to transfer their technical wrl@ow, in the case the subsidiary has a lack
of qualified employees and (3) tdevelop managers" where technical and administrative
staff are relocated temporarily throughout the oaapon, in order to gain international
experience and develop their competencies. Thuketaled investigation of these reasons
will help the reader to gain an insight into thend#s international transfers bring to

corporations.
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In some corporations, expatriates play a key rolecontrolling and coordinating the
operations of the headquarters’ local units. (Btewsnd Scullion 2009:17) Edstrém and
Galbraith (1977:250-261) illustrate some typesugesvision policies used by the companies
that they surveyed in the seventies.

At that time the control was mainly focused on caligation and was used in small
companies, where all decisions were taken in tlagldngarters and their implementation in the
subsidiaries was strictly supervised. Unfortunatéie reporting-oriented approach often led
to delay in responses or reluctance from subsalarin order to give subsidiaries more
freedom in making decisions and at the same timadimtain the overall supervision, some
companies began to send their trustworthy manatgetse local units. They filled in key
positions and usually spent two years in a subsidgupervising operations and forging a
link between the headquarters and the subsidiarythis way, gradually the subsidiaries
became more independent and meantime the headgu@deed control of the local
operations and a better overview. (Edstrom and iGiith1977:250-251)

Other companies gained control of their subsidsatigough the creation of personal
bonds. Expatriates were allowed to interact wittalananagers from different cultures and
thus their prejudices about the host country nat®nvere broken down and they became
more dedicated to the company. This transfer oflvkd, socialised expatriates in key
positions enabled the establishment of informal mamication networks. In this way, the
companies also managed to achieve coordinatiorcamntlol, by allowing a certain degree of
decentralisation. Scholars believe that these abpwlicies can not be separated one from
another. Centralisation, beaurocratic regulatiomd personal supervision are all necessary
and may lead to the organizational developmentstfBh and Galbraith 1977:255-261)

Today, cross-border transfers are still a widelgdusieans of control in the context of
headquarters — subsidiaries connections. (Harzi@§1:368-369) The supervision of
subsidiaries is carried out nowadays to achievieréift goals. Firstly, headquarters may send
top line managers to establish and maintain thenoomcorporate culture of the company
within the subsidiary. Secondly, headquarters mgngt to establish personal relationships
with the local staff and ensure a good exchangafofmation with the subsidiaries. Thirdly,
they might implement the organisation's specifichavour patterns or establish the
corporation’'s coordination and controlling instrumse (Weber et. al.1998:105; Kihlmann
2004:8)
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Expatriates also have a key role in transferringwdmow and information within the
corporations.(Kuhlmann 2004:9) As know-how, information, speisitlknowledge and
distinctive capabilities are considered to be thsid of competitive advantage; companies
have to view them as vital value assets. It is edgthat the transfer of knowledge and
expertise across national borders can only be 8greending staff abroad, as this expertise
exists only in the heads of experts. These qudlifjeople may help to implement new
technologies and transfer product lines, teach rodraployees how to handle special
production equipment and how to gain particuladéeahip capabilities or other organisation
specific skills. (Bender and Fish 2000:125-133) lEaample, Nokia does not operate a
research and development department for new preditstead, specialists from all their
worldwide subsidiaries are brought together to wiarkeams on certain projects within the
framework of an international assignment, usualtihg more than two years. In this way,
Nokia succeeded to bring thdokia 6100 series mobile telephonesi' the global market and
achieved outstanding status. (Black and Greger86id&2 121-122) This approach seems to
be successful, as during these workshops, spésiais exchange valuable knowledge, learn
new things from each other and generate innovaleas. In addition, the company's strategic
assets can be actualized with new developmentleimptocess, contributing to the overall

success and efficiency of the corporation. (Beraher Fish 2000:133)

Some scholars think that expatriates can develadelship skills during an international
assignment and that the development of global tsade central to the overall business
performance of the corporation. (Weber et al 1998;1Collings et al 2009:75) A research
study by Oddou and Mendenhall (2007:208-209) on éXfatriates showed that expatriates
gained many important competencies during theiigassents such as: the ability to manage
employees from different cultural backgrounds, audstiative competencies, interpersonal
skills and behavioural flexibility. Their better derstanding of the international context
means that they are more equipped to deal with mpsues arising from the companies’
international structure and that they are moreilllexwhen searching for proper solutions.
During an assignment, expatriates have the oppoyttm learn more about local business
methods and local cultural norms and values, thywaving their intercultural competencies.
All these international experiences and knowledgecansidered important assets at higher
management levels, which contribute to the compgapgrformance in the international
business environment. (Bender and Fish 2000:1326#@l and Chua (2006:137) argue,
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overseas assignments are timeost powerful experience in shaping the perspectnd

capabilities of effective global leaders".

These motives of employing international assigne&gobal assignments are still considered
relevant today and have been acknowledged as Budgveral scholars: Harzing (2001:367),
Collings et al. (2009:75) and Tungli and Peipe®(Q2:153-160). Interestingly, Tungli and
Peiperl (2009:153-160) note in their recent red®athat companies belonging to different
countries give preference to different reason aateg. As their research indicates, the main
reason Germans send expatriate managers abrdtal develop international management
skills", while in Japan and the United Kingdom the mostdrtgmt reason %0 set up a new
operation”. The Americans on the other hand, want their marsdge fill in a skill gap".
(Tungli and Peiperl 2009:159) On comparing thesutes with Tung’s findings from two
decades before, Tungli and Peiperl found thahadleé motivations were considered important
in Tung's research, too. In Tungli and Peiperl @060)’'s research, other reasons for
international assignments are mentioned in funtlositions such asto train and orient local
staff”, "to control the operation”,'to ensure the same company standards worldwide".
Unfortunately, no explanation is given in the stuay to why the key motivations for sending

employees abroad are different in different coestri

The analysis above reveals that expatriates areortant factors in the efficient
implementation of these objectives and implicittyvards the overall business success of the
corporation. Therefore their job performance dutimg assignment is critical for the success
of the international assignment. (Tahvanainen aundta8i 2005: 91) Drawing on Cascio
(2006: 176), job performance meanghat an organization hires one to do, and to dol'wel
This implies that the employee should fulfil thgpegtations of the company and achieve the

best outcomes. Only in this case, will the bendfiesy bring to the company be increased.

4.1.2 Benefits international assignments bring to the exgiriates

It has been proved without any doubt, that inteomal assignments bring advantages for the
expatriate, too. In their study, Stahl et al. (20@4-131) spoke to expatriates from 30

German corporations, who were on assignments inob@tries. 71% of them felt that this

® Tungli and Peiperl (2009:153-160) examined theualctstrategies and practices of managing global
assignments at 136 big multinational corporatioasgirig their headquarters in Germany (35), Japaj, (@
United Kingdom (34) and the United States (47).
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experience would improve and embellish their charady giving them the chance to see
more of the world and make them more tolerant anddminded. In addition, 34% thought
that an international experience would help them develop their managerial and
communication abilities. As well as these advardgagznder and Fish (2000:132-133) and
Blakeney et al (2006:181) argue that such overssagnments improve language skills,
enhance cultural competencies and lead to a batiderstanding of how people from
different cultures act and behave. The remainirig b5 the German expatriates from Stahl et
al. (2009:130-131)‘'s study were convinced that Km®owledge accumulated during an
international assignment would be highly appredatet only in their home company, but in
the international workforce market as well, as khewledge and multitude of competencies

obtained are in general not attainable in their élamd.

From the above, the reader gains a better unddistaof why the opportunity to gain an
overseas experience, the potential monetary reveard€hance of future promotion plays the
most important role in the decision whether or twoéngage in an international assignment.
(Cerdin 2008:197) Obviously, there cannot be magteerplisations, as the cultural values of
the expatriates also need to be taken into coradider as the results of the following survey
attest. The survey made by Stahl and Cerdin (28348%3) of managers being placed on
international assignments in 59 countries by 2hémeand 30 German companies, revealed
that personal challenge and professional developsesm to be the most important reasons
for accepting an assignment. Future promotion dppdres and monetary considerations
appeared to be less important, but were still antbadgive most important motives for both
German and French managers. Nevertheless the caokimotives was different for the
German and French expatriates. The Germans plackdjher value on the individual
challenge of having to spend a longer time abr@dey put more emphasis dmtrinsic"
benefits like having the opportunity to live and nwan a foreign environment, to learn
interesting things and improve their professionaaldications, rather than okextrinsic”
benefits coming from future promotion opportunit@sbetter payment. In contrast, monetary
considerations and the family's opinion regardielgaation played a more important role for
French managers. (Stahl and Cerdin 2004:892; Staiil 2009:126)
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4.1.3 Benefits repatriates bring to the company

The valuable assets repatriates bring home afternational assignments are tremendous.
They consist in an all-encompassing overview of ¢bgporation, a better understanding of
other cultures and business practices, independeaadiness to take on risks, improved
leadership skills and intercultural communicationd alanguage skills. Besides these,
repatriates also have a company specific insighthay still have detailed knowledge of the

processes within the home company. (Blakeney @08i6:181; Eulenburg 2001:57-58)

On their return home, repatriates contribute sigaiftly to the company’s effectiveness and
viability. They might set up market forecasts, ntigielp planning other international
assignments or might contribute as carriers angedsiof the internationalisation process of
the multinational corporation. Moreover, due to itifermal communication networks created
during their assignment, they might be a link bemwehe overseas location and the
headquarters. By using their personal contacty,¢he act as mediators solving conflicts that
might arise or simply communicate with colleaguesif the overseas location to help solve
business problems. Furthermore, repatriates camselea as innovators, who are able to
implement in the parent company all things theyriteaverseas. Obviously, their all-
encompassing overview will mean that they haveraight of the corporation as a whole.
This all demonstrates that repatriates hold gretargial for the companies and a loss of these
valuable assets would mean a lot of damage to Weealh performance of the company.
(Eulenburg 2001: 58-59)

4.2 Challenges of international assignments

Despite the impressive benefits global assignmbntsy both to the international assignee
and the corporation, international assignmentsa@ a demanding challenge. To detect also
the reverse side of the coin, this section willraixee the challenges international assignments

entail.
4.2.1 Supply and demand side challenges

Today many corporations suffer a shortage of higjuiglified professionals with international
experience, because the demand on the labour markgtobal leaders is greater than the

supply. For example, the growing need for inteoral managers with specific knowledge
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about doing business in the emerging markets ssi¢hdia, China and Eastern Europe, seems
to be a real challeng€Collings et al. 2009:76-80) In consideration o flact that staff with
global experience make up only 1-2% of the totalpleyee base of multinational
corporations at present, accessibility to this sezavorkforce has become a real concern
among multinational companies. (Blakeney et al.62082; Collings et al.2009:76). To
demonstrate this situation, Stroh et al (2005:49tguhe statement of Jack Reichert, the
former general manager of Brunswick Corporatiogjrgathat:"Financial resources are not
the problem. We have the money, products, andigposd be a dominant global player. What
we lack are the human resources. We just don't leaeeigh people with the needed global
leadership capabilities.'Yet, research reveals that the hard availabilftyabour force with

global experience is influenced by some curremdsehat will be discussed presently.

The reluctance to accept relocation and the lowigaation of women in global assignments
are both important constraints in the cross-bonai@bility of people.

As a result of higher education opportunities, emital growth and women gaining the
same legal rights as their men counterparts, mudenaore women have their own career and
men are no longer the sole wage earners in famihethese circumstances, where both the
husband and his wife follow a professional lifelpdamily plays an important role in the
decision whether to accept or reject an oversesigraaent. (Jaumotte 2003/2:52; Nicolai
2005:21; Collings et. al. 2009:77) Nicolai (200®) presents Wirth’'s research results from
the late eighties looking at 63 multinational comipa, most of which had their headquarters

in Germany. (See table 2)

Tabel 2: Reasons of rejecting an overseas assignrheffer

Reasons of rejecting an overseas assignment offer Rate of responds (%)
Reluctant attitude of the spouse 71%
Disadvantages in children's development 64%

Separation from relatives and friends 49%

Career disadvantages 41%

Change in life style 37%

Language difficulties 29%

Source: Adapted from Nicolai (2005Dual Career Couples im internationalen Einsatmglikationen fiir das
internationale Personalmanagemenpp. 29. The content of the table has been traatslibm German to

English language
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It seems that the most important reason why empbyeject an overseas assignment offer is
the negative attitude of the spouse towards rdlmtaOften the working spouse is not ready
to give up his/her job to follow his/her partnelrFa career-oriented spouse, it is often
difficult to find a job in the overseas locationdatmat is why many families are not ready to
break up their present, relatively secure persandlsocial environment. While some people
find it hard to leave their relatives and friendshimd, other families predict difficulties in
educating their children when moving to anotherntou (Nicolai 2005:29-30; Collings et.
al. 2009:77) Improper living circumstances in twerseas location, uncertainties regarding a
working permit and residence authorisation for ffagtner, an unpleasant climate, limited
living space or an unstable foreign political siiola, may also play a large role in the
rejection of an international assignment. (Kihima2®04:10; Nicolai 2005:29-30) As
interesting it may sound, sometimes rumours fropatigates who have returned home after a
failed overseas assignment, may discourage caegiffat taking an international assignment.
(Black and Gregersen 2007b:24)

Another aspect is the low participation of femaiarkforce in overseas assignments.
Regardless of their marital status, few women et apportunity to go on international
assignments even if they have a strong desire sbd@.inehan and Walsh 1999:524) As this

aspect has been highlighted in detail in chaptéri8 now only mentioned as a current issue.

Another barrier worth mentioning is that many muadtional corporations often do not know
where to find valuable human resources or they Isirdp not recognise the real values of

their employees. (Collings et. al. 2009:78)
4.2.2 Expatriate failure

Alongside the supply and demand side issues, aeafmfailure is considered to be a major

challenge. It is essential to tackle what lies la¢imehis terminology, because only in this

way, the reader can gain an overview of its comptmand the reasons for them. The
undesirable consequences both for the companyaanlde expatriate and repatriate cannot be
overlooked either. This approach will allow estabing what has to be improved in order to
increase the benefits arising from internationalgsments.
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4.2.2.1 Definition and reasons for expatriate failte

In their article, Harzing and Christensen (2004:618) set out to discover what lies behind
the concept of expatriate failure. To this aim thegde a thorough literature review listing the
opinion of several scholars. Their findings showatt{ll) researchers define expatriate failure
in different ways, (2) expatriate failure may hawany reasons and (3) it can have its origin
in all three phases of the international assignmieetore, during and after its completion.

Based on Harzing and Christensen's article, thepwill discuss in detail the terms and the
reasons for expatriate failure, expanding on thedings with more recent opinions, in order

to underline the complex challenges internatiosalgnments may encompass.

For most specialists such as: Mendenhall and Od1888:78), Fukuda and Chu (1994:38)
and Garonzik et al. (2007:127), expatriate failoreans premature return from an overseas
assignment, meaning that the employees return édfier end of their contract. Mendenhall
and Oddou (1988:78) raise the concern that 20%hef ihternational assigneéseturn
prematurely from an overseas assignmeitttan be either a request from the expatriate to
come home before the assignment is completed, an fthe company, sometimes with
undesirable outcomes for the future career patheexpatriate or even removal from his/her
job. (Holt and Wigginton 2002:450) The most comnreasons responsible for an earlier
return date than agreed, are the poor work perfocmaf the expatriate and/or adjustment
problems. As Forster (1997: 414) argues, many edpa$ return home earlier because of
"poor work performance and/or personal problemisi'a study made on a sample of eighty
US multinational companies, 69% of the responderdgated a recall rate due to poor job
performance as being between 10% and 20%. (Tun@:288-151). The inability of the
international assignee or his/her partner to adjosthe working or living conditions is a
further reason for premature recalls according tteeroscholars such as: Fukuda and Chu
(1994:38) and Mesmer-Magnus and Viswesvaran (2@3%: Home sickness, the inability to
adapt to the unfamiliar cultural, social or bussesrcumstances, unacceptable living
conditions or poor medical systems, are a few meagdy some expatriates may request to
return home earlier. (Downes et.al.2000:122; Mehd#rand Oddou 1985:39) While some
expatriates might have difficulties coping with ttechnical issues related to international
assignments, others’ managerial attitude may mon fihe corporate culture of the company
overseas. (Holt and Wigginton 2002: 450) Failureexpatriate selection and lack of cross-
cultural preparation for expatriates and the famigmbers are also cited as reasons for early
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recalls, which is in fact a case of bad managenoérthe international assignees by the
company. (Lee 2007:405)

Another reason for expatriate failure is poor perfance during the assignment. On the basis
of a number of studies, Harvey and Wiese (1998a84)ie, that a relative high percentage of
the American expatriates who finish their assignimbetween roughly 30% and 50%, are
considered to be unsuccessful due to low job efficy. Tung (2009:150)'s stuflyevealed
the most important reasons for under-par perfor@ahging an international assignment, as
illustrated in table 3 below. The findings of theidy show, that family-related problems,
especially the inability of the expatriates’ spouseadapt to the new culture are a major
reason for poor performance. The expatriates’ tdfatultural adjustment ability, difficulty of
coping with the new job tasks, lack of specificgmerality traits, relational skills and technical
competencies are also not negligible aspects. téhbde 3)

Tabel 3: Reasons for an expatriate's failure to fuation effectively in a foreign

environment in descending order of importance

Crt. No. Reason for an expatriate's failure to perform effetively during the global assignment

1 The inability of the manager's spouse to adjestat different physical or culturga

environment

The manager's inability to adapt to a differémggical or cultural environment

Other family related problems

The manager's personality or emotional immaturity

The manager's inability to cope with the resgutises posed by the overseas work

The manager's lack of technical competence

N O O A WN

The manager's lack of motivation to work overseas

Source: Tung, Rosalie L. (2009%election and Training of Personnel for Overseasignments"pp. 150

Challenges after the re-entry in the home coumtegd to be considered as well. Low work
efficiency in the home company and the intentiotetove the corporation immediately upon
return are often overlooked. (Harzing and Christer’2004:617-618)

The results of the studies made on American, Jagaaed Finish expatriates showed

that disregarding the repatriation adjustment pgsaeay lead to lower job performance and

" Tung’s study does not mention how job performasaeeasured and what it means.
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vice versa when"expatriates adjust effectively during repatriatjorthey are better
performers’ Furthermore, a poor repatriation adjustment ef family can reduce the work
effectiveness of the repatriate and vice versaAArrican repatriate returning home together
with his wife said the followings:My spouse has had a very difficult time coming é@dram
Europe and living in the suburbs of America. Shee®i&. Her adjustment difficulty has made
my life less than wonderful and my work performaless than excellent.(Black et. al.
1992a:226)

Difficulties in readjusting, a lack of support frafme company, lack of careers advice,
lack of recognition for the skills acquired abroahd the company’s failure to develop
special reintegration programs, may create a hegrek of discontentment and frustration
about the situation found upon the return home s&tere important reasons why repatriates
may no longer be committed to the company. The simal@e outcomes of all these
difficulties are the high attrition rates. (Stroh &. 2005:191-193; Paik et. al. 2002:636). The
data from Baruch et al. (2002:668) paints an astmgnpicture: their studies showed that
50% of the repatriates left their company withirfesv years after repatriation. The most
powerful reason was that they did not receive anpitmn, but were left on the same job level
as before the assignment. This is a very alarmiegult. However, these results are
questionable because the interviews referred anly single, middle-sized UK corporation.
According to the GMAC Global Relocation Servicesvey (2004:1-54) approximately 13%
of the repatriates left their companies within &Aryand an additional 10% within 2 years after
repatriation. Data from Black and Gregersen (200 which results from a survey of 750
American, European and Japanese companies, shbated5% of those US expatriates who
returned back home after the completion of thegassent, left their companies within 1 year
after repatriation, to join a rival company. Intgregly, this attrition rate is double that of
those executives who did not take part in an irtgonal assignment. In fact, according to
Cerdin (2008:207), the lack of assistance proviftedhe repatriates by the company after
returning home can be correlated with the highitiattr rates after repatriation. The
company’s failure to recognise the skills the raptd has acquired, lack of appreciation and
bad careers advice may mean that the repatriatlliag to take on a position with a
competitor, which has the chance to fully bene@tif his experience.

In the light of this complex background, HarzinglaDhristensen (2004:621-622) developed
a new way of defining expatriate failure. They argbat, what might be a failure from the
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company's point of view is not necessarily negatorethe international assignee and vice
versa. They view failure only from the company'sspective, saying that the negative
outcomes have to affect the company unfavourablyorder to be counted as such. For
example, a premature return due to poor performafdbe expatriate, who is unable to
complete his/her job tasks according to the compamgquirements, can be viewed as a
failure from the company's point of view, if thesgpectations have been transmitted clearly.
However, when a structural reorganisation withia tompany takes place and the expatriate
is recalled home by the management before the @dioplof the assignment, in order to
receive other responsibilities, this is not conedeto be an expatriate failure for the
company. Whereas, a shift of a well performing éxate/repatriate to a competitor is
considered a loss for the company, and not nedlgs$ar the expatriate/repatriate, who
actually can use his/her gained overseas experignce successfully in another company.
Here, from the company's point of view, the redears speak about an expatriate failure. In
this context, Harzing and Christensen (2004:622find expatriate failure a%he inability of
the expatriate or repatriate to perform according the expectations of the organization”
Taking a closer look both at this definition andaalat the analysis above regarding the
aspects of expatriation failure, it can be argued indeed, poor job performance during, but
also after the assignment, constitute a big probksrdemonstrated in the analysis above, the
under-performance of the international assignee tpaycaused by expatriation and/or
repatriation adjustment problems of the expatriegpatriate and/or his/her family, different
expectations and improper management of the egfiatriand/or repatriation process.

Even though it is mentioned as essential by Harang Christensen (2004:622), the
definition does not entail the turnover elemenadl et al. (1992a:265) defirfidysfunctional
turnover" as the voluntary departure of a high performingernmational assignee after
repatriation due to low engagement towards the emmpThis is very detrimental for the
company because an important value asset is ludtetl, the analysis above revealed how
big the problem of high attrition rates soon afegpatriation is. Nevertheless, it may be also
problematic for the company if a high performingpattiate leaves also during the
assignment. Therefore, it is suggested that, irfrdlmaework of this paper, the dysfunctional
turnover of high performing international assignaéier and also during the assignment are

both considered to be failure.
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Another aspect of the turnover mentioned by Blachkle(1992a:264-265) and Harzing and
Christensen (2004:621) is thiinctional turnover. The authors argue that the dismissal or
the voluntary departure of a low performing intdio@al assignee after repatriation is a
favourable aspect for the company, and not a faildevertheless, as shown in the analysis, it
can be argued, that disregarding the proper reimagund of the repatriate and his/her family
can lead to poor job performance and that a pqmtration support, lack of recognition and
careers guidance from the company can lead to mliscbment and low commitment to the
corporation. For this reason, it is held that efiamctional turnover has to be considered a
failure from the company’s point of view, as thislpably occurs due to the company's
negligence. A performing expatriate who succesgfatimpleted his/her assignment abroad,
might become an underperforming repatriate dubdanultiple challenges he/she and his/her

family encounters returning back home.

As shown, international assignments encompass @ raitge of challenges, both during and
after expatriation. Expatriate failure may be thledined, as the inability of the expatriate or
repatriate to perform according to the expectationthe organisation and/or the voluntary
turnover of an expatriate during the internatioaakignment and/or both functional and

dysfunctional turnover of the repatriate after tep#on.
4.2.2.2 Costs of expatriate failure

Unfortunately, these failed assignments are asssatiaith substantial direct and indirect loss

and damages not only for the company, but alsthiinternational assignee.

Sending the expatriate and his/her family membararointernational assignment is a pretty
big investment for the company. By estimation, dtimational corporation spends on average
between $300.000 and $1 million per year on a sirgfpatriate, an expenditure that is
thought to be two or three times more than thescassociated with the same employee if
he/she had remained in the home company. (BlackGaedersen 2007a:119)

There can be also taken into account the experdated to the actual physical
transfer of the expatriate and his/her family meralte the overseas location, which include
travel expenses, the costs of moving, short-timeomenodation fees, a financial expert's
allowance. To these costs, there can be addea tbeled"downtime costs"expenses related

to the preparation of the expatriate for the asagmt and the costs for the first couple of
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months where the expatriate goes through the aw@rgtperiod. During this period of time
the expatriate is not able to totally fulfil histhpb responsibilities, although he/she gets
his/her monthly wage. In the case of a prematurgnethese costs are lost, as the return on
the investment on the downtime can't be retriewethb company. (Stroh et. al. 2005:12-13)
The components of expenses expatriates incur @cdmpany during an assignment
may vary from company to company. Besides the bsalary, some companies provide
expatriates with living and housing allowances, us®s as an acknowledgement of their
efforts, assistance for training programs and exgbaate protection payments designed to
protect them against the undesirable movementtefttrrency in the local market. Other
companies may pay income tax reimbursements, das$igm compensate the expatriate for
additional tax costs that might arise in the localintry. All these expenses help to offset
international assignees for leaving their home tguand also help ensure a certain living
standard in the new environment. (Bonache 2006:Ca#pepper Pay Practices & Policies
Survey March-May 2008 — EBulletin June 2008)
As noted above, international assignments come witlide variety of direct costs and
expenses which companies have to bear. In theatasailed assignment, all these expenses
are lost and what is more, the company has to geoa backup person to carry on the
mission. (Stroh et. al. 2005:13)

As well as these direct costs, there are alsoentlzosts related to failed assignments, which
are usually hard to assess, but are of crucial itapoe as they can bring significant damages
both for the corporation and expatriate. An uncatgd mission, may damage the
relationships with the local employees, the hostegoment and the business partners of the
company, leading to the loss of total sales andtige for the company. (Downes et. al.
2000:122; O'Sullivan et. al. 2002:79) In additi@m unsuccessful global assignment may
have a destructive impact on the career of thetdaap® who might either be dismissed for
poor job performance, or may suffer a loss of aerice, a lack of acceptance by colleagues
or disappointment, leading to job inefficiency imethome company, as well. (Holt and
Wigginton 2002:450; Mendenhall and Oddou 1985:3@tHermore, failed assignments may
result in a grapevine effect among other potemadidates for an international assignment,
making them less willing to engage in one. (O'Sati et al. 2002:79) An indirect cost for the
company is also the loss of valuable human ressusigould the assignee leave to join a

competitor. Actually, in this case the company $ofiee return on investment, as they have
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financed not only the future career of managers witernational experience, but also the

success they might bring for its competitor compd8yroh et. al. 2005:15)
4.3 Concluding summary

The discussion above reflects that internationalgasnents are both an opportunity and a

challenge for the company and for the internati@saignee.

Expatriates are sent on long-term internationabassents with a well-defined organisational
purpose, the efficient fulfilment of which wouldalé to positive outcomes for the company.
As Blakeney et al. (2006:181-182) argue, companigis a workforce that has acquired a
wide range of competencies gain a competitive atdgm as the international experience of
their employees leads to innovative ideas, know-trawsfer and global leaders with a more
complex expertise. As competitive advantage is db@aseresources that are precious, scarce
and hard to imitate, companies have to gather thssets in order to remain efficient on the
global market. However, also employees see anrasgigt primarily as a steppingstone in
their future career path, as an opportunity of adement or better payment, being aware of
the plenty of skills and know-how they gain andadboundary less career opportunity upon

their return.

In the light of the lack of people willing to rela® overseas, expanding global companies
compete for managers with international experieMmreover, for a number of reasons, they
often face the problem of expatriate failure, wattmultiple range of motives leading to the
employees’ poor job performance and high turnom&ntions of expatriates or repatriates.
As the analysis revealed, adjustment and readjudtrddficulties experienced by the
international assignees and their accompanyinglyamembers seem to be major reasons for
low job performance and high attrition rates. Ferthore, the direct and indirect costs of
failed international assignments mean loss of @&tbusiness perspectives, a destroyed
business image and low productivity for the orgatiis. (Lee 2007:405) These might affect
the overall business performance of the compamgdlimg to difficulties in controlling
operations and in transferring crucial knowledgd arformation to their units. That is why
international assignments require attention, astimepany may enter"@ownward-spiralling
vicious cycle; which has a long-term negative effect on its fimsion the global market.
(Stroh et. al. 2005:16)
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Overall, it can be stated that by enhancing thbtwaloif the employees to efficiently fulfil the
expectations of the company both during and aftercompletion of the overseas assignment
and by preventing the intentions to leave the compaf this valuable work force, the

company can increase its benefits arising fromseas assignments.

5. The influence  of  cross-cultural  adjustment on th
expatriates’/repatriates’ job performance and their willingness to stay with
the company

As shown in the previous section, global assignmean turn out to be a failure. This has
been translated in the light of two components:emypkrformance of the expatriate/repatriate
and/or by his/her decision to leave the comparheeitluring or after the assignment. Among
the major reasons of failure, the adjustment rdspdyg readjustment difficulties of the

international assignees and their family membexke leen underlined. Thus, the following
guestions arise: (1) What is culture? (2) Whatrass-cultural adjustment? (3) Where during
the international assignment period do cross-calltadjustment difficulties appear, what is
their impact and whom they affect? (4) Is there aghgationship between adjustment, job

performance and intent to stay in the company®\(Bat factors impact adjustment?

5.1 Definition of culture

In order to be able to define the concept of cmdsiral adjustment, it is necessary to
understand what culture means. The term cultuseeiig complex and has been defined in
many ways. Thomas (2008:27) quotes a most citechileh made by Kroeber and
Kluckhohn: “Culture consists of patterned ways of thinkingglieg and reacting, acquired
and transmitted mainly by symbols, constitutingdistinctive achievement of human groups,
including their embodiment in artifacts; the ess&ntore of culture consists of traditional
(i.e., historically derived and selected) ideas &specially their attached valueqQuoted in
Thomas 2008:27) Hofstede (1997: 5) defines culigre...a collective phenomenon, because
it is at least partly shared with people who liveliged within the same social environment,
which is where it was learned. It is the collectipeogramming of the mind which
distinguishes the members of one group or categbpgople from another.Actually culture

in the conceptualization of Hofstede (1997: 4-5)Jike a software program which enables
individuals belonging to the same group to react behave similarly in the same situation.

These common patterns of thinking, feeling andtregare calledmental programs”which
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are learned by individuals in childhood, transnditt® each other and shared by people
belonging to a certain social group and reflectwlas they interact with their surroundings.

(Thomas 2008:28-29) In order to understand whaekeo and Kluckhohn mean by artifacts

and values, Schein’s three level model of cultuitthe discussed in the followings.

Schein (2004: 26) argues that culture has threemtajels.

The “artifacts” include all the visible elements of a group such kanguage,
architecture, clothing, food, stories, myths, cavaies etc. These are immediately noticed,
but their meaning is not always understood by pedpm outside. For example, while
pyramids in the Egyptian culture were used as tomisamids in the Mayan culture were
used as temples. (Schein 2004:26)

The*“exposed beliefs and valuesire partly visible and partly invisible aneflect the
individual's perceptions about what is right, wietvrong, about how to behave and how to
react in different events. The consciously heldigalcan be noticed on the level of artifacts.
(Schein 2004: 28-30; Thomas 2008:30) For examplepaety that values its environment
may be reflected in a clean and green town fulire¢s, plenty of recycle bins, activities to
recycle waste etc. This is translated in the dbéhaviour of the citizens such as: planting
trees, throwing their waste in the recycle bin pergling a Saturday afternoon in the local
recycling site to separate the waste.

In the case that the members of a group considsetvalues and beliefs as working
and being successful on a long-term, these becam@neonscious, common value for all
members of the group, being called by Scheiribasic underlying assumptions™(Schein
2004:30-31) In Stroh et al. (2005:33-34)’s opinitrese assumptions guide the behaviour of
people and from them grow the culture’s valuesjebeland artifacts. Relationship with
nature, the human nature of people, the natureusfanm relationships or the people’s world
view about reality and truth can be part of thigele One category is the relationship to
nature. Stroh et al (2005: 33) give the examplsarhe cultures where the assumptions are
that people have a strong bond with the natureh Bamber would protect each plant and try
to build buildings, avoiding tree damage during staumction. In other cultures, the
assumption can be that humans dominate nature dewviaeir wealth and benefit. They would
build dams, log trees where they consider it nergsdt is not recommended to simply
interpret the values und underlying assumptions a@jroup relying only on the artifacts,

because an outsider who is not familiar with thattipular culture, cannot fully understand
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what that particular thing means for the certaiougr of people. (Schein 2004: 27) For
example, a park middle in the town could be judéeor and would not reflect the underlying

assumptions, unless the outsider is not fully feanged with that particular culture.

Actually these three layers of culture are seefftigmas (2008: 30) being an iceberg, where
the peak of the mountain consists in the artifasts|e the invisible layers — the beliefs and
values, and the basic assumptions are deep in wateconsist the support of any culture.
When international assignees are sent to live amtdt wn another country, actually they enter
a different culture. Weaver (1993: 159) makes aera@sting analogy saying th&Wwhen one
enters another culture, it is somewhat like twobargs colliding - the real clash occurs
beneath the water where values and thought patteonflict.” These international assignees
have to adapt to this new culture by trying to usténd the invisible values, beliefs, how
these impact people’s behaviour and how these pemphmunicate. (Stroh et al. 2005:31)

The following section will give the reader an insigof what actually this adaptation means.
5.2 Concept of cross-cultural adjustment

In order to be able to understand the meaningadsscultural adjustment, it is first necessary
to make an analysis of the concept of adjustmdménTan insight into the cross-cultural facet

of adjustment will be taken.

In so far as adjustment is concerned, some wordstainange should be mentioned. Change
occurs in people’s lives in different contexts sash changing school, establishing a family,
moving with the family into another home, changmgvork place and retiring. It is a shift
from a familiar to a new situation, encompassinthkpositive and negative experiences, due
to the possibilities it offers and its challengediich can often lead to a certain degree of
emotional burden. (Haslberger 2008:132)

Adjustment is defined by Haslberger (2008:132) eiadp"the outcome of a learning process
that enables the individual to be more effectivel @ontent in new circumstancesrhis
definition entails three important key aspects: rie®y process, effectiveness and
contentedness, which will be discussed upon.

According to the definition above, adjustment ig tiesult of a long term learning

process, which impliesacquiring new knowledge, behaviors, skills, vaJuasferences or
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understanding, and may involve synthesizing diffietgpes of information"(Wikipedia —
Learning 2009) Haslberger (2008:132) argues thainguhis course, people change their
attitudes and behaviours due to a cognitive procedsch enables the acquisition and
understanding of new knowledge and which implieg this new information is interpreted.
People use their past experiences and knowledgeytdo respond adequately to new
provocations. Through learning, individuals actpalhange themselves and try to cope with
the requirements of the new environment. On th@shdhe author comes to the conclusion,
that adjustment implies three elements: a transdton of an individual's attitudes, a
cognitive process of understanding and interpreting incoming information and the
emotional interaction with the new context.

Nevertheless, when a person is adjusted, he alforms well and is satisfied. This
sense of contentedness with the new circumstascasderlined by Hippler (2000:492) too,
who considers that adjustméitian be conceptualised as the general satisfactvdgh one's
life in the new environment...”

Thus, adjustment involves a long-term learning psscand is the result of the mastering of
the difficulties created by a change. The longihasprocess enables the individual to cope

with the new requirements and results in a beteiopmance and satisfaction.

When crossing borders, the changes encountereddrdtine expatriate and for his/her family
members are even more complex, because each tulawradary has its specific artefacts,
values, beliefs, norms of behaviour, rules, trad#i, communication patterns and basic
assumptions. (Stroh et. al. 2005: 29-37) When gaibgpad, changes are encountered on
different levels. There are not only physical clemguch as a new environment, new
housing, a different population density etc., dgbiological changes related to unfamiliar
food, health care provision etc. The cultural anda changes are also important, related to a
new language, religion, educational system, differgublic institutions, different
communication patterns etc. (Berry and Kim 19888)20The political system may be
different, too. For example, citizens may haveféedint political independence, freedom of
opinion or different religious beliefs. The econeoali situation may also differ with the
expatriate facing new job responsibilities, andhpps changes in the financial or career
status. (Berry 1990: 239)

According to Kihlmann (2004: 12-13), an expatriab@y be surprised when a
business partner or the new working colleaguest rea@ different way to how he/she
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expected in the new culture. The well-known signaisrds, behaviour patterns might not be
valid anymore or they might have other connotatiand lead to misunderstandings. The
local norms, rules and attitudes of people oftenaia@ hidden and familiar behaviour patterns
may be insufficient or inadequate for dealing vattuations. In this suddenly strange world,
the only solution for expatriates in order to beccassful both in their personal and
professional life, is to try to understand and rhetite local culture's value system, beliefs,
behavioural guidelines and interaction patterngrofSet al. 2005: 31-32). In an attempt to
cope with these changes and inevitably with thécdities related to them, there can be
noticed a change in the perception, way expatridiies, feel and behave. (Kilhimann 2004
12-13) In Ting-Toomey’s (1999:247) opinion, expaiiels engaging in long-term international
assignments undergo a transformation the cognitive, affective, behavioral and idgnti
levels". Drawing on this, Ting-Toomey (1999:233) definesmtltural adaptation as being
"the degree of change that occurs when individuadse from a familiar environment to an
unfamiliar one."As shown above, this long lasting psychologicah&formation enables the
individual to cope with the challenges of the newinment, enabling a certain degree of
satisfaction.

A further question that has been raised by resesascis what it is exactly that an
expatriate has to adjust to. In this context, Blacki Gregersen (1991: 498), view cross-
cultural adjustment as thdegree of a person's psychological comfort witHouss aspects of
a new setting" Adjustment is viewed by them as a multiple congtrgonsisting of three
aspects. Firstly, the expatriate has to adjushéogeneral environment: meaning that he/she
has to get used to his/her general living condgtisach as climate, health facilities, food and
leisure activities. Secondly, they refer to theeextof interaction with host country nationals,
meaning an easy socialization and communicatiorityabiFinally, work adjustment
encompasses the effectiveness of coping with theégsks and successfully fulfilling the job
requirements. (Haslberger 2008:133; Black and Gsegel991: 499, Stroh et. al. 2005: 102-
103) Vianen et al. (2009:226) observed that if apatriate succeeds in adapting in these
three directions, then he/she experierdsagisfaction, perceived acceptance from hosts, and
ability to function during everyday activities wotlt severe stress".

Thus, cross-cultural adjustment can be definedhagesult of a cognitive, behavioural and
emotional identity change of the individual, remgt from long-term interaction with an

unfamiliar culture, while working and living in atim@r country. This implies a long-lasting
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learning process and describes the individual'slméity of mastering the difficulties arising
from a new general environment, work environmerd arieraction with the host country
nationals. Adjustment ensures the expatriate aicepsychological and socio-cultural well-

being and helps him/her to effectively achievertgired goals.
5.3 Cross-cultural adjustment difficulties and ther impact

Engaging on a long-term international assignmeny ma a difficult adventure for the
expatriates because switching from a well-knownato unknown situation might be
tempestuous, as well as exciting, being usuallemanding journey with many highs and
lows. (Ting-Toomey 1999: 233) Based on some crodist@l adjustment models, this section
proposes to sketch out the phases of the wholgrassnt that might hinder an immediate
cross-cultural adjustment of the international geses and discuss whether these difficulties
have a negative impact on the individuals™ job grenfince and intentions to stay with the

company.

5.3.1 The process of cross-cultural adjustment antthe impact of the crisis
stages

Several researchers have analysed the cross-¢w@dtijustment process, developing different
models and theories about the stages expatriateeepatriates may pass through in the light
of the way in which individuals experience the fgreculture.

The culture shock model was first theorised by @berg Kalervo in 1960, who put
the basis for further theories and frameworks @f ¢thoss-cultural adjustment process. He
described four phases missionaries have gone thromlgile being abroad:honeymoon”,
“crisis”, "recovery" and"adjustment”.(Oberg 1960: 143) He observed that during the firs
couple of weeks being abroad, people were charmelebnovelty around them and happy to
get in contact with host nationals. Soon afterwatlilsy entered a stage of mental exhaustion,
characterised by antipathy and a hostile attitumleatds everything around. The author
viewed culture shock as an illness, being an ouécooh the physical burden and
psychological distress one suffers when moving atbrand the feelings of discomfort,
hardship and disorientation when losing suddenlyha cultural cues he/she is accustomed
to. Those who succeeded to get over this critieaiog, did not return home, but continued

their sojourn trying to learn more about the newvtura, slowly recovering from the low
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point. Finally, a complete adjustment ended thegse when the individuals began to fully
enjoy staying abroad. (Oberg 1960: 142-143; Winkelrh994:121)

This process has also been discussed by Lysga8@®b:(45), who interviewed 200
Fulbright grantees in the United States. He sthi@sthe adjustment process follows a U form
curve and is a three stage model. The conceptmdasito Oberg's theory of how the
expatriate passes through an initial stage, cheniaet by an initial well-being, followed by a
critical period full of adjustment problems. Thagko succeeded in getting over this difficult
stage became more content with their social lifeoath and were more agreeable towards
overseas life. (Lysgaard 1955: 49-51)

For another research project, Gullahorn and Guitali®963:33-39) interviewed 400
American students studying in France, as well &@8058merican grantees who were spread
all over the world. They extended the U curve fraumk of cross-cultural adjustment to a W
curve model, as illustrated in figure 2, which imepl both an acculturation process in the

foreign culture and re-acculturation process whetarning back home.

Figure 2: The W curve of international sojourning
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In this paper, a closer look will be taken at tlifeecent stages expatriates pass through, both
during and after the assignment. This overview hegllp the reader to understand what critical
phases the expatriate passes through and whetbse #djustment difficulties negatively
affect the expatriate's or repatriate’s work e@fiy and intention to stay with the company.
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Scholars such as Lysgaard, Liu and Lee and Obezgiraragreement that the level of
satisfaction is high during the first weeks abr@ed that expatriates are fascinated by the
new and different culture. Contacting new interegfpeople and seeing different things, give
them a feeling of happiness. At work they are impeel by new facilities, trying to get used
to the new job requirements and free time actwit{¢€ysgaard 1955: 50; Liu and Lee 2008:
180-181) According to Oberg (1960: 143), theneymoon stagdasts between a couple of
weeks to half a year and if the international assignt is a short-term one, then the expatriate
will turn home with enchanting memories of his/liere spent abroad. (See figure 4)
However, Haslberger (2008:137-138) distinguishesvéen cognitive, behavioural

and emotional curves, and shows them following edéht trajectories, just from the

honeymoon stage, as it can be seen in figure 3.

Figure 3: Adjustment curve including 'culture shock
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He states that from the behavioural point of viéve, curve starts from a low, as the
expatriate might experience difficulties in the hadrand nonverbal communication. He/she
might notice that the old attitudes are not suéatar the new cultural setting. And as a
consequence, he/she might experience some mistemttirggs with the host nationals.
"Expatriates sometimes feel like they are childeggain during the first few weeks and
months in their new environment(Haslberger 2008: 137) Everything is more time-
consuming and a bit harder: shopping, finding teeessary things and solving any problems

that arise. In any case, expatriates learn moreveord every day. (Haslberger 2008: 137)
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From the cognitive point of view, if the internated assignee acquired some prior
information about the political, economical, cutuland behavioural system in the new
country, there is a greater probability that thevewvill start from a high level of satisfaction,
whereas the lack of the appropriate interactiofissknd reactions to the host cultural norms
create d'cognitive inconsistency'Furthermore, lack of sufficient knowledge about himw
react and behave in certain circumstances, migtdtera’cognitive ambiguity"and in this
case, the curve may start from a low level. (Hagiee2008: 137)

On the emotional level, the euphoria related to rib&/ experiences is high. The
emotional curve starts high with many little upsdatowns, as the international assignee
sometimes experiences some confusion and displateara often feels isolated. However,
general satisfaction is high, as the expatriats seest of the things throughose-colored
lenses"at the beginning of his/her stay and pays littterdgion to distressing issues. (Ting-
Toomey 1999: 248; Haslberger 2008:137-138)

Scholars agree that the honeymoon stage is folldwyetthe so-calledculture shock"phase
(Haslberger 2008: 138; Winkelman 1994: 122; Guliahand Gullahorn 1963: 38; Pires et.
al. 2006:160) or'crisis" according to Oberg (1960: 143), trostility stagé according to
Ting-Toomey (1999:248) as illustrated in figureT4is crisis phase is caused on one hand by
the exposure to a new cultural environment andhenather hand by the loss of the old,
familiar setting. (Winkelman 1994: 122)

At this stage the expatriate becomes aware of dloe that he/she is insufficiently
prepared to cope with the difficulties of the nemtaral surrounding. (Pires et.al. 2006: 160)
As he realises that attitudes which were acceptébded home culture are not suitable abroad,
feelings of uncertainty and confusion creep in.a@Bl and Gregersen 1991: 499) The
increasing awareness of differences in languagapsis, values and norms between the
home and the new culture, causes anxiety and aftgénimann 2004: 13) The expatriate
feels strained and what seemed to be interestidgaarazing at the beginning, become more
and more a burden. (Haslberger 2008:138) A stud$umytari and Burch (2001: 308) on 40
foreign expatriates working in Finland shows, tmaany difficulties are related to the
interaction with host nationals. Here the respotgleenumerate challenges such as:
inappropriate language skills, differences in comiwation styles and the lack of personal

networks, which prevent them from interacting efifesly with the locals.
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At the host company, the expatriate may be suddesmyronted with a new working
environment and job role, as different plants hakeir own organisational structures,
production flows, working techniques, customer @ssi management styles etc., complex
inputs that have to be understood and need adaptéliezias and Scandura 2005: 527-528)
In Suutari and Burch's (2001:303-304) study, reslemts enumerate difficulties of
communication with the working colleagues, due iféecent communication, leadership and
decision-making styles. Often the expatriates dioknow what exactly their responsibilities
and tasks are, because they are not given a oleaescription.

In this situation, the expatriate is suddenly confed with a lot of new information
about the culture, the new job and the attitudgseople. So, he/she has to make an additional
effort to speak the new language, to make himsak#if understood and to decode the direct
and indirect communication style of the host nalenOf course, he/she learns every day and
tries to be more efficient, but his/her behavioyralformance still does not come up to
his/her expectations. As it can be seen in figyrth® behavioural curve rises, but still does
not reach the optimum level. The new circumstangeswhich the expatriate finds
himself/herself, requires both a physical and amtemal effort, which creates a cognitive
ambiguity and emotional exhaustion, as it can be abticed from the downward slope of the
cognitive and emotional curves. (Winkelman 1994;1R3slberger 2008: 138, Pires et. al.
2006: 160) The expatriate begins to be bad-tempergdrds people around him/her because
he/she becomes aware that nothing goes well anchéishe cannot cope with the cultural
differences and daily worries. He/she is lonely, mmaderstood and may be even disregarded.
(Ting-Toomey 1999:248; Oberg 1960:143) Little pehbk are perceived as huge challenges
and the inability to solve them discourages theatnigie. He/she gets disappointed, irascible,
aggressive and often affronted. He/she feels alvatland distrustful by others and is often
concerned about being fooled. Sometimes he/sheves scared that others will take
advantage of him/her. He/she may find differentiwest for judging the behaviour and living
habits of those in the host country, and see elverytfrom a pessimistic perspective. All
these fears and concerns, may lead to depressieweor physical disturbances. The culture
shock phase may induce several unpleasant sympsoicis as: exaggerated eating and
drinking, family disagreements, quarrels or cryifWinkelman 1994: 122-123; Ting-Toomey
1999:248-249; Pires et. al. 2006: 160) AccordingMimkelman (1994:123), the international
assignee suffers both ‘gersonal shock"and a"role shock”. Living in an unfamiliar

environment, the lack of the well-known social netking or lack of social support may
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damage his/her self-confidence, lead to a lossl@itity and uncertainty about his/her place
and role in the society. In this situation, sompatxates might isolate themselves more and
more, staying at home and waiting for the assigrin@mrome to an end. Others may even
decide to return home earlier because they canratage the stress, and because of
homesickness and lack of friends. (Winkelman 1922-123; Ting-Toomey 1999:248-249;
Pires et. al. 2006: 160)

It is thought, that this painful scenario may notlyo negatively affect the
contentedness and willingness of the expatriatetag abroad, but also his job efficiency.
(Pires et. al. 2006: 158) In Kenter and Welge’s8@9L76) opinion, there is interdependence
between the private sphere and the professionaéreptas they influence each other
reciprocally. For example, personal dissatisfactimonflicts with host nationals and family

disputes, may negatively affect his/her abilityetbciently complete the job related tasks.

According to Oberg (1960: 143), those who are &blget over the culture shock period and
are still overseas, slowly leave this crises stag@nd them and enter theecovery”stage, as
illustrated in figure 4. They begin to master tbeefgn language, start to socialise more and
more with host nationals and their general appraoaafards the foreign culture improves, too.
Instead of being reluctant, they start to consdyonstice the cultural differences between the
home and the foreign culture, being able to nafieeadvantages and disadvantages. (Ting-
Toomey 1999: 249) They make progress daily, legriow to become more efficient and
gradually adapt to the new values, norms and rofdsehaviour. (Liu and Lee 2008:181)
Although there are still some behavioural and comigation difficulties, expatriates are no
longer disappointed, but view their own blundersailumorous way. That is why, Ting-
Toomey calls this period tHumorous"stage. As seen in figure 3, from the emotionahpoi
of view, there are little emotional ups and dowbsi generally the satisfaction level
increases, due to an increased sense of ease inethesnvironment and increased self-
confidence. (Ting-Toomey 1999: 249; Oberg 1960:143)

As time passes, the expatriate manages to enjogpetveculture fully. At this stage, he/she
communicates efficiently in the foreign languaged dmows a wide range of language
structures and functions. He/she also has an uade€iag of the local habits and rules of
behaviour and everything that was odd at the ba&gnrseems to be normal now. (Ting-

Toomey 1999: 249) Now that he/she has very goobdateand non-verbal communication
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skills, he/she expands his/her social contacts retdiorks. There is also a cognitive and
behavioural certainty, as expatriates now funcéffactively in the new cultural environment.
As shown in figure 3, the cognitive and behaviouaives have reached a high adjustment
level by now. (Haslberger 2008: 138) At this mom@eople around accept and welcome the
expatriate into their own social groups, so thdslme starts to feel like a safe and integrated
member of the local community. (Lysgaard 1955: 4p+3e/she is totally adjusted and that is
why, according to Oberg (1960: 143), this stageaited the adjustment stage. (See figure
4) The thought of leaving the host country at tsiage, may even provoke a feeling of
homesickness, as the expatriate would miss hisftewly acquired friends and the
surroundings. From an emotional point of view, falirs have disappeared by now (Oberg
1960: 143) and during thi8n-sync" stage, as Ting-Toomey calls it, expatriates regan
confidence and appreciation of the host natior(@ing-Toomey 1999: 249) For this reason,
the emotional curve returns to its normal leveeg$gure 3) Nevertheless, Haslberger (2008:
138-139) argues that th&emotional rollercoaster”still persists, as the emotions vary

continuously on short term, because they vary aicgito different, everyday happenings.

According to Ting-Toomey (1999:249-250), the intdranal assignee’s mood level goes
down as the departure day draws near. Tambivalence" stage is characterised by
alternating feelings of happiness and sadness.f{@ee 4) On the one hand the expatriate is
sad to leave his/her new home and new acquired fymodis, but on the other hand he/she is
self-confident and proud of the experiences helfstsegained during the overseas assignment
and is eager to share all his/her adventures vigindr former companions back home. This
idea is also supported by Oberg (1960:143), whaesmdhat the expatriate might even take
some treasured things back home to remind himMeisther pleasant time spent abroad.

Hirsch (2003:423) describes a three-phase modé&erman expatriates who related their
experiences after their return home. Dorzenbacf§256) analysed Hirsch's model and draw
a curve which is illustrated in figure 4. AccordityHirsch (2003: 423), the first six months

after returning home, are characterised by feelofgey at being home again. The repatriate
Is optimistic, open and ready to readjust to the pavironment. Hirsch describes this phase
as the'naive integration"stage, which is actually only a surface readjustrbefore entering

a deep crisis again.
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Little attention is given to repatriation, as itbelieved that expatriates return to the well-
known social environment, to their familiar job kasand interact with their old, well-
established social circle. But in reality, repatoa is often a more difficult period than
expatriation. (Hyder and Lovblad 2007:264) Whenagsptes and their families return home,
they might return with erroneous mental imagescgiging a reverse culture shock as the old
ways of behaving are no longer valid and all thedsmnges may induce feelings of confusion
and an impression of returning tc'fareign” country. (Stroh et al. 2005:190) According to
Ting-Toomey (1999:250), thee-entry culture shockfollows the ambivalence stage, without
passing through a naive integration phase. (Seedfid)

Actually Dérzenbach (2008: 64-65) argues, that ieveulture shock appears because
of the unexpected confrontation with the well-knoamvironment. During the expatriate’s
time abroad, lots of things to do with the soggmlitical, economical systems have changed
in the home country. After a longer global assigntnéhe host country has become a more
familiar environment than the home country. Theatspte and his/her family have adapted
both to the host country’s culture and to the comp® culture and changed their old
behaviours. Often the expatriate returns with deddht view of life, because he/she has
absorbed some of the host land values during istag there. Naturally, close friends and
relatives do not understand these changed attitaddsas a result the repatriate will once
again feel misunderstood. Besides the changed lmhiathe repatriate also changes his/her
attitude towards the home life styles that werec@eed as normal before. Comparing
cultural norms, structures and behaviour rules damke with those from the host culture,
he/she will realise that he/she has to re-adafftesometimes negatively perceived home life
styles. (Stroh et. al. 2005: 190-193; Burghaus 20®520). The initial euphoria at his/her
return drops off slowly, as the repatriate realighat old friends have moved on and that
those who are still there no longer appreciatehbrsinter-cultural stories and experiences.
He/she often compares the living conditions at hawiik those in the host country, noticing
unpleasant aspects of the home environment sudhaasl difficulties, dirty town or political
corruption. (Hirsch 2003: 423; Hurn 1999:225)

Changes have also occurred in the home corporatvbere there may have been
changes to managerial staff, management strategther kinds of reorganisation. (Stroh et.
al. 2005: 190-193) Often, due to technological iaimns, the repatriate’'s level of
knowledge might be out of date. Because of potesitiactural reorganisations, he/she might

no longer understand the internal communicationnolls and working processes.
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Furthermore, he/she might not receive the necessapyport to adapt to these changes.
(Burghaus 2006: 21) Lots of repatriates encounsggeear challenges such as: uncertainty
regarding their future position in the home compamygetting a lower position than they
expected. Sometimes receiving a lower positiotnéhitome company goes hand in hand with
a professional degradation, due to a restrictedjeranf responsibilities. For example, an
expatriate who had a managerial position overseag,return home to a lower position, and
feel bad when he/she realises that his/her forrmkeagues have reached higher positions in
the meantime. Moreover, often the skills, expemsnand qualifications the employees have
acquired, are disregarded by the management anddthenot receive any kind of support
from the company. The expatriate is often forgotidmle at the host company, receiving no
careers planning for his/her future career pathaAssult of all these, the repatriate will quit,
knowing that his/her new acquired qualificationdl wive him/her better chances in another
company. (Suutari and Valimaa 2002: 617-618; Hyaed Lovblad 2007:265; Burghaus
2006:22-26)

As a consequence, the repatriate feels more and marginalised and the situation
gets worse, as the personal and professional ulifes collect: new job, new job tasks, new
working atmosphere, the family’s readjustment diffies and the inability to understand
new political and social developments within thenlgocountry. All these create a feeling of
depression and frustration, which might be evenenextreme than the entry culture shock.
The repatriate does not feel home any more, aseldfldy he/she finds does not fit his/her
expectations. He/she feels angry, unsatisfiedssta and might withdraw in resignation.
(Hirsch 2003: 423-424; Ting-Toomey 1999: 250) Stathal. (2005:194) consider that low
work efficiency and high attrition rates among rejadées after returning home are a direct

consequence of these readjustment difficulties.

As time passes, the repatriate undergoes a sal Cadladjustment procesqsee figure 4) to
his/her home environment which, according to Gutahand Gullahorn (1963:39) is identical
with the adjustment process experienced abroad Sthge is calletEchte Integration"by
Hirsch (2003: 424), who claims, that only one yaéier the return, the repatriate feels at
home and fully integrated. He/she gradually sucseted develop realistic expectations,
regains his/her self-esteem, satisfaction and $e&wnget over difficulties. He/she slowly
regains old behaviour patterns, re-socialisingngiToomey 1999: 250) From time to time

he/she might relapse to the crisis stage, if faeatth difficulties in his/her social or
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professional life, or when reminiscing about gomges had while abroad. (Hirsch 2003:424)
Yet, according to Dérzenbach (2008: 46) the degfesatisfaction will only have reached a

middle level by now.

Figure 4: Cross-cultural adjustment models in the onceptualization of different

scholars
1 Honeymoon (Oberg. Ting-Toomey.
High -ullahorn& Gullahorn) Adjustment (Oberg and Gullahorn&
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n-sync { Ting-Toomey) (Ting-Toomey)
. ) Readjustment

Naive Integration . i
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c Humeorous Ambisfalence
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Hostility (Ting-Toomey) e—entry culture shock
) Culture shock (Gullahorn& Gullahorn) (Ting-Toomey.
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the assignment
Source: Own. The figure integrates curves develdpeding-Toomey, Stella (1999)Communicating across

cultures”, pp. 248 and Hirsch's reintegration three phase model in dbreceptualization of Dérzenbach,
Christiane Meier (2008) Die erfolgreiche Reintegration von ExpatriatesotWationale und organisationale

Einflussfaktoren"pp. 56

Analysing the figure above, it can be noticed tthiffierent researchers have come up with
different models to describe the cross-culturausipent. The whole assignment requires a
continuous adjustment process over a long timeogewhich is marked by different degrees
of satisfaction and adjustment. (Kenter and Welg@31 178) It is a long-term process full of
peaks and valleys, as the individual goes throudgt af cognitive, emotional, behavioural
and identity changes. (Ting-Toomey 1999: 233) h a#s0 be noticed, that an international
assignment is connected to two big crises: thealed:'culture shock' at the entry and the 're-
entry culture shock' at the return home, charamdriby psychological and physical
disturbances, which create low satisfaction levélss is due to the difficulties related to
coping with the new cultural environment, the newrking settings and dealing with
interactions with people, both during and after thiernational assignment. The negative
consequence of low satisfaction levels is low wefficiency, premature returns or even the

desire to leave the company.
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5.3.2 Family cross-cultural adjustment difficultiesand their impact

So far, only the adjustment and readjustment diffies which the expatriate and repatriate
face, have been discussed. This section will apalybether the family members experience
such problems and whether these affect the jobopedance and the expatriate’s or

repatriate’s intention to leave the company.

Especially at the beginning of the assignment, bim¢hspouse and the children may encounter
adjustment difficulties.

Arriving overseas, the spouse has to piece togettveell-functioning household in a
foreign environment, cope with the foreign languyagve any problems that might emerge
with the local authorities, ensure the health daodities for the entire family, create social
connections with the locals and sort out schooforgthe children. All these are tasks that
require additional effort, adaptation and commuinicea abilities on the spouse's part.
Furthermore, spouses who have had to abandonehsdier job may feel desolated in their
struggle to arrange everything alone or to findiiéable workplace overseas. For this reason,
they may become depressive, disappointed or femtdamed. (Stahl 1995: 41; Selmer and
Leung 2003:11) An additional problem in Selmer &mading’s (2003:11) opinion might be
the financial constraints due to the loss of theusp's wage. They state that nearly 25% of the
expatriates’ partners do not find a suitable jolmall and for this reason the family's level of
wealth can decline. All these obstacles and chgdlsrcan cause a loss of self confidence,
frustration, stress and a low level of satisfaciiorthe new cultural environment. Today, as
Riusala and Suutari (2000: 83) state, most duaeracouples do not receive any support
from the company and are instead left alone widir tthifficulties.

Children too, often encounter difficulties in adjng to the different educational
system. (Avril and Magnini 2007: 57) They might bagifficulties making friends abroad,
which could influence their willingness to stay amdso their learning performance.
Interestingly, Haslberger (2008: 141-142) argueat time children’s problems adjusting,
negatively affects the parents' adjustment fronognitive, behavioural and emotional point
of view. Of course, vice versa a successful adjastrof the children may delight the parents.
Family members’ difficulties adjusting abroad, nti¢gad to expatriation failure. Researchers
such as: Selmer and Leung (2003:9-10), Avril andgiMiai (2007:57), Tung (2009:150),
Fukuda and Chu (1994: 37-39) and Stroh et al (2005: point out, that the adjustment
difficulties of the spouse have a critical impact the expatriate's adjustment and job
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performance and may be an important reason farr&iFor instance, Oddou and Mendenhall
(2007: 208-213) found that the acculturative stiddbe partner had a negative impact on the
ability of the expatriate to successfully master jibb responsibilities. In another article, Stahl
(1995:41) mentions a study made by Blaker, in whidif of the managers returned
prematurely, because the spouse could not adjesseas. The adjustment reciprocity of all
family members is also underlined by Black and Bégys (1989:538) and Stahl (1995:42-43).
Stahl (1995:42) maintains that the difficulties afaynily member faces adapting to the
environment, can be transmitted to the others, by aalled'contagion effect'leading the
expatriate to work less efficiently, to a weakeniofythe family unit and perhaps to a
premature return from the assignment. This in &4hP95: 42-43) opinion also depends on
the extent of the crisis the family goes through,®r families that experience severe culture

shock, mutual dependency can intensify the steghgirthan solidify relational bonds".

After the international assignment is completee, fdmily members might also undergo the
reverse culture shock, maybe more severely tharefhariate himself. (Howard 1974: 23)
After returning home, the spouse may again encoutiticulties finding a suitable
job. A study made by Stroh et al. (2005: 205-206)Aonerican spouses accompanying their
partner overseas, show that while half of them hadorkplace before engaging in the
assignment, only 30% found a job upon returning doirhis is explained by the lack of
professional skills, lack of proper social contat little support from the company. Another
explanation is that the spouse has to strugglent &ccommodation, to re-establish the
household and to support the children in readjgstimd for this reason less time is left for job
seeking. Of course, the whole family, like the tejpée, goes through the same difficulties in
readjusting to the general environment, havinge@mdapt after having been alienated from
their own home country. They often have to re-dstlold contacts and to readjust to the
political and social changes. (Burghaus 2006:18)mlany cases, the expatriate had an
important position in the host company and enjogddgh level of prestige and status. This
might have been reflected also in luxurious livewnditions, like having housemaids, free
housing or even a private chauffeur. Returning towger job position back home, might be
accompanied by a loss of status and a drop in atdnof living for all family members.
Having no choice but to give up these privilegegjhhupset and frustrate the spouse. High

wages, housing allowances and bonuses often st@m wie repatriate begins work back



Increasing the Benefits that Arise From Internagiokssignments 46

home, which can lead to financial limitations ardgions within the family. (Howard 1974:
24; Kenter and Welge 1983: 176-177)

Children returning back home may also encountdicdifies readjusting. The return
back home means uprooting again, and abandoningree friends and the environment
they have just become accustomed. (Burghaus 20)6They might have difficulties in
readapting to the new schooling system, to newireopents, different teaching methods and
grading systems. Often, due to different educati®ystems, they have gaps in their
knowledge, or know things the other children hagelearnt yet. Moreover, children have to
readapt to the new social and living conditions gustlas in the case of the repatriate, cultural
differences may affect also the smooth readjustmatit these difficulties may induce
feelings of insecurity and sadness, making reiatisgn very hard. (Burghaus 2006: 18-19;
Howard 1974: 23-24)

All these challenges, that the spouse and childrenconfronted with on their return back
home, may make them unhappy and the tensions wiki@nfamily members may have a
direct impact on the repatriate. (Burghaus 2006: A& ording to Kenter and Welge (1983:
176-178), the repatriate goes the challenge ofjusadent twofold: first, as a result of his/her
own experiences and secondly, indirectly througiséhof his/her spouse and children. So, the
whole family may enter a reverse culture shock phagperiencing unhappiness. Feelings of
hostility within the family can have a negative iagp on their attitude towards the home
company, with the effect that the repatriate hagelgob satisfaction and performs less well.
As Stroh et al. (2005: 194) point olitYhen a partner has difficulty adjusting, it isdlig to be

reflected in the performance of the empldyee

5.4 Cross-cultural adjustment as a predictor of jobperformance and
commitment to the company

The results of the analysis made in section 5/8dhlighted that problems adjusting to the
general environment, to the new working setting &mdhe interaction with people, both
during and after the assignment, lead to low satigin levels that might negatively affect the
expatriate’s/repatriate’s ability to achieve jollated goals and his/her willingness to continue
his/her professional path in the company. Thisigecproposes thus to find out whether
cross-cultural adjustment both during and afterdtierseas assignment, is the key towards

success. In order to do so, results from empisttadies will be discussed.
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Several authors such as: Ehnert and Brewster (2008: Brewster and Scullion (2009:19),

Collings and Scullion (2008:88) and Schuler e{#91:368) write theoretically that there is

a correlation between successful cross-culturalsajent during expatriation and job

performance and the employee’s intention to stay wie company. Their ideas have been
put to the test by a number of empirical studidsictv will be discussed below.

With regard to the impact of cross-cultural adjustt during the assignment on job
performance, although results of empirical studiesnot agree on the question of which
aspects of adjustment might enhance the best wibidieacy, overall there is mounting
evidence of a positive relationship between cragssal adjustment during the assignment
and job performance. (See figure 5) For instanot) Early (1987: 688-695) and Pires et al.
(2006: 160) reported a positive correlation betwadjustment and job performance. They
relate cross-cultural adjustment to a high degfesaisfaction and less acculturative stress, as
understanding all aspects of the foreign settingpraatically results in a better ability to
master the job responsibilities abroad. Both Stebtal. (2005: 102-103) and Oddou and
Mendenhafl (2007: 208-213) agree that all three facets ofistdjent enhance the ability to
master the job tasks. However, while Stroh andcblieagues found that adjustment to the
job was the most important indicator for job efficcy, Oddou and Mendenhall found that
adjustment to the general environment and interactivith host nationals was more
important. In another studfy Kraimer et al. (2001:79-90) divide expatriatéaécy into (1)
"task performance'meaning the fulfillment of the job tasks, havireghnical abilities and
working efficiently in general and (2contextual performancefmeaning good networking
and the ability to interact with work colleague$eTresults confirmed the positive influence
of at least two facets of adjustment on expatnmdormance. While adjustment to the job
had a positive impact on task performance, adjustitegeneral environment had a positive
effect on contextual performance. As a critiqué¢hi® above mentioned research, most of the

8 Earley (1987:688-695) carried out a study on alremof 80 American expatriates assigned to Soutte&o
He noticed that those expatriates, who experieresd acculturative stress, considered themselvgh hi
performers and/or were rated by their chief as sitiey measured performance by evaluating theieggn
work efficiency, networking skills, task fulfilmergnd quality of job completion. However, it remaunsclear
how exactly adjustment to the new culture andiite&nsity have been defined and rated. The reaokesrdt get
an insight whether adjustment is viewed as a mamouwtidimensional construct.

° In their survey of 150 expatriates, Oddou and Meall (2007: 208-213) found that those respondehts
felt satisfied with the new general environmentovgucceeded to interact successfully with theit hasional
counterparts, reported higher job efficiency.

% raimer et al. (2001:79-90) found that those expts which reported a high degree of comfort vifta
working circumstances fulfilled their responsitid& more successfully, although there was foundigiificant
link between adjustment to work and contextual grenfince. Additionally they found that while adjustm to
the general environment was negatively related tmtextual performance, those who felt content
communicating with the host nationals, were ratigth lon the contextual performance facet.
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studies did not use a standardised measuremeuib performance or adjustment and they did
not have precise definitions or examples of adjestnand job performance.

Furthermore, research suggests that overseastradjusis also related to the
expatriates' intention to stay in the company. Agampirical studies offer different views on
which facets of adjustment might enhance the bestpany commitment. Nevertheless,
overall the positive correlation is underlined. €Skegure 5) The findings of Black and
Stephen¥ (1989:533-538) and Gregersen and Black (1990: &4#8f similar. Only those
expatriates, who felt comfortable in the new geherasironment and/or interacting with
locals, reported an intense commitment to the compahere was no evidence for the
hypothesis that there was a link between intentiostay with the company and employees
having fewer difficulties adjusting to their worlomditions. In contrast, Takeuchi et al.
(2005:90-95) also investigated this issue evalgad@ta from 243 Japanese expatriates during
their assignments in the United States. Their Hyg®s that adjustment to the work
environment during an assignment leads to fewematere return intentions, has been

confirmed.

With regard to the effect of readjustment back hangob performance and willingness to
stay with the companythere can be found only a few empirical surveysamggersen and
Black (1993:133-135), Vidal et al. (2007: 317) drek and Liu (2006: 751), that investigate
this issue. (See also figure 5 for an overviewheirtresults) Moreover, much of the literature
by Black et al. (1992b: 753-754), Suutari and Valem(2002: 633), Blakeney et al.
(2006:190) and McCaughey and Bruning (2005: 27)hes topic is purely theoretical and
hypothesis is not backed up by surveys and anabfsike results. Thus, it seems that less
attention has been paid to the aspect of readjustrAeshort overview will be taken below.
In their survey” Gregersen and Black (1993:132-135) assert tHabwdh all facets of

repatriation adjustment will have a positive inflge on job performance, readjustment to

work will have the strongest impact, as usuallprk repatriation adjustment is most closely

! Black and Stephens (1989:533-538) evaluated ter@8ponses of American expatriates assigned anjap
Korea, Taiwan and Hong Kong, showed that only tkeegal and interaction facets of acculturation had
positive impact on the expatriate's willingnesstiay. As all expatriates were satisfied with thelr conditions,

this facet did not influence their attrition intents.

12 Gregersen and Black (1993:133-135) conducted eeguon a sample of 174 U.S, 173 Japanese and 104
Finnish repatriates. This study viewed readjustnaant multilayer construct, still the reader cdimt out on
what criteria aspects of adjustment relied on. H®reamong few studies, the reader is given a léetaisight

of job performance measurement: (1) general effigje (2) interaction and communication skills (3priv
quality and (4) completion of the job related tasge
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associated with the job the individual is perforgnin This hypothesis was reinforced by the
results of their survey.

In their article, Black et al. (1992b: 753) assuimet although all facets of repatriation
adjustment will have a positive influence on thelimgness to stay in the company,
adjustment to work will have the strongest impdadeed, the findings of the survey
conducted by Gregersen and Black (1993:134) founsligaificant positive correlation
between all three facets of readjustment and witiess to stay. Readjustment to work was
however the strongest predictor. The findings eéeent empirical study by Lee and Liu
(2006:756-757) support the idea that readjustmeadt A negative correlation with the
intention of repatriates to leave the company. @aikng of the article is that the term
readjustment is not defined and the reader isatdthow it was measured.

In their researcl, Vidal et al. (2007: 317) also attempted to fintink between the
readjustment process and job performance respbctiventions to stay with the company.
Unlike other scholars, their intention was to fimat also whether readjustment increases with
time. One interesting finding was that returnedisléss readjusted 2 months after their return
than after 9 months. The results of their studyabed that the better repatriates readjusted to
work, the better they performed upon return. Inseglaperformance took place 2 months after
perceived readjustment, and only after 9 monthpesteived work adjustment, repatriates
reported satisfaction and fewer intended to ledmeedompany. In contrast, those returnees
who did not manage to readjust to work after 9 mentvere unsatisfied and reported that
they were considering leaving. (Vidal et al. 20824-332) A limitation of the research is
that, the terms work readjustment and job perfoaamere not defined and it was not made
clear how these were measured. Nor examples wees.ghnother shortcoming is, that the
scholars did not analyse all three facets of resadjant namely: general, job and interaction
readjustment. Instead they focused only on the \asgect.

13 Lee and Liu (2006:751) surveyed a number of 12¢vdiaese repatriates recently returned from theérsas
assignment.

% Vidal et al. (2007: 317) analyzed the impact dfedent factors on repatriation adjustment on agarof 122
repatriates returning to their Spanish corporations
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Figure 5: Link cross-cultural adjustment/readjustment with the expatriate’s/repatriate’s

job performance respectively intentions to stay wh the company
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From the analysis above, it can be concluded tlust scholars see cross-cultural adjustment

during and after the assignment as a predictorhto dxpatriate's and repatriate’s job

performance and commitment to the company. Nevedbe while some studies show

support for the impact of one or another facetdjfistment, others demonstrate the influence

of all of them. (See figure 5) For this reasonthrs thesis, it can be maintained, that it is

crucial to the success of an international assignntbat the expatriates and repatriates feel

satisfied with their general environment, their karonditions and are able to interact

effectively with host/home nationals. Another olvsdion is that little of the empirical

research, which has been conducted, focuses oretht®onship and few details are given on

the assessment and measurement of adjustmenttapdrormance.

5.5 Factors affecting cross-cultural adjustment

In order to improve the expatriate's and repatsatoss-cultural adjustment and thus

indirectly his/her job performance and intentioasstay with the company, it is important to

identify the factors which affect his/her adjustmboth during and after the assignment. To

illustrate these variables, two representative risigzal models have been chosen, because
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they reflect the assumptions of authors such asckBét al. (2009: 344-346) and Black et al.
(1992b:745) regarding the factors which either eabaor inhibit the adjustment before,
during and after the assignment. These modelsbeilthus elaborated upon, with the aim to

find out which variables raise adjustment easegatba whole assignment period.

In their study carried out in 1991, Black Stewayt\Mendenhall Mark and Oddou Gary made
a comparison of domestic and international adjustriterature and developed a theoretical
model of cross-cultural adjustment. They identifiedtors that affect adjustment for the
period before and during the assignment. (Seedi@)rThey assume that danticipatory
adjustment"before leaving abroad, is a precondition for a attmeand rapid‘in-country
adjustment”.(Black et. al. 2009: 344-346)

Figure 6: Factors affecting cross-cultural adjustmat before and during expatriation
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Source: Own. Figure integrates models of Black.e2809),"Toward a comprehensive model of international
adjustment: an integration of multiple theoretip@rspectives'pp. 343 and of Stroh et al. (200%)ternational

assignments - an integration of strategy, reseanoth practice” pp. 101

Another study by Black Stewart J., Gregersen Hadrigl Mendenhall Mark in 1992, focused
on the development of a theoretical model of regi@dn adjustment, as it is illustrated in
figure 7. They argued that before leaving homepacalled "prereturn adjustment'is a
prerequisite for a successfipostreturn adjustment”(Black et al. 1992b:745; Stroh et al.
2005:195-197)
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Figure 7: Factors affecting cross-cultural adjustmat before and after repatriation
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Source: Own. Figure integrates models of BlacK.€t1892b)"Toward a theoretical framework of Repatriation

adjustment;' pp.745 and of Stroh et al. (200%)ternational assignments - an integration of $&@y, research

and practice! pp. 196

The authors identified certain factors relatedh® individual, job, organization and non-work

iIssues, that affect all the three facets of adjastnm different ways, both before and during
the assignment (Stroh et al. 2005:107; Black anegéisen 1991:499) and before and after
repatriation. (Black et al. 1992b:745; Stroh et 2005:195-197) These factors will be

discussed in detail in the followings.

5.5.1 Factors influencing anticipatory adjustment

According to Stroh et al. (2005:107), expatriatagehto create for themselves clear mental

images, describing different aspects of the foreigiture, because only by developing precise

"anticipatory expectationsbefore leaving their country, they will be abledope with the

challenges waiting for them abroad. Doing so wdduce their fear of stepping into the

unknown. In their article, Black et al. (2009:348)pothesise that precise expectations will

facilitate a"degree of international adjustmentbecause, being informed in advance about

the job expectations, country and corporate cultonethods of interacting with local people,

the expatriate will encounter less difficulties dhd culture shock will be less intense. In such

a way the expatriate will be able to understand twkiiads of behaviours are suitable or
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unsuitable in the host culture. The antecedenti&es, as it can be noticed in figure 6, have

been grouped into two categories in this theorktiwadel: individual and organisational.

Cross-cultural training and previous experiencetheeindividual factors which are assumed
to facilitate the creation of precise expectations.

Self-provided pre-departure cross-cultural tragnia supposed to reduce uncertainty
and facilitate a smooth adjustment process, agatoily information in advance about the
cultural, political, social, economical setting atlte requirements of the future position
abroad, allow the expatriate to form a clear imafyehat the living and working conditions
will be like. (Black et al. 2009: 346)

Former international experience is also thougtiteip the expatriate to realise what to
anticipate from his/her new cross-cultural assigmimiegecause all the information gathered on
previous trips abroad, can be used in the newngetthus reducing anxiety about the
relocation. (Black et al. 2009:345)

The organisational factors are the selection daitepre-departure cross-cultural training
provided by the company and support with anticipatajustment.

The importance of selecting the right person lfer dverseas assignment is said to be
critical, because the more the individual fits tbquirements of the company and the more he
Is selected on the basis of a wider array of catethe better his/her adjustment will be.
(Black et al. 2009:346)

Company provided cross-cultural training, is thoutp be an important predictor of
proper adjustment. (Stroh et al. 2005:108)

Stroh et al. (2005:109) suggests that logistical amotional assistance provided for
the employee and his/her family before departuralevbe beneficial, because the more time
the company is dedicated to the future physical psythical comfort of the international

assignees, the quicker and the easier their adgumstwill be.

Summing up, the factors which are assumed to eehanticipatory adjustment are: self-
provided and company provided cross-cultural tregnright selection criteria of candidates,

logistical and emotional assistance provided fereamployee and family members.
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5.5.2 Factors influencing in-country adjustment

Experts argue that there are factors that enhanapic adjustment after arrival in the foreign

country and others which inhibit it. Therefore,laser look will be taken on these, in order to

gain a better understanding of how they impactatijeistment process. The variables have
been grouped in four categories: individual, jobgamisational and non-work ones. (See
figure 6)

There are three categories of individual factordctwhare connected to the individual's
competencies and are thought to be positively edléd adjustment during the assignment:
"self-oriented", "other-orientedand"perceptual- oriented"(Black et al. 2009:347)

The first category is thesélf-oriented dimension. Aspects of self-oriented skills are
discussed by Mendenhall and Oddou (1985:40-41)y Bingue that a healthy self-image, the
ability to master stress situations and the te@irskills necessary to accomplish the job tasks
are likely to aid adjustment. People who strongglidve in themselves and possess the
necessary technical expertise will be able to cedahgir behaviour quickly in the new setting
and learn from their own mistakes. Furthermore &iqias who have a secure background, to
which they can withdraw and relax when confronteth wlifficult situations, are likely to be
successful and get over the initial culture shotlase quicker. (Stroh et al. 2005:110;
Mendenhall and Oddou (1985:41)

The second category is thather-oriented"dimension. Black et al. (2009:347) believe
that good relational skills of the expatriate erdeaadjustment, as communication enables the
expatriate to understand the new environment hditeinteraction with nationals from the
host country. This is connected to two further atpehe ability to create a network of local
friends and the desire to interact with them. Femtiore, the communication skills of the
expatriate and his/her desire to speak the foraigguage, even if not proficiently will have a
positive effect on his/her acculturation. (Menddhaad Oddou 1985: 41-42)

The last individual factor is théperceptual-oriented"dimension. The expatriate's
ability to grasp invisible cultural values, assuiops$ and cultural rules and thus to understand
why people from the other culture behave in a cesay, is thought to be important when
interacting in a foreign setting. For instance,speal traits such as: cultural empathy, low
ethnocentrism and non-judgmentalism are assumedtance adjustment. (Mendenhall and
Oddou 1985: 42-43)
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The job factors impact both the mode and the le¥edjustment to the job facet and have
been sorted into four categories, as illustratefigare 6: "role clarity”, "role discretion”,
“role novelty"and"role conflict” (Black et. al. 2009: 348)

“Role clarity” and“role discretion” are both thought to have a positive effect on
adjustment to the job facet. (Black et. al. 20098)3When expatriates receive a precise
description of the job tasks and objectives theyehta achieve, they will be more confident,
the unease at starting a new job will be reducedl thrs in turn will increase their work
adaptability. (Black and Gregersen 1991: 501) Wegpatriates have freedom in their job
position, when they themselves can determine waskistto proceed, how and with whom to
work in team, then their work satisfaction willsai (Stroh et. al. 2005:111)

It is assumed thdtrole novelty” and“role conflict” have a negative effect on the
expatriate’s ability to adjust to the new job. (@teet. al. 2009:349) A new, unfamiliar work
role might consist in a new hierarchical positiowd amew responsibilities and functions. These
might amplify feelings of unease towards work. (@&lat al. 2009: 348-349Role conflict"
refers to the fact that, even if the expatriatevksm@xactly what he has to do, different people
might have different expectations or cultural diéfieces might lead to misunderstandings
about the job role. This situation would increag#her misgivings and inhibit his/her work
adjustment. (Black and Gregersen 1991: 501, Black 4992a: 127)

The organisational culture factors which might efffethe overseas adjustment have been
classified in four categories, as seen in figure'@st- arrival cross-cultural training”,
“culture novelty", "social supportand "logistical help”provided by the company. (Black et
al. 1992a: 127-128)

As Stroh et al. (2005:111) argue a complex andizgtspecific training might help
the expatriate to make sense of the foreign cultlbvehaviour there, norms and
communication patterns, giving him/her additionakful information. Moreover, exercises
and workshops might help him/her to develop intdtezal skills that would enhance his/her
ability to adjust rapidly.

"Organization culture noveltytelates to the degree of corporate culture diffees
between the home and the host setting. The gréagedifferences, the bigger will be the
work ambiguity and the lower the expatriate's atient to the work dimension. (Black et al.

2009: 349)
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The degree of help the newcomer receives fromctirapany during his/her stay
abroad, can also ease his/her adjustment. Thegmwowf information and emotional support
would help the expatriate settle in and help him/tederstand how to get along in the
company. (Black et al. 2009: 350)

As well as social supportjogistical support” provided by the company is also
welcome, because moving from the familiar to a cletay unknown setting, goes hand in
hand with difficulties in adjusting to the non-woekivironment, both for the expatriate and
his/her family members. (Black et al. 2009: 350)

The organisational socialisation factors relatsdoialisation. The authors believe that when
an individual integrates and communicates well igreup, he/she might learn new things,
which increases his/her ease of adjustment. (Bdaek 2009: 350-351)

The non-work factorsare classified in three group§amily adjustment”, "culture novelty"
and "social support’ The authors assume that these factors affectthifee facets of
adjustment differently. (Black et al. 1992a: 128)

Black et al. (2009: 351) assume thiamily adjustment, especially spouse adjustment,
will be positively related to employee internatib@gree of adjustmentAs discussed at
length in section 5.3.2, the degree"tdmily adjustment'is an important predictor for the
success or failure of an international assignmast,it has an important impact on the
performance of the expatriate and his/her willirgmt stay abroad. It was also pointed out,
that there is a strong reciprocal influence betwibenadjustment of the spouse, children and
expatriate.

Another predictor is théculture novelty"the expatriate and family members face
when going abroad. The greater the differencesdmtvthe home culture and that of the host
land, the more difficult to adjust to the non-wagkvironment and to interact with local
people. (Black et. al. 2009:351) This is becaus®epfe belonging to different cultures act,
behave and communicate differently, which can leadnisunderstandings and conflicts.
(Stroh et al. 2005: 112-113) Vianen et al. (2008:462) revealed thdsurface-level cultural
differences™ all aspects that can be easily observed, sucicasmmodation, food, climate
etc are hard to avoid and dissatisfaction with éhiesues might be a reason to return back
home. But there are alsweep-level cultural differencesbeliefs and values which are

invisible and are only noticed after a longer stayhe host country. The authors also argue
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that these different values and assumptions mayadfect work dimensions, influencing the
working climate.

The "social support'received from local people outside the compangiss thought
to aid adjustment, as the important information @miotional assistance received, helps
reduce feelings of uncertainty related to the ka#iure. (Stroh et. al. 2005:113)

Summing up, the factors which are assumed to emhé#re in-country adjustment of the
expatriate are: certain individual characteristmfs the individual, job clarity and job
discretion, cross-cultural training, social and istigal support received and a smooth

adjustment of the family members.
5.5.3 Factors influencing pre-return adjustment

In their model of repatriation adjustment, Black &t (1992b:742-744) argue, that by
developing a clear, realistic mental map of whas xactly that expatriates will return back
home to, uncertainties related to the new job, geérenvironment, home culture and social
interaction with home nationals, may be reducec dithors assume that there are a range of
causal factors that either diminish unease, enhgritie ability to adjust after returning, or
boost the feelings of uncertainty, which inhibié host-return adjustment. They categorise the

causal factors, as illustrated in figure 7, asoiB: "individual”, "job", "organizational” and
"non-work"variables. (Black et al. 1992b:743)

The individual factors relate to how the periodtiofe spent overseas and the frequency of
visits home, affect the formation of assumptiorgarding the three aspects.

Black et al. (1992b:745) assert that re-adaptabecomes more of a challenge, the
longer the expatriate is abroad and the biggechiamges that take place in his/her home land
in the meantime. This is because it will be diffidor him/her to create a precise image about
what it is like in the home country, instead conmpguit to how it was before he/she engaged
in the assignment.

It is also assumed that frequent visits home migp the expatriate to have more
realistic expectations in relation to all threeustiment facets. (Black et al. 1992b:746) On
regular visits home, the expatriate can keep upactnvith working colleagues, friends and

relatives and get up-to-date on work and non-welited events. (Stroh et al. 2005: 198)
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The job variables refer to how similar the appresclof the home company and the
international assignee are regarding work issudshamv often the two communicate. Black
et al. (1992b:746) assume that when the expathiatpiently communicates with his home
company about work-related aspects, there is likelge a high job interrelation and so the
expatriate is likely to develop a clear image abihet work expectations and the state of

affairs in the home company.

The organisational predictors that influence themfation of precise expectations related to
the three facets of adjustment prior to leavingtbst country are considered to beaining
and orientation prior to the return homethe assignment of ‘@&ponsor”and the degree of
repetitiveness ofcommunication"between the home and the host company. (Blacklet.
1992b: 746-747; See also figure 7)

The authors assume that training and orientatiomigled before the expatriate leaves
the host country can help him/her gather inforrmatemd form a clear picture about the
situation back home. In their opinion, an extensraing should focus on all three aspects,
because only training like this would increase phabability of full repatriation adjustment.
(Black et al. 1992b:746-747)

A mentor or a colleague at the home company, vehespecially assigned to the
assignee to provide support, especially careedaguoe, and to inform him/her about relevant
organisational, hierarchical and political changethe parent company, is also likely to help
him/her adjust to his/her new job upon repatriati@tack et al. 1992b:747)

It is believed that when the expatriate frequemiiynmunicates with his/her home
company about work-related issues, he/she is liteelgevelop a clear image about the work

expectations and about state of affairs in the hoomepany. (Black et al. 1992b:747)

Unfortunately, non-work variables are not discugsetthe article by Black et al. (1992b:745),
although they do appear in their model of repatmatadjustment. For this reason, these

variables will not be discussed in this paper.

Summing up, the factors which are assumed to emhame-return adjustment of the
expatriate are: periodical home visits, frequenmewnication with the home company,

training and orientation before leaving home anepikeg the contact with a home mentor.
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5.5.4 Factors influencing post-return adjustment

The variables that might influence the repatriapgst-return adjustment have been arranged
into the following groups'individual”, "job", "organizational"and"non-work". (Black et. al.
1992h:748-751; See also figure 7)

The individual predictors relate to individual cheteristics, the extent of the international
assignee’s adjustment to the host country anddristtoss- cultural experience.

In their model, Black et al. (1992a:233) assuma the individual characteristics
which influence in-country adjustment also haveimpact on the assignee’s post-return
adjustment ability. So, healthy self-image, relagibskills and the ability to comprehend
invisible cultural values, assumptions and specifites, would reinforce adjustment to
repatriation in all three areas.

Interestingly, in the framework of this model, ss@as adjustment is thought to have a
negative effect on the adjustment to repatriati@lack et. al. 1992b: 749-750) The
consequence is, according to Black et al. (19929;2B8at people who have stayed overseas
for a long period of time, who have gained relevardss-cultural experience in the host

country are likely to find it challenging returnitgme.

From the job factors,'role discretion”, "role clarity”, "promotion"and "utilization of
international skills"play an important role in the success or failureeplatriation adjustment,
as seen in figure 7. (Stroh et al. 2005: 224)

Again, "role clarity" and"role discretion"are assumed to have a positive effect on
work repatriation, as the prerequisite for a susitesadjustment to work is being provided
with precise job responsibility description, a hidégree of autonomy and decision-making
power. The explanation is that, when the repatrkaews what is expected from him/her,
his/her anxiety regarding the new responsibilitel®wer. (Black et. al. 1992b:750)

As discussed in point 4.1.2, one reason why eighasr engage in overseas
assignments is that they hope for future promotipportunities. The reason why promotion
might increase the ease of readjustment in the wphlere is that the repatriate is more likely
to be motivated and positive about work, if he/pkeeceives the international assignment as
an integral part of his/her career path within¢henpany. (Feldman 1991:173)

A final and critical factor affecting the abilityf the repatriate to adjust to the job is
the extent to which the company values and utilteesknowledge, skills and international
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experience he/she has gained during the interradtessignment. (Stroh et. al. 2005:202) If
the repatriate’s new skills are valued and putsi®, the repatriate is likely to feel satisfied and

motivated at the workplace. (Suutari and Valima@2®22)

The organisational variables refer to the energyclwhhe company invests in the entire
repatriation process, the level of financial congaion the repatriate receives and the extent
to which a post-return training program is providesll these factors can affect the
repatriate’s ability to readjust in a positive @gative way.

As Black et al. (1992b:751) argue, if a compamgyvptes a clear, personalised picture
of the career plan and position the repatriate witer upon repatriation, this is likely to
increase the ease of job readjustment, as theeofireadjustment is smoother, if there is a
bigger correspondence between his/her expectagiothshe reality found once back home. In
contrast, ambiguity about the job position uporatggtion, lack of a clear career path, lack
of support provided by the firm, may create undetya (Black et. al. 1992a:238)

Researchers point out the positive effect of gjvilme repatriate substantial payments
and rewards following the international assignméstroh et. al. 2005:203) These reflect the
company’s appreciation of the employee and canlyrelaélp to facilitate a smooth
readjustment to the living conditions. (Stroh ¢t2805: 225)

After the repatriate returns home, cross-culttnahing is thought to have a positive
effect on all three aspects, if the issues discliasel the workshops focus on the work, non-
work and relational facets. (Black et al. 1992h1)75

The non-work factors that affect the repatriat&adjustment ability were found to be:
changes of social status, shifts in housing-comatiand the extent to which the spouse
successfully readjusts, as it can be seen in figure

As discussed in point 5.3.2, the return of theategte and his/her family, is often
accompanied by a loss of status, prestige and ldwieg standard which has a negative
effect on the physical and emotional well-beingla# family. Black et al. (1992b:751-752)
assert that a drop in social status may cause &goand feelings of uncertainty, as the re-
acclimatisation to less glamorous lifestyle is touljloreover, in the new social environment,
old ways of behaviour are no longer valid, so béhaal adjustments will also be harder. The

authors thus assume that a lower living standdritiits all aspects of readjustment.
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If the standard accommodation is lower than exqukétfter repatriation, the general
level of comfort will drop and the family will beate dissatisfied. The researchers argue that
poor accommodation will negatively impact all theespects. (Black et. al. 1992b: 752)

It is also asserted that, if the spouse feels odaifle back home, the repatriate will
face fewer adjustment difficulties at the workplag&troh et al. 2005:207)

Summing up, the factors which are assumed to eehaost-return adjustment of the
repatriate are: certain individual characteristjod, clarity and job discretion, advancement
opportunities, the appreciation of the acquired pet@nces, post-return training, extent to
which the company approaches the entire repatniapoocess, the level of financial

compensation, proper accommodation and socialsstatd a smooth family readjustment.
5.6 Concluding summary

The results of chapter 5 show, that two big paisitgnarios: "culture shock™ and 'reverse
culture shock’, might be seen as inhibitors of stipent, characterised by psychological and
physical disturbances, which create low satisfaclevels. The unexpected confrontation
with a new/changed cultural environment, the rerhrean the familiar setting, and a lack of
preparation and support from the company, may emiasatisfaction and make it difficult for
the expatriate/repatriate to cope with the chaksngf his/her general environment, work
conditions, interaction with host/home nationalshbaluring and after the international
assignment. In addition to the employee’s persadplstment problems, the family members
may go through the same difficulties. Research aB® suggested that the family’s
adjustment and readjustment problems may incrdesemployee’s ones. All these have a

negative impact on his/her job performance andngitiess to stay with the company.

A review of several empirical studies demonstratkdt cross-cultural adjustment is a
predictor for successful assignments. For thisaeag is maintained that in order to avoid
expatriation failure, it is crucial that the expaties and repatriates feel satisfied with their
general environment, with their work conditions am@ able to effectively interact with
host/home nationals. In so far, the models of mggonal adjustment sketched out in section
5.5, revealed a range of factors which might eitfemilitate or inhibit cross-cultural

adjustment before, during and after the assignmiéaxt, this thesis will focus on specific
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solutions designed to increase the benefits ofrnatenal assignments, where also the

facilitator adjustment factors will be taken intonsideration.
6. Solutions to increase the benefits of internati@l assignments

As already discussed, expatriates and repatriafggsent a great human resource potential
for multinational companies. They break new grotmtheir organisations and possess broad
knowledge of the complexities of international @iems, thus they have the potential to
enhance the company's business opportunities abAsathiled assignments are extremely
costly and may ruin the whole corporatidassignment failure should never be considered an
option." (Csizmar 2008: 61) The management of the comphoulg therefore provide the
international assignees with all support they nieedrder to adjust well, be content, work
efficiently and be committed to the company. (Haslfer 2008:146) Hence, this chapter will
make proposals of how the benefits of internati@saignments can be increased.

6.1 Smoothing the cross-cultural adjustment curve

As seen in section 5.3, the crisis stages durirdy after the assignment have a damaging
effect on both the international assignees andctimepany, because they create adjustment
and readjustment difficulties. Thus, it is impevatito avoid severe and long-lasting crisis
stages during the course of the whole assignmemieMer, in the literature on this topic,
there is disagreement whether crisis stages duhagadjustment process can be avoided

totally.

For example, Haslberger (2008:147) regards a smadjtistment curve as having a linear
shape, arguing that culture shock is not necegsarilcompulsory phenomenon when
relocating abroad. One of Haslberger’s (2008:139yuments relies on the study of Takeuchi
and his colleagues. They found that people, wholegah to the target-country before starting
their assignment suffered no culture shock, whilesé who had never visited the country
before, suffered culture shock. This argument iawdr into question by Stroh et al.

(2005:108), who argue that a long period of timésveen two assignments, during which
significant changes may have been occurred in tlumtcy, or a low degree of interaction

with host nationals at the previous secondmenthimiie predictors for an occurrence of
culture shock in a future assignment. Haslberge082139)’'s second argument is, that when

going to a country where the culture distance islbrand the language is similar, the
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expatriate will not experience culture shock. Thktatement is contradicted by Weaver
(1993:138), who argues that often unexpected ewartsot foreseen and thus, the existence
of a certain degree of culture shock even in alamaultural environment, is inevitable. In
contrast to Haslberger, Weaver (1993:164) and &003:234) argue, that culture shock
Is a general, unavoidable and repeated phenomeroch attacks even those with extended
international experience and which can come inedifiit degrees, during the course of the
international assignment. They argue that culthweck cannot be avoided, because in a new
cultural setting, familiar ways of behaviour are lomger valid or are disrupted, due to
cultural incompetence or feelings of uncertaintyithdut sufficient evidence of people
experiencing no culture shock when crossing bordéws ideas of Weaver and O’Keefe

presented above are more plausible.

Regarding repatriation, when returning home aftemg-term assignment, the existence of a
certain degree of reverse culture shock is inelata®ne explanation is, that people returning
back home usually do not foresee unexpected ankbasgnt experiences, so the probability
that they will be able to cope with them, is low@ieaver 1993:138) Another explanation is
that, as shown in section 5.3.1, both the indivsliend their home countries have gone
through a lot of changes during this period. Moexpvexpatriates have acquired new
behaviour patterns during their overseas sojourictwlare no longer valid in the home

environment. In combination, these changes mighs&a certain degree of dissatisfaction
and lead to readjustment difficulties.

With regard to the degree and severity of thesdeaspnt phases, Stroh et al. (2005:44-46)
stress that the more seriously habits are disrypbedmore severe the symptoms of culture
shock, the more unpleasant the out-coming cultboelsand the more stamina is required to
get over the difficulties. Furthermore, the seweat culture shock is augmented by the stress
of upsetting and uncertain experiences that thaioheal and his/her family have to endure

over the time. Moreover, cultural incompetence o#t of any support are also predictors of
severe crisis stages as revealed in section 5.3.1.

So, the company has to be aware that culture shodkreverse culture shock are normal
phenomena of international assignments. (O'Kee@82P34) Therefore, the aim should not

be to eliminate or bypass culture shock, but te @knecessary measures to ensure smoother,
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shallower falls, with fewer severe physical andgb®yogical symptoms. (See figure 8: Point

A and B on the smooth adjustment curve)

Figure 8: A smooth cross-cultural adjustment curve
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6.2 The importance of a systematic approach in maggag international

assignments

As exposed in the previous section, special atiarnghould be given to enabling a smooth

adjustment, both during and after the completiothefassignment, so as to avoid steep and

extended low points and the expatriate failure tesults in. In the followings it will be

highlighted the approach needed to achieve thik goa

During an overseas assignment, expatriates proghessgh a cycle, going through several

stages in relocating from a home position to aarmdtional assignment and back home after

its completion. This so callé@éxpatriate’'s career cycle’{Adler 2002:262), consists of three

phases: (1) pre-departure stage, (2) expatriatageswhen the expatriate is abroad and (3)

repatriation stage when the repatriate returns backe (Crocitto et. al. 2005: 527-529), with

two key international transitions: the entry inke thost country and the re-entry back home.

(Adler 2002:262; See also figure 9)
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Figure 9: Expatriate career cycle
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Source: Own: Figure is changed based on the camaiggation of Adler (2002)International Dimensions of
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In order to obtain maximum benefit from the intdimi@al assignment, it is argued in this
paper, that the expatriate career cycle shouldré&ted as an entire proceg®cause as
Lazarova and Caligiuri (2001:395) stat&expatriation and repatriation are not two
separated processes, but rather expatriation is thiéation, and repatriation is the
culmination of the same process?\s shown in chapter 4, an explanation for thighsat the
company can only benefit fully from the internatnassignee, if he/she successfully
completes the assignment and continues his/herntgat the parent company, enriching its
knowledge base with his/her expertise. Another axgtion relies on the interconnection of
the assignment stages, namely in the impact thelgparture period has on the expatriation
period and on the repatriation and as a consequendie success of the entire assignment.
For example, as shown in section 5.3, cultural nmgetence (lack of language
knowledge or lack of cross-cultural skills) and tiep between the expatriate’s expectations
and the reality found in the foreign country/comypdead to adjustment difficulties on part of
the expatriate and his/her family members, whicgatigely affect the expatriate’s ability to
cope efficiently with the job requirements and asoasequence leads to premature returns.
As a result, the assignment is disrupted and tmepany will not benefit either from the
expatriate’s job mission abroad, or from the comprowledge base he/she will bring back
home after a completed mission. So, expatriatidar&in the expatriation stage results from
the incertitude that arises just in the pre-deparsiiage. It is actually the result of a lack of

sufficient information and preparation prior to dejpre.
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Another example discussed in section 5.3, relatamtertainties regarding a proper
job position, social situation or compensation bhokne. This is firstly a barrier which puts
employees off accepting an assignment. Secondly, ahxiety it results in, leads to
dissatisfaction, which in turn causes poor job @enfince and attrition soon after returning
back home. So, expatriation failure that happenthénrepatriation stage is a result of the

uncertainties that arise in the pre-departure arepatriation stages.

Thus, only by a systematic management of the eakpatriate’s career cycle, the company
can avoid failed assignments. This approach willesas a basis for the following discussions
on the particular measures that need to be takethdyuman resource management of a
multinational corporation at each stage. (See édrTaking into consideration the success
factors discussed in section 5.5, the following ptees will give answers to following
guestions: (1) What particular measures shouldakent at each stage of the expatriate career
cycle? (2) When is the proper moment to take themrder to avoid failure? (3) How could
these measures enhance adjustment and readjusifrtbet expatriate, repatriate and family
members? (4) Whether these actions would enharsogal performance and commitment to
the company, and if so how?

7. Measures to be taken before the international aggnment

This chapter will discuss the measures that the amumesource management of a
multinational company should take just before timernational assignees leave their
homeland. The aim is thus to analyse (1) the kofdsctivities that would enhance not only
the anticipatory adjustment of the expatriate aisthiar family members, but also his/her job
performance and company loyalty and (2) why thedwiges should be carried out at this

stage.
7.1 Selection of candidates

When going abroad, employees are expected to adisbnpe job requirements, to interact
efficiently with people from another culture anddape as soon as possible with all general
matters. (Forster 2007:84) That is why, selectibthe best candidate for a particular task, in
a certain cultural setting, is the first key stépvril and Magnini 2007:54) This section sets
out to examine what should be taken into consideravhen selecting the candidates for a

long-term international assignment, to ensure thigicess abroad.
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As shown in section 4.2.1, cross-boarder mobilipnstraints are a real challenge for
companies. So, the willingness of the employeentgage in a long-term assignment plays a
decisive role in the selection process. The resiltdinssen and Schmidt (2008: 238-245)’'s
empirical study’, revealed that the individuals’ motivation to gbr@ad was the most
important selection criteria. An impending overseggerience was actually a prerequisite for
individuals to apply for a job within the comparyany enthusiastic employees asked their
superior repeatedly for overseas assignment opmbtes. Dorzenbach (2008: 255) also
emphasizes the importance of recruiting future &igias from a pool of potential motivated
candidates. Companies that allow a self-selectiimer than forcing employees to engage in
such a sojourn are likely to have lower rates diifa according to Minssen and Schmidt
(2008: 244) and Doérzenbach (2008: 255).

Nevertheless, the willingness of the family memblierselocate abroad and the employee’s
family circumstances, also have to be considereehvdelecting the proper candidate. As the
family members’ inability to adapt in a foreign @mmwnment is often a reason for premature
return, their involvement in the selection procéssmperative. (Mendenhall and Oddou

1988:82) Minssen and Schmidt (2008: 239-240) swyruederlined, that the employee’s

family situation was the second most significamést®n criteria. The human resource officer
needs to develop a clear picture of the couplé&iomship, the spouse’s personal well-being,
professional situation, the children’s schoolinguaiion and their networking skills. For

example, the spouse’s current career path couttidoepted by a long-term overseas sojourn,
which might be damaging for his/her career. Alstmformation allows the human resource
officer to predict whether future expatriates akelly to be able to shoulder the possible

burdens of a long-term assignment.

The next step is to choose the right person forpghsicular mission, from this pool of
potential candidates, who are willing to relocatgoad and who have a suitable family
situation. His/her skills and competencies for #pecific job task to be carried out in the
particular overseas location should be assessddrtumately, literature on the subject does
not reveal the profile of the ideal expatriate, daese, as Adelman (1988:195) arguesit

!5 Minssen and Schmidt (2008: 228-233) conducted raeguamong 415 German headquartered, small and
middle-sized companies being active in the fieldleémical industry with the aim to find out to wizat extent
international assignments are important in theabgl business. The researchers examined also kbetise
practices and found out that self-selection instfagklection by the employer is more likely todda success.
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will be always impossible, to develop global setectriteria for cross-cultural personnel.”
This is because a wide range of variables suchudistral, economical and political situation,
geographical location, characteristics of the jgkelf and the company’s strategic orientation
and requirements differ a great deal from casase.c(Linehan and Scullion 2001: 319; Stahl
1998:26)

However, Dérzenbach (2008: 47), Perlitz (2000:44%) Avril and Magnini (2007: 54) agree,
that considering the technical competence at thejob when selecting the candidate, is an
important predictor for a successful assignmenis ) because the expatriate has to rely on
his/her own know-how when confronted with job sfieanatters in the host location. (Tung
2009:141) His/her technical expertise, leaderstjlss and understanding of company
specific processes and politics, his/her producivkedge, ability to solve specific tasks
quickly and his/her experience in that particul@tdf of work, are just some of the skills
which will allow him/her to perform his/her oversegob tasks abroad efficiently.
(Dorzenbach 2008: 47; Perlitz 2000:445)

As well as the job related competencies, it is Wideknowledged that a future expatriate
needs far more to possess abilities that enabléhbimto quickly adapt to the specific cultural
setting, to interact effectively with host natiom@nd to understand the behavioural patterns
of the specific culture. (Mendenhall and Oddou 1888 In literature, there are a large
number of different opinions on the personal traatsd intercultural abilities a future
expatriate should have. For example, Avril and Miaigf2007:54-55) support selection based
on the individual's language skills, tolerance fmbiguity, adjustment skills, emotional
intelligence, open-mindedness, tolerance for ceffiee, verbal and non-verbal communication
abilities, empathy, flexibility, curiosity, motiviain and self-reliance. Perlitz (2000: 445)
argues that personal adaptability skills, tolerafoceambiguity, communication skills, health
and realistic expectations are the most importarsgnal traits. Suutari and Brewster’s
survey (2001:563) showed that expatriates congidtgre following selection criteria listed
here in order of their importance, as predictorssiaccess: job-related skills, willingness to
go abroad, language skills, relational abilitiesiopjob performance, prior international

experience and knowledge about the foreign country.
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Nevertheless, intercultural competence seems tongpass most of these skills. In the last
few decades, intercultural competence is increasirdggmand on the labour market when it
comes to selecting people for overseas assignnfeirsebrink 2005:9), and for this reason
this paper sets out to provide an insight on tbg@ct Intercultural competence has been
defined by Bocker and Jager (2006: 5)“#se ability to interact effectively and approprely

in intercultural situations, based on specific @atties, intercultural knowledge, skills and
reflection.” It is the ability to communicate effectively withationals belonging to a
particular culture and to understand their valuesms of behaviour and communication
styles. (Lusebrink 2005:9) Although this term hased conceptualized in a number of
different ways, it can be defined simply, as thensaf skills that allow a person to go along
well in a foreign setting. Lusebrink (2005:9) diéatiate between the affective, cognitive and

behavioural levels of intercultural competence e(&dble 4)

Tabel 4: Dimensions and components of interculturatompetence

Affective Dimension Cognitive Dimension Behavioural Dimension
» Tolerance for ambiguity (ability| ¢« Awareness of intercultural » Language skills
to function in an environment processes * Verbal and non-verbal
with unclear rules) » Self-awareness communication skills
* Motivation and interest for » Knowledge about the » Social competence (ability
intercultural contacts own/foreign culture, values, to build trustful
» Positive mental-attitude towards$ norms of behaviour, relationships)
other cultures economical and political » Self-disclosure
* Realistic expectations situation * Agreeableness
» Self-confidence * Technical competence » Politeness
» Empathy (ability to identify with|  Initiative, ability to work + Conflict
the other person’s emotions) under pressure, endurance management abilities

* Non-judgmentalism

* Open-mindedness

 Tolerance

e  Stress reduction abilities

* Low ethnocentrism

» Respect towards other cultures

* Readiness to learn and find out
more about other cultures

Source: Own. The table integrates opinions of shauthors such as: Straub (2DOKompetenz”, pp. 43 and
Schenk (2001)Interkulturelle Kompetenz”,pp. 56 and Avril and Magnini (2007)A holistic approach to
expatriate success’hp. 54-55, regarding the components of the affecttognitive and behavioural dimensions

of intercultural competence
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The affective level refers to intercultural sensiyi, to the individual's actual
disposition to learning and curiosity towards thbeo culture that gives him/her positive
emotional responses when interacting with peopdenfthat particular culture. (Lusebrink
2005:9; Schenk 2001: 56)

The cognitive level refers to the individual's knedge both about his/her own
culture, and about the other culture, and a thdrauglerstanding of the cultural differences.
(Straub 2007:43; Lusebrink 2005:9-10)

The behavioural level reflects actually the induadls skills that enable him/her to
apply the theoretical knowledge, when interactinghwpeople from another culture.
(Holzmann 81-82) It refers to the willingness tteract with host nationals, ability to speak

the foreign language, relational and communicatiabdities. (Straub 2007:43)

It is clearly very difficult to find individuals wi possess all these traits and for this reason the
selection of the most suitable candidates is difficToday most of the companies put
emphasis mostly on the technical abilities whened#&lg expatriates, believing that
exclusively job qualifications will lead to succesgerseas. (Tung 2009:142) As shown in
section 4.2.2, the under-performance of internali@ssignees on overseas assignments is an
important reason for failure and can be extremelstlg for companies. That is why all the
other aspects mentioned above, should also be tat@oonsideration when carrying out the
selection process. Black et al. (2009:346) arguleat the more the individual fits the
requirements of the company and the more he/skelésted on the basis of a wider array of
criteria, the better his/her adjustment will be.rz@nhbach (2008:48) and Tung (2009:142)
believe that the selection process does not fodawcipe, but rather that the selectors should
carefully analyse each particular situation. Ahewring selected the right person, he/she has
to be prepared for the expatriation.

7.2 Preparation for expatriation

As shown in section 5.5.1, a proactive expatriasgatem should start with managing the
expatriates’ expectations just before they leavete assignment, because a precise mental
image of what exactly awaits international assignebroad is likely to facilitate their
adjustment. The management of a multinational commoould thus prepare the selected
candidate and his/her family members for the fanthing change in their living and working

conditions. A range of assistance activities touatmm the expatriate to possible hardships
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and the drawing up and signing of a written agregmegarding the details of the assignment

are advisable.
7.2.1 Providing logistical and emotional assistance

As shown in section 5.5.1, logistical and emoticasdistance provided prior to departure was
assumed to aid adjustment. By providing precisermétion about the foreign environment

and assistance in living and working matters, fggiof uncertainty can be reduced. In this
way, unpleasant but predictable events that migrdate hardship both for the expatriate and
his/her family can be avoided and the possible iphysr psychological symptoms caused by

severe culture shock can be reduced. (Harvey ard&\i998: 38-39)

Scholars assume that the formation of precise ipatmry expectations is likely to occur
through mentoring programs. Mentoring seems to h@aatical solution to assist future
expatriates in their adjustment, as the establisiiroka personal bond with the mentor and
the knowledge that there is someone there, whodheyely on, can increase the expatriate’s
feeling of security. (Harvey and Wiese 1998:38) sTipersonal relationship between an
experienced and an inexperienced person, inevitdéddyls to a transfer of important
information about the new environment too, as n@mjois "a one-to-one relationship
between a mentor with advanced experience and kogel and a protégé with less

experience and knowledgéHarvey and Wiese 1998:34)

Crocitto et al. (2005: 524-527) emphasise the riea$tablish a multiple mentoring program,
to assign mentors to assist international assigigese mentors would help the expatriate in
organisational and emotional matters, during al skages of the assignment. Crocitto et al.
(2005:527) argue that"aelocation mentor"should be appointed in the pre-departure stage to
support the expatriates along the whole assignnpemiod. A former expatriate with
international experience in that specific countigud be a very appropriate candidate for this
position, because of his/her thorough knowledgthefcorporation and host country culture.
(Harvey and Wiese 1998: 40; Crocitto et al. 2005t)5

Firstly, the relocation mentor should provide ldigal assistance for the international
assignees. Although in practice there can be faxadnples of companies providing different

kinds of pre-departure logistical assistance, thieawe not been made any proposals
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suggesting standard activities to be taken in dtage. For instance, Henkel KG obtains the
necessary documents (entry visa, residence and pewrkit), ensures health care (takes over
inoculation expenses, provides an on-site doctortie entire family, provides medical
check-up for the entire family), looks for schogliopportunities for the children abroad,
helps in home house clearance and looks for seitabtommodation possibilities abroad.
(Debrus 1995a: 127-128) In their std®Buutari and Brewster (2001:564-565) relate about
Finnish corporations that helped expatriates witlargements and organised look and see

trips, so that the employees could gain an impoessf the country prior to departure.

Secondly, the relocation mentor should provide @mnat support, as well (Crocitto et. al.
2005: 527) helping future expatriates to gain agmidvhat they will encounter when they
arrive abroad. (Holt and Wigginton 2002:453) Pesadaliscussions with the expatriates about
the specifics of the host organisation, job detaild contact persons in the host company help
the expatriates to build up an idea about theirkimgr environment. Advice regarding proper
communication methods with host nationals woulgtlieé expatriates to develop appropriate
behavioural competencies and apply culture speciiging strategies. The mentor should
support the expatriates in any issues related sthdm career path during and after the
assignment such as: job position, remuneratiogywahces and performance evaluations.
(Harvey and Wiese 1998:40) Scholars such as HaamdyWiese (1998:37) and Ddrzenbach
(2008: 273) argue that as a method to reduce fuliffieulties, mentoring programs can
facilitate the expatriate’s job satisfaction, whiakirectly leads to increased job performance

and commitment to the company.

It is however important that the spouse’s needs adse taken care of. A face-to-face
discussion with him/her is useful for preparing lier emotionally for the difficulties and
changes he/she will encounter abroad. For exanguyities such as searching for job
opportunities abroad or arranging workshops asck-bp to employment are likely to prevent
the spouse being severely disappointed. (Harvey \&@rmese 1998: 40-41) In their study,
Suutari and Brewster (2001: 564-565) found thatne#teough respondents considered
important to prepare the spouse for life abroadhsdiscussions and preparation sessions

occurred scarcely.

16 Although these actions were welcome, there isspetified in how far these preparatory activitiehanced
satisfaction and job performance. The reader de@&her find out whether these activities were eatrout
within a mentoring program and neither on what pizitional structural level was this responsibitityertaken.
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As it can be seen, logistical and emotional assigtgrovided for the international assignees
before departure is beneficial. Helping the expégrand his/her family members to develop a
realistic image of the future living and working netitions and by providing emotional
assistance, is very likely to enhance adjustmesg all three facets of adjustment, upon
arrival in the new environment. This would leadhe expatriate’s increased job performance
and loyalty to the company. Although there are aniper of theoretical proposals and
statements on this subject, there is unfortundittly empirical evidence provided by studies
demonstrating the benefits of certain preparatiativiies. Hence, practitioners and

companies should devote more attention to thigissu
7.2.2 Pre-departure cross-cultural training

In their model of international adjustment, (Blaatkal. 2009: 346) asserted that pre-departure
cross-cultural training is an anticipatory adjusttnenethod, which implicitly facilitates in-
country adjustment. The aim is thus to find relévavidence of how this measure would

increase the benefits of overseas assignments.

Forster (2007: 85) defines cross-cultural trainasjany procedure intended to increase an
individual's ability to cope and work in a foreiggnvironment.” The author argues that
training methods designed for overseas assignnsdrusid be able to guarantee the quick
ability to deal efficiently with the new job reqaments and all cultural differences in the new
working and living environment. In this way, traigi techniques should enhance the
expatriate’s ability to relate to others in thess:ultural environment, to adjust and increase
his/her job performance. (Ehnert and Brewster 2008) In practice, this can be obtained by
implementing training programs focussing on two sir(il) to provide all the necessary
information about the specific cultural settingadk the expatriate how to deal with cultural
differences and cope with emotional discomfort késy from cultural differences, and (2) to
build up skills necessary for the specific courdfysecondment. (Ehnert and Brewster 2008:
115; Pires et al. 2006: 164; McCaughey and Brur@@@5: 25) There are plenty of cross-
cultural training models being used and severatiops’ on their effectiveness. As a result it

is a real challenge for companies to choose therbedels to meet the above aims.

" While Waxin and Panaccio (2005: 64) argue thatatffe cross-cultural training should be customiethe
country specific cultural differences, job requiemts and length of overseas assignment, other rsusiuch as
Ehnert and Brewster (2008: 116), Mendenhall ef2109: 10-11) or Tung (2009: 152) propose the rieddilor
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As exposed in section 5.3.1, expatriates and theiily members have to learn to cope on
cognitive, emotional and behavioural levels in orteget easier over culture shock. Thus,
they have to understand and adjust their attitatesbehaviour habits to the particularities of
that specific culture. (Haile et al. 2007: 102)dctised integration of all these levels into one
single training model, such as that developed bypdéahall et al. (2009:10-11) is considered
to be significant to this topic. (See figure 10)

Figure 10: Cross-cultural training model
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Source: Mendenhall, Mark E. / Dunbar, Edward/ Oddeary R. (2009)Expatriate selection, training and

career-pathing: a review and critiquepp. 11

As it can be seen from figure 10, expatriates aiowiged with a tailored training program
with different time duration and content, dependorgthe level of immersion in the host
culture and length of the assignment abroad. Ierotd ensure a high degree of integration
into the idiosyncrasies of host culture, the awthmopose a comprehensive training approach
designed for long-term international assignmentsh ¥ocus on all three levels: cognitive,
emotional and behavioural.

The practices involved in the information givingoapach, provide information about
all aspects of the foreign setting, through nortip@ative methods, thus increasing the
likelihood of a successful adjustment to the genemaironment. This information is usually
based on facts regarding the general geograplpickiical, economical, cultural environment
and value system of the specific culture. (Tung2a3) While exercises focusing on the
affective level, help the employee to develop th#issnecessary so that he/she can react

the training program to the trainee's needs cdeelavith the particularities of the other cultumedawith the
company's requirements.
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effectively to unpleasant events caused by cultdiférences (Mendenhall et.al.2009:10),
methods focusing on immersion, increase the exatsi ability to communicate and help
him/her to develop suitable behaviour patternsthier specific culture. Field experience, for
example, consists in trips made abroad, so thaexipatriate can meet host nationals, and
sensitivity training is a technique to develop srosltural awareness. (Tung 2009: 143-144;
See also figure 10) The results of the literateseew by Black and Mendenhall (1990: 123-
132), concluded that such participative trainingthmds can improve cross-cultural skills
enhancing the self, perceptual and relational céempes of expatriates. For instance, culture
assimilator exercises focusing on proper or impragagtudes in communication with host
nationals from the specific culture, help the emplo to develop a positive self image, as
he/she will know in advance how to behave and dapdifficult cross-cultural situations.
These exercises provide on the one hand a mapeafutture in question, and on the other
hand, they teach proper attitudes to aid interactith host nationals, developing relational
skills shortly before departure. Mendenhall and @dd(1988: 82) argue that only
participative exercises can enhance the understgnufi the cultural differences. Through
these exercises, the trainee is confronted withadéure specific situations and can develop
cross-cultural skills which he/she will be ableuse successfully overseas. Similarly, the
empirical study of Waxin and Panaccio (2005:51-6\ealed that those expatriates who
received specific experimental traintigsucceeded to adjust quicker than those who regdeiv
only conventional training, because participative exercises focusing ongpatific culture
made expatriates more proficient than a straighsiod information transfer. So, a
combination of non-participative and participatitraining methods is ideal for enhancing
cross-cultural adjustment.

Black and Mendenhall's hypothesis (1990:131) th@ross-cultural training reduces
the severity of normal culture shock and reduces ttme necessary to reach a level of
cultural proficiency” has been backed-up by the empirical studies bgkBand Gregerséh
(1991:509-510) and Waxin and Panaccio (2005:65) wigue that cross-cultural training

provided prior to departure is vital in order toath the effects of culture shock, as this

18 specific experimental trainings"methods where the specific foreign culture isught closer by simulations
(Waxin and Panacio 2005:53)

9 "conventional training™ non-participative methods of information givingyéxin and Panacio 2005:53)

% The study of Black and Gregersen ( 1991: 501-3iéle on a sample of 220 American expatriate masager
working in Japan, Korea, Taiwan and Hong Kong foantlthat pre-departure training had the biggepiichon
interaction adjustment. Still no information is givabout what kind of training was provided.
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appears just at the beginning of the sojourn abrbatheir researct, Waxin and Panaccio
(2005:63) observed that those expatriates (46%) didonot receive any form of pre-
departure cross-cultural training encountered achjest difficulties abroad, while the 54%
who did receive such a training program, succeddeddjusting rapidly to the general
environment, interaction with host national andtheir job. It was noted that the most
effective training programs, were the participatirgning methods with focus on the specific

foreign country’s culture.

The positive effect of pre-departure cross-culttnahing on the expatriate’s job performance
can be explained by the precise anticipatory egbects that can be created by it. For
instance, training that prepares the expatriatedvance for his/her new job responsibilities,
may enhance job performance, (Ehnert and Brew§@8:2111; Tung 1998: 33) as properly
prepared expatriates would accomplish their joksds a higher standard. (McCaughey and
Bruning 2005: 25)

In her literature review, Tung (2009: 142-144) esno the conclusion that the most
effective training forms are those that focus andlevelopment of relational competencies, as
these enhance job efficiency most effectively. Bos reason, she proposes five different
training programs aimed to increase these skilly: grea studies programs, (2) culture
assimilator, (3) language training (4) sensititigining and (5) field experiences. She argues
that less or more rigorous training programs shdaddchosen, depending on the level of
communication with local employees required by jite and how different the cultures are.
An individualised training program focusing on tinginee's shortcomings, and tailored to the
length of assignment, cultural similarities/disgarities and the specific job position would
be an ideal pre-departure preparation as McCaugh@Bruning’s (2005: 25) also argue.

Researchers have tried to find out whether theewidence for the positive impact of
pre-departure cross-cultural training on job perfance. The literature review of Black and
Mendenhall (1990: 119) found that the majority (7386 the analysed empirical studies
underlined a positive influence of training on jpbrformance. Still, Ehnert and Brewster
(2008: 110) state that empirically it is difficttt find a relevant relationship, due to hardships
in establishing standardised variables to deterjoingerformance.

2L Waxin and Panaccio (2005: 51-55) conducted a stutg sample of 224 managers from French, German,
Korean and Scandinavian companies assigned to, iniia the purpose to analyze the impact of preadiepe
cross-cultural training on all three facets of atljuent.
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Black and Mendenhall (1990: 131) argue that crastnal training is likely to enhance

company commitment, too:'Cross-cultural training would lead to more realist

expectations, greater job satisfaction, lower itit@ms of returning early and lower rates of
early returns from cross-cultural assignment3he ability of pre-departure cross-cultural
training to ensure lower attrition rates was supgmbby McCaughey and Bruning (2005: 25),
who argue that properly prepared expatriates seemotk more independently and have a
higher degree of satisfaction, and that this endmrtbeir commitment to the company.

Unfortunately there has been no empirical resetarthis issue.

Since the family's ease of adjustment is crucidghéoexpatriate’s success, as shown in section
5.3.2, authors such as McCaughey and Bruning (280%nd Mendenhall and Oddou (1988:
82) underline the importance of involving family mieers in pre-departure training. For
example, Haile et al. (2007:103) propose languageses and general orientation courses for
family members focusing on everyday topics suclshspping habits, travel, financial issues

and information about the norms, communication lagttaviour patterns in the country.

Following this overview of different opinions onetlsubject, it can be concluded thathe
mere existence of some kind of cross-cultural ingins not sufficient’(Waxin and Panaccio
2005: 64). If the content of pre-departure trainprggram is well-structured and tailored to
the expatriate's weaknesses, the length of thgramsint and degree of cultural distance and if
it focuses on cognitive, emotional and behaviolgagls, it can enhance all three aspects of
adjustment and also company commitment. A comlmnatof non-participative and
participative training methods is likely to builg the skills necessary for the specific country
of assignment and as a consequence to improve gdiormance. Furthermore, the early
involvement of family members is considered to tmpartant as well. Despite the positive
effects of pre-departure cross-cultural training;hsprograms are not widely used. However,

as recent studiésconfirm, there is a growing awareness of the irtgrare of training and the

22 The study of Suutari and Brewster (2001: 564-568)ealed that Finish expatriates working abroaeived
language training (38%), job related training (32%formation giving training (26%). Only 10% reced
country/culture related training, while family tning was almost absent (7%). According to the GMaIGbal
Relocation Services survey (2004: 41), 40% of #spondents confirmed the lack of any cross-cultinaéhing
program. However, while only 5% of the companiesviated training only for the expatriate, 27% inahddalso
the spouse and 28% involved the whole family inttlaéning program. The majority (73%) of the comiean
considered that the training programs were berafieidding value. According to KPMG Global Assigmine
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involvement of the expatriate’s family in this pess. It is difficult to provide exact figures on
pre-departure cross-cultural training. However,esalstudies reveal that, in between 38%-
40% of the cases, there is still no form of trajnprovided. Nevertheless, while in the year
2001 family training was almost absent (7%), in gexiod between 2004 and 2008, this

figure increased to 28% and 36% respectively.
7.2.3 Contract clarification

In order to clarify mutual expectations and to avduture misunderstandings, a written
contract should be agreed in the pre-departureestag signed by both parties involved.
(Csizmar 2008: 63) Here it is not the intentiordéal in advance with all problems that could
arise, which is often an impossible task, but natbdind solutions for predictable unpleasant
events, that might occur during the whole periodhef expatriate career cycle. The contract
should in the end be a best possible agreementiewliwth parties make compromises in
order for the contract to be transparent and (Bidrzenbach 2008:261) A written contract of
this kind should contain the following details: &/pf the international assignment, position
and job responsibilities, hierarchical job positidangth of the assignment, rewards and
compensation, terms of termination, accommodatsnés, holidays and home visits, social
security provisions, taxation issues and careeeldpwment program. (Kiihimann 2004: 63) In
this thesis, agreements on career development, exgapon issues, and social security

provisions will be discussed.
7.2.3.1 Career development program

As shown in section 4.1, integrating the internadioassignments into the employee’s
individual career path is an advantageous measirermy for the company, but also for the
expatriate, due to tremendous benefits they brimg bioth parties. Hence, international
assignments should be considered a useful investmethe professional development of
employees, because increased organisational penfmen can be reached only by a
continuous professional staff development. (Doraehb2008:228) In addition, embedding

international assignments in the individual cadan, will not only increase staff motivation

Policies and Practices Survey (2008:64) survey, 88¥%e respondents confirmed the lack of any cmstiral
training program. Still, significant more companigf$er cross-cultural training for the expatriagpouse and

children (36%) than those who offer training ordy the expatriat€7%).
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to accept assignments and the willingness of thpatetate to learn, but will also enhance
his/her reintegration back home, as the employe®twonsider his/her overseas sojourn as a
disruption to his/her career path within the comypadout rather as an integral part of it.
(Weber et al. 1998:196) So, the career developmpengram is important, as it enables
continuous employment of the employee, both in gheent company and in the foreign
location and provides the corporation with highlyalified specialists and managers with

international experience. (Dorzenbach 2008: 229)

As an integral component of the individual careevelopment program, the company should
establish a so-calletisuccession plan"which is discussed before sending the expatriate
abroad. (Holt and Wigginton 2002: 465) Its aim ¢ dlarify both the employee and
company’s expectations on expatriation and regainaissues and to establish what the
repatriates’ position will be after repatriation.

This discussion would determine the assignmentildetach as the: responsibilities
involved in the job and the competencies necedsacarry out the job and would set out a
clear job description for the positions during after the assignment. (Holt and Wigginton
2002: 465; Mendenhall et al. 2009: 12) Clear hahamal structures should be defined, as
well as the expatriate’s position within the hietar in both the host and home companies.
(Debrus1995a:131) The probable length of the stagaal should also be stipulated in the
contract, to allow the human resource managemepdrtieent ample time for a job search
and facilitate a smooth reintegration of the emptyBurghaus 2006: 34-35)

The employee’s training needs before and during abgignment should also be
established, so that skill gaps can be filled ol{ and Wigginton 2002:465; Mendenhall et
al. 2009: 12)

It is also recommended that companies take a tbogeat the mentoring program and
identify all the important contact persons for tiheration of the assignment. This would
enable the company to organise networking actwitieorder to ensure lasting contact with
key people in the organisation. This will reduce fieeling of being'out-of-sight-out-of-
mind", show that the company cares and ensure the ea®lekept up to date with the home
organisation issues. (Mendenhall et al. 2009:12)

The company should also inform the expatriate abmievaluation program that will
assess his/her performance during expatriationgarelregular feedback once the employee
is on the placement. (Stahl. et al. 2009: 133) T$leyuld assure him/her that, if necessary,
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further training sessions and workshops will beegiduring expatriation to improve his/her
technical and intercultural abilities. (Holt and §tyinton 2002:465)

The reintegration of the employee in the parentamy should be also discussed. In the light
of a successful reintegration back home, internati@assignments must be treated as an
opportunity for employees to move upwards in amanoiggation, a step ensuring promotion.
(Dorzenbach 2008:230) Holt and Wigginton (2002:468)te that both parties should say
what position they think the repatriate should metww. However, the company is often unable
to guarantee promotion or a particular positioadwance, due to potential fluctuations in the
job market. For this reason, this issue has toi\eEnga great deal of attention, and the details
should be dealt in a transparent way, so that ¢patriate does not decide to leave upon
repatriation. (Do6rzenbach 2008:235-236) Scholaldl karious opinions about whether the
contract should stipulate a specific position up@patriation. DOrzenbach (2008:235)
considers it necessary to specify the positionaiorn and to clarify how long a potential
demotion would be for, and whether this would béyantemporary situation. In contrast,
Burghaus (2006:34) recommends that companies groithising the employee the position
which he/she held before leaving on the internafiomssignment, as he/she might be
disappointed after returning with a higher levelpobfessional competency. That is why the
company should state its commitment to giving hen/l position which corresponds to
his/her qualifications. This is a compromise whallows the company not to guarantee a
particular position in advance. Similarly, Blackda@®regersen (2007a: 127) suggested the
best practice would be to allow the expatriate titeva statement that included a self-
evaluation and his/her career aims before returhomge from the assignment. Based on this
report, the human resource officer should thencketor potential job opportunities which

would suit both the expatriate and the company.

The integration of international assignments i@ éxpatriate’s career development program
and the establishment of a succession plan in teelgparture stage regarding the whole
period of the expatriate career cycle, are key el@mto the overall success. (Stahl et al.
2009:132-133) Firstly, a succession plan enablesettpatriate to adjust and readjust more
successfully (Holt and Wigginton 2002:465), as tpen communication of both parties’

wishes and expectations create a transparent astthty relationship. (Ddrzenbach 2008:240)

Secondly, the close participation of the employethis process strengthens his/her belief that
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he/she is able to influence and shape his/her @mec path, and in this way reduces his/her
doubts. Thirdly, a systematic and transparent cqule@ increases the employee’s willingness
to stay with the company, because the companyg-term goals reflected in the individual
career path increase the employee’s trust in thepaoy. Moreover, an upward movement is
a reward for the taking part in an internationasigsment and for the work achieved.
(D6rzenbach 2008: 236-240)

7.2.3.2 Compensation

Compensation packages are an important tool ngtfonlsmoothing cross-border transfer of
the employee, but they are also particularly usé&fulmotivating him/her to perform well
professionally and get him/her to commit to stayimgh the company. This is the case
because, by establishing the details of the congtiemsfor the period during and after the
assignment right at the start, reciprocal expemtatcan be expressed and discussed, and thus
future disappointments avoided. Uncertainty causgdhe unknown can thus be reduced,
which makes for a smooth adjustment process. Tlpateate will be reassured by the
company’s open show of commitment towards him/hed thus he/she will be able to
concentrate fully on his/her job tasks. (DOrzenh2@08: 264-267)

However, as Debrus (1995a:132) points out, thegdesf a compensation package is very
difficult, because it has to balance the expeatatiof the company and those of the
expatriate. It is in the company’s interest to gnége the expatriate's payment into the overall
corporation's policy and pay attention to issuesast/effectiveness. The expatriate, on the
other hand does not want to be at a financial desathge compared to the home colleagues,
and wants to be sure of proper living standarddendtiroad/nome and to be rewarded for the
extra efforts and for taking the risks of acceptang international assignment. In practice
companies use several compensation methods whidhbwi shortly discussed in the

followings, with the aim (1) to describe the chaties of finding equilibrium when designing

a compensation package and (2) to propose howsigrda suitable compensation package.

Often, in their efforts to enhance the cross-bordebility of their highly qualified workforce,
companies offer generous compensation packagesh(8tial. 2005: 163-164; Bonache 2006:

160), which however are actually more damaging tremeficial.
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For example, an overly generous compensation packey increase the employee’s
willingness to accept an assignment and increasdikbliness that the employee will stay
with the company, but it could also encourage #pagriate to lead a more luxurious life style
abroad than he/she did at home. This may causeasiepé’, as expatriates might send their
children to private international schools rathartho local ones, or they might network with
home nationals rather than with host nationals aghinbuy only home national products.
(Stroh et al. 2005:163-164) Furthermore, the reyebhaick home to a lower remuneration,
may lead to huge readjustment difficulties, disfatition (Bonache 2006:160) and hence the
probability of the employee leaving the company lddae higher.

Another disadvantage is that providing generouspansation packages, leads to high
expatriation costs and as a consequence to filamméficiency. As a response, many
companies cut then rewards or benefits they hahdyr promised, at the expense of loosing
highly qualified expatriates and not achieving ¢benpany's goals. (Bonache 2006:160)

Another problem with providing high financial inteves is the resulting payment
inequity between expatriates and the local stafbn@he 2006:160), but also between
expatriates. A Japanese manager of a subsidiaay éfmerican head quartered corporation
said in an interview!l have a German expatriate working two levels belme with a
compensation package equal to mine and twice aglas a British expatriate one level
above him.'(Stroh et al. 2005:164)

Thus, generous compensation packages might terpptatent to engage in international
assignments, but at the same time these make batbuntry adjustment and reintegration
more difficult. Furthermore, if employees feel thiaere is inequity in payment, this could

raise attrition rates.

To avoid inequity between expatriates and localf,stme companies use the so called
"host-country approach'providing compensation packages for expatriatesilai to those
from the host country. (Bonache 2006:161) As alteswpatriates tend to only engage in
assignments at subsidiaries with a higher incomelleand refuse to be relocated to
subsidiaries with a lower income level. (StrohleR805: 175)

% When an individual avoids being in contact wittshaationals, identifying exclusively with the holared
culture, it is spoken abouséparatiorl. (See the model of acculturation strategies byrBand Sam 1997: 296)
The result of this attitude is avoidance to leagmwrthings from the host culture and withdrawal frtva large
society. (Berry and Sam 1997: 297; Oudenhoven 2068; Kihimann 1995: 17)
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In order to avoid inequity between expatriates, s@mmpanies apply tHglobal approach”
compensating all expatriates equally in all theirldwide locations. This again means that if
employees are transferred between several regidnshwhave different compensation
packages, the chance of inequity to emerging isdrignd repatriation adjustment could also
be made more difficult. For instance, if an ex@é&ifrom a low wage and living standard
country gets a higher level of compensation, thas'wacilitate his/her re-entry back home.
(Bonache 2006:161)

In order to enhance the cross-border mobility gbadsates and their smooth re-entrance,
other companies apply tleome country approachthaintaining them at the same wage and
living-standard level as at home. This is made ayinmg allowance differentials in order to
obtain the same home basis living level. Limitasiayf this method are that there will be
inequity between expatriates from different cowestyiand that it does not take into account
the higher salary tax international assignees mighsubjected to, due to the host country’s
national regulations. (Bonache 2006:162; StrolaleR005:172)

All these examples reveal that it is hard to achia\balanced solution in practice. As shown,
the motivation to accept an assignment is ofterbitdd. In other cases, feelings that there is
inequity in pay, high costs or a difficult reintajon back home could be causes of failure.
While in Stroh et al. (2005:185)’s opinion a sabutito improve the problem of compensation
strategy which would work in both party's benefiguld be to apply Vroom's Expectancy

Theory, Dorzenbach (2008:266)’s suggests applyidgnXs Equity Theory.

According to Vroom's Expectancy Theory, individubabs/e different kind of needs and they
can be motivated to achieve job tasks effectiviélihey believe that: (1) their performance
will improve if they put in more effort, (2) theyillvgain the reward they want by obtaining
the desired performance level, (3) the reward abthiwill satisfy their personal wishes, (4)
and the desire to obtain this particular rewarstisng enough to make the effort worthwhile.
As illustrated in figure 11, there is a strong linktween effort, performance and outcome.
Vroom thinks that if variablé$ such as: expectancy, instrumentality and valexs ¢éhen
the individual will be motivated. (Wikipedia 2008;rod Co UK 2009; Stroh et. al. 2005:182)

4 \'room calculates motivation via the following foufa: Motivation= Valence x Expectancy (Instrumeityal
where (1) expectancy - the person's belief thatpbiting a certain effort, he will obtain the incsed
performance level, (2) instrumentality - his belibat if the desired performance is achieved, hé geit the
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Figure 11: Vroom's expectancy theory

Expectancy Instrumentality

| Effort |_' Performance I—’I Outcome

Equity 7 I

Valence

Source: Arrod Co UK - Learn, grow, act (2009)'Expectancy theory of motivation"
http://www.arrod.co.uk/archive/concept vroom.gl0%.12.2009)

As each person is motivated by different desires to put an effort, Avril and Magnini (2007:
61) propose to design an individikasket of benefits'This according to the model of Stroh

et al. (2005: 182) would consist in a combination of monetary and non-monetary benefits.
(See figure 12)

Figure 12: Expectancy theory in global assignments

Overall Effort FPerformance Outcomes
motivation
What is the probability that “What is the probability that How much do I
if I put forth effort I can a specific outcome will Positively or negatively
achieve a desired level occur if I achieve a certain value each outcome
of performance? level of performance?
01
MMoney ~
Value
M > E > P > O2 o2
P A Value
- T Promotion
Good selection syvstems Good training programs Good adjustment
enhance probability enhance probability support systems (:)3 03
enhance probability Value

Responsibility
Good compensation systems enhance
probability of Ol(money)

Good career path systems and repatriation
polices enhance probability of O2 (promotion)

Good assignment design syvstems enhance the
probability of O3 (responsibility)

Source: Stroh et. al. (2005)nternational assignments - an integration of strategy, research and pracggipe”,
183

For example, by combining monetary compensation with non-monetary elements such as
training opportunities or career development programs, not only would the level of

satisfaction both during and after the assignment be increased, but the probability that the

desired outcome and (3) valence- the value each individual puts on the outcome
http://en.wikipedia.org/wiki/Victor Vroom(08.12.2009)
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employee managed the required job tasks would gtsoup. (Stroh et al. 2005:184)
Furthermore, by concentrating on the satisfactidningividual needs, the employee’s
commitment to staying with the company will increads an example, many expatriates put
great value on embedding international assignmémtsheir career plan. Moreover, a
combination of monetary and non-monetary elematieifto the individual, would not only
make international assignments more attractivénéndyes of the expatriate, but would also

ensure the cost control for the company. (DOrzemli2808: 266)

According to Adam's Equity Theory, the focus shdotdon ensuring that the expatriate feels,
the rewards of his/her efforts are fair in compamisvith other co-employees with the same
functions. So, it is suggested that the effortsanfindividual have to be rewarded fairly,
taking into consideration the above mentioned iguiput ratio. Only in this way, will the
employee be content and feel that it is worthwhaleput in the effort. (Wikipedia - Equity
Theory 2009)

In summary, it can be argued that discussing theei©f compensation with the expatriate
before he/she leaves for abroad and including ithen contract, will improve the ease of
his/her adjustment and readjustment. Furthermorejdsigning compensation packages by
combining Vroom's Expectancy Theory with Adam's iBqliheory, important objectives can

be reached: (1) an increased motivation to acaegtsaignment, (2) equity, (3) cost control
(4) a smooth reintegration back home (5) completibthe job tasks and (6) commitment to

the company.
7.2.3.3 Social security provision

The approach a company takes in the field of s@®alrity is considered to be central in
avoiding uncertainties and smoothing over the difties and unexpected events that might
occur, when working and living in a foreign settirBy ensuring social security continuity
over the whole expatriate career cycle period,amdy will mobility and ease of adjustment
abroad be fostered, but the repatriate can alsanretontented, knowing that he/she is
safeguarded from negative consequences of histtigitya back home. The company should
guarantee that the expatriate will receive a prgoeial security package abroad and back
home. In so far, human resource management expbrslld be up-to-date on the

international guidelines and country specific ragjohs. (Mutze and Popp 2007: 85; Debrus
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1995a: 141) The aim in this thesis, with the excepbf one practical example given below,
is not to detail all the elements of a social sigyrackage. Rather the intention is to outline

the importance of giving attention to this aspedten preparing the relocation.

For example, according to Henkel KG, it is very orant to ensure continuous pension
insurance also during the international assignmientorder to avoid any negative

consequences, when the expatriate returns homg.eMam consider the possibility of double
pension coverage in both countries. They also peovhe expatriates with unemployment
insurance. Accident insurance is dealt with bylhench of Henkel KG in the host country.

However, in order to ensure total security, thespglay for private accident insurance for the
expatriate and a regularly and private health gsce for all accompanying family members,
too. The company pension scheme runs at home duhaginternational assignment,

providing security for the expatriate after theuratback home. A range of other types of
insurance are also provided: travel accident immea luggage insurance, household
insurance both at home and abroad, liability inscea car insurance and legal costs
insurance, because the risks in a foreign settlemenoften higher than in the homeland.
(Debrus 1995a: 138-141)

7.3 Concluding summary

Pre-departure measures are linked to the factas hhve a positive influence on the
anticipatory adjustment as pointed out in the tegoal model of cross-cultural adjustment in
section 5.5.1. In the framework of this chaptehas been demonstrated that the combination
of good selection systems, logistical and emotisuglport, proper training programs offered
for the employee and family members and an extensontract, do not only aid all three
aspects of adjustment to the new host location, dsb enhance the expatriate's job
performance and commitment to the company. Furtbexmt has been highlighted that an
extensive contract which contains issues relatedh succession plan, compensation
packages and social security provision for the whp#riod of the expatriate career cycle, is
the foundation for a successful expatriation armhtigation process. For a detailed review,
table 5 illustrates the results of chapter 7.
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Tabel 5: The impact of pre-departure activities
Foreign-Country impacts Home-Country impacts
Activity in Expatriate's Expatriate’sjqb Repatriate's re- Repatriate's job
performance in
pre-departure | adjustmentin the | S, 0 O Intent to stay | adjustmentin the | perfomnance in the Intent to stay
stage foreign-country company home country parent company
All three facets es (more Yes (more
Selection of | (more empirical empirical empirical
candidates research is research is research is
- needed) needed) needed)
ch'Stlc.'al and All three facets es (more Yes (more
emotional - - -
assistance (For (more empirical empirical empirical
expatriate and research is research is research is
- needed) needed) needed)
family members)
Pre-departure ¥
cross-cultural | All three facets Yes (if eerr?p(iwt?arle
training (For (if properly properly -
expatnate and designed) designed) research is
- needed)
family members)
Career . .
development | “es _espemally Yes Yes Yes _espemally Yes Yes
program to job facet to job facet
{contract)
. Yes (especially Yes (especially
Competnsattlon general and job Yes Yes general and job Yes Yes
(contract) facet) facet)
Soc:'ilv?seizinty Yes (especially Yes (especially
P general and job Yes Yes general and job Yes Yes

including also
family {contract)

facet)

facet)

Source: Own. Table is based on the results frorpteh&@

8. Measures to be taken during the international asgnment

The arrival in the host country means for the exgt and his/her family the encounter with

the reality they find there, aspects to which thaye been prepared just in the pre-departure

stage. Nevertheless, even a thorough preparatiaindewith language, job and cultural

issues, cannot do away with all the unfamiliarifyiwing and working circumstances abroad.

The critical time period for culture shock, wheféogent task completion and satisfaction are

likely to be endangered, is thought to be betwdss first three months and a year.

(Kihlmann 2004: 83; Sullivan et al. 2002: 81) Hustreason, the company has to support the

newcomers to facilitate their rapid integration.isTichapter proposes thus to discuss the

measures that a multinational company should takengl the international assignment, in

order to foster the in-country adjustment, job perfance and company loyalty.

8.1

Providing logistical and emotional assistance

Authors such as Mezias and Scandura (2005:52®veethat special attention should be paid

to the logistical and emotional support the companses to the expatriate and family
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members. This is because, once they have arrivethenhost location, the number and
intensity of stressful factors affecting them igywegreat. As the advantages of this kind of
support have been already discussed in sectioh, Ztis section will examine only the best
approaches for facilitating their rapid integratiarthe foreign environment. In contrast to the
pre-departure stage, where only the relocation ondrad an important function, it is thought
to be beneficial to have several mentors providisgjstance at this stage. (Harvey and Wiese
1998:41-43; Croccito et al. 2005:527-528; McCaugdey Bruning 2005: 26) This is because
particular types of mentor-protégé relationshipbath the foreign location and the home one,
can increase the expatriate’s and his/her famiygse of adjustment. (Mezias and Scandura
2005:530)

It is recommended that the expatriate have botbrimdl and formal relationships with
mentors in the foreign location, when it comesitdher host country/company adjustment.

For example, informal protégé-mentor relationshgpe considered to be the most
suitable for fostering general adjustment and sssfaé interaction, due to the trustful
interpersonal and long-lasting relationship thay mesult between the two persons. Working
peers, friends and former international assigneesdcgive important aid in matters to do
with general orientation. (Mezias and Scandura Z¥0H At Henkel KG, expatriates receive
important support when searching for accommodatiofor a suitable school for children,
when opening a bank account, when dealing withllaagorities, establishing purchasing
opportunities and medical health care for the enfamily, etc. (Debrus 1995b: 162-167)
According to McCaughey and Bruning (2005: 26) aradvdy and Wiese (1998: 42), a local
inhabitant can be a real help, by offering advibeuw suitable cultural behaviour and helping
the expatriate to make sense of the cultural valms norms. He/she could also help
expatriates and their family members to networkhwitationals, thus increasing their
satisfaction. Kuhlmann (2004:88-89) refers to emopir studies which showed that
newcomers who were involved in social networks,ceeed potential stress-factors less
threatening and coped better with high-pressuvatins.

The expatriate also needs information and suppogdjusting to his/her new work
role at the host location. (Mezias and Scanduré28@7-528) Opinions about who should
give this assistance are however divergent. Drawmdylezias and Scandura (2005: 528), the
expatriates’ hierarchical head is the most suitedsqn to explain the strategy, task

specificities and the expatriate's position. Intcast, Harvey and Wiese (1998: 42) argue that
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the most suited person to provide assistance ithedle issues would be a former expatriate,
as he/she is in a better place to explain the reifiees between the home and the host
company’s values, behavioural patterns and worttigudes. This person could help him/her
to integrate into the local working group and déficulture, so that he/she feels like part of the
team. Thus the expatriate can be helped to sattehis/her job and build relationships.
Although opinions differ regarding formal or infoain on-site mentoring relationships,
assigning a number of host country mentors is contynmonsidered to be useful for fostering
the expatriates’ general, relational and work adpest. Due to the lack of empirical studies,
these proposals are based only on the authors’tihggis and further research into this is

required.

Besides host location mentors, some authors argae dontinuous communication with
mentors from the parent firm is crucial, becauseegealed in section 5.3.1, the expatriate is
often forgotten while he/she is abroad and this c@mmon reason for dissatisfaction and for
the decision to leave the company. Thelocation mentor”(Croccito et al. 2005: 527)
located in the home company, should be thus an rigumo information source for the
expatriate, letting him/her know about the evemis structural changes that take place in the
home organisation. (Croccito et al. 2005: 527; ldgrand Wiese 1998: 41)

Supporting the expatriate’'s spouse along his/heeectapath is also considered to be
important. The mentors’ main concern should beatditate the family members’ well-being,

helping them settle down in the foreign locatiom a&stablish social networks with the host
nationals. (Harvey and Wiese 1998: 42) A host agunational can smooth the adjustment
process of the expatriate’s spouse by assisting avjpb search, helping him/her to obtain a
work permit and suggesting different kinds of wdrigs on cultural issues. (Harvey and
Wiese 1998: 42-43) Nevertheless, as KPMG 2008 Glabsignment Policies and Practices

survey (2008:18) shows, only 19% of the comparnssssted the expatriate’s spouse in his/her

job search and only 29% helped with the acquisitiba work permit.

As well as helping with in-country adjustment, Etirend Brewster (2008: 121) and Croccito
et al. (2005: 528) also stress that on-site memjoenhances job performance and the

expatriate’s willingness to complete the missionoad. This hypothesis was confirmed by



Increasing the Benefits that Arise From Internagiokssignments 90

the empirical study carried out by Feldman and Bolino (1999: 64-6@)eyl found that on-
site mentoring had a positive influence on exptriadjustment, and thus influenced job

satisfaction, the completion of the tasks andnitive to finish assignments, positively too.

Although there are examples of companies that peodifferent kinds of on-site assistance,
there is no research which examines actual worlewichctices, nor makes proposals of
standard activities to be taken in this stage. Wathard to mentoring, few companies provide
programs such as these for their assignees, atmrg€roccito et. al. 2005: 524) In their
study, Suutari and Brewster (2001: 559-567) foumat pnly 25% of the respondents had a
contact person in the home company who kept therno uate with the events happening in
the home corporation. Even though internationaljases considered havinggodfather"as
the most helpful support instrument, the resultdalrhofer and Scullion (2002:821-825)’s
study’® show that only 23% of the respondents had a menttre host location, providing
them with support. By 2008 however the situatios imaproved, as according to the KPMG
2008 Global Assignment Policies and Practices suf2@08: 66-78), 41% of the respondents
said they provided a host national mentor as aacberson.

8.2 Job performance management of the expatriates

In order to gain a competitive edge in the curglobal business context, companies acting
internationally need to have clear global stratggiehich are implemented efficiently
throughout the corporation. Hence, the job performeaof the international assignees is
critical for the success of the international assignt. (Tahvanainen and Suutari 2005: 91)
This implies that the employee should come up ® déRpectations of the company and
achieve the best outcomes. According to Cascio §20®) and Thomas and Lazarova
(2006:255) the expatriate will be able to perforrellvat his/her workplad® not only if
he/she fulfils the organisation’s job specific goand the technical requirements of the

% Feldman and Bolino (1999: 54) conducted a studyasample of 179 expatriates located in 19 countrie
worldwide with the aim to demonstrate the impactooksite mentoring on expatriate adjustment and its
outcomes.

%6 Mayrhofer and Scullion (2002:821) investigated diféerences between male and female expatriates 86
companies belonging to the German clothing industint on overseas assignments.

2’ Cascio (2006:176) considers that performance at workplace consists of “task” and “contextual”
performance. While task performance relates toilfyllb specific organizational goals and technical
requirements of the position, contextual perforneamelates to personal skills like diligence, enduoeg
dutifulness, teamwork, networking abilities or ewsillingness to do also tasks that are not parthef job
description (Thomas and Lazarova 2006: 255)
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position, but also if he/she possesses abilitieessary for carrying out these tasks and
communicating well. This is where the human respunanagement comes in play. Its role is

to "turn employees' potential into the desired resulf§ahvanainen and Suutari 2005: 92)

Firstly, special attention should be paid to thpatxate’s work satisfaction, which is a key
element in his/her job performance and contentedn&his means, to act both on the

"28 and ‘extrinsic®®® facets of work satisfaction, becausieexpatriates are neither

"intrinsic
intrinsically nor extrinsically satisfied while oassignment, the motivation to perform well
and/or remain abroad for the specified length ofigiis diminished.{(Downes et. al. 2000:

123)

Secondly, in order to carry out the organisatistiaitegies effectively, the expatriate has to
understand exactly what his/her job tasks are amak ¢ expected of him/her. Furthermore
he/she has to be focused on task completion antdsher quality of work to improve more
and more. Naturally, he/she should have the negessdls and resources to do the job
adequately and last but not least he/she shoulddtizated and keen to accomplish the tasks
correctly and on time. (Cascio 2006:179-181; Tahuzen and Suutari 2005: 94)

The company’s job is therefore to implement a fdasperformance management process
which includes the following steps: task and goataklishment, job performance
measurement, evaluation, feedback and encourageshguit performance through training
and performance-related payment. (Cascio 2006:819-Tahvanainen and Suutari 2005: 94)
In the following sections the above mentioned st&fpa performance management process
will be discussed, focusing on their positive impam job satisfaction, performance

encouragement and company commitment.
8.2.1 Task and goal establishment

It is important that the communication of the taaksl goals is clear and transparent, so that
the expatriate understands exactly what is expdectea him/her during the assignment. As
discussed in section 7.2.3.1, this should be @akitvithin the contract in the form of a job

8 |ntrinsic satisfaction means feelings of fulfilmemd contentedness residing from successfully ¢eting the
job tasks (Downes et. al. 2000: 123)

9 Extrinsic satisfaction means feelings of fulfilmemd contentedness residing from the appreciat@mards
and promotion at the work place (Downes et. al(20@3)
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description, before he/she leaves for the assighmi&vertheless, it should be also revised by
the management and/or by the expatriate durin@drisésidence abroad, during the course of

every day’s activities. (Tahvanainen and Suuta@32®4; Cascio 2006:179)

Several empirical studi&sconfirm the assumptions made within the theorkticadel of
international adjustment (See also section 5.5¢Black et al. (2009: 348) that job variables
play an important role in the new work setting. Mosthem agree that job clarity and job
discretion help adjustment to work and improve pelsformance and loyalty to the company.
These studies reveal that a clear explanationeohdéw job responsibilities, not only reduced
the expatriate’s uncertainties about the new wdtasgon, and thus helped him/her adapt to
the work better, but also led to a full understagdof what was expected, thereby increasing
the expatriate’s motivation to carry out and finiste tasks. Furthermore, the freedom to
configure new job tasks independently, the freedormake decisions and to do interesting
things, resulted in better job satisfaction, perfance and company commitment. (Black and
Gregersen 1991: 501-510; Stroh et al. 2005: 11liniNan 1993: 67-76)

Goals have to be established in such a way, tlegtrtiotivate the expatriate to make an effort
to reach them and encourage perseverance in aigdingher levels of performance (Cascio
2006:179), because achieving certain goals, wihaece self-esteem and contentedness.
(Moorehead and Griffin 1998: 198) This can be ol®diby setting clear, challenging, but
also reasonable and measurable goals, with cleatlides such as: increasing sales by five
percent in the next six months. Setting achievablé challenging goals, which also require

certain degree of effort, will foster the motivatito attain them. The employee should be

% The study of Black and Gregersen ( 1991: 501-3iéle on a sample of 220 American expatriate masager
working in Japan, Korea, Taiwan and Hong Kong exelithe impact of some job variables on the thaeetf

of adjustment. All three variables: role discretiosle ambiguity and role conflict had an influera@y on the
adjustment to work. Job discretion seemed to hénee strongest positive influence. Role ambiguity was
negatively related to work adjustment, as uncetitsrat the work place inhibit adjustment. The regds valid,
that clear set of tasks diminish ambiguity, fostgrivork adjustment. Role conflict increased undetyaand
inhibited adjustment, as conflicting demands madethe expatriate were hindering work adjustment ttue
different expectations. As a limitation to thisdyuit can be mentioned that no detail had beerrgim how
adjustment was measured, how the job variables Ieen determined and how these variables affected
expatriate's job performance. Naumann (1993: 67e@6)lucted a survey on 157 American expatriate gensa
assigned by U.S. headquarters in subsidiaries 8oath Korea, Hong-Kong, Taiwan and the People'suBlep

of China, with the purpose to reveal the influemdethe job characteristics on their job satisfattidhose
expatriates who got clear responsibilities, who evellowed to use a multitude of competences, whddco
identify themselves with the job, who were alloweddo a complex range of tasks and make indepelydent
decisions in their positions, were content in theip position abroad. Task autonomy also led tcaige
satisfaction. The author draws the conclusion blyagnhancing job satisfaction, the commitment todbmpany
can be obtained. According to Stroh et.al. (20@8L)Job discretion, and job clarity have a positingact on

the performance, while role conflict hinders it.
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given a deadline for achieving particular goalsthessense of urgency increases efforts and
the results will be obtained quicker. It is impaoittéhat the employee accepts these goals and
is willing to achieve them, because the higherheis/commitment to the goal, the higher
his/her motivation to perform. (Tahvanainen and t&uw2005: 94; Moorehead and Griffin
1998:199)

Proper task and goal establishment is thus an iramiostep in achieving job satisfaction and
thus implicitly job performance and company comneitiy too. The results of a recent
empirical study® by Tahvanainen (2007:180-181) on goal setting times at Nokia

Telecommunications were alarming. In all positi@amart from top and middle managers,
expatriates were not given a clear and extensivmitien of the goals to be achieved.

Expectations were often only communicated on &/ dekis.
8.2.2 Job performance measurement and assessment

After defining the expatriate’s job responsibilgiand setting goals, the management has to
identify the performance criteria and measure wérethese goals are achieved. Moreover, it
should be explained to the expatriates what thelireaents are and how their work
efficiency will be measured. Appraisal of the indival’'s performance and regular feedback
on his/her current level of performance, will leikher know exactly where he/she stands
and will foster him/her to learn to achieve goastér. (Cascio 2006:179-180)

Given the difficulties connected with defining \dhfperformance criteria, a fair assessment of
the expatriate’s work efficiency is crucial.

Firstly, the translation of the goal into clear icators will enhance the expatriate’s
understanding of what should be accomplished. kamele, setting a goal such '‘asake a
company successfuls very unclear, unless clear criteria for measyrihe success are
established. In this case, the number of qualiéyntd received from customers, could be an
indicator, which would be relevant for measuringtomer satisfaction. (Cascio 2006:180)

Secondly, in an international context the detertiomaof valid performance criteria is
often hard, because failure to consider the remledsions of the foreign context such as:

31 Tahvanainen (2007:174-175) examined the performamnagement practices of Nokia Telecommunications.
She interviewed a number of 81 Finnish expatriates worked in different positions like top manageniddle
managers, business founders, customer project gagsdoand research and development project persannel
Finland, Thailand, China, United Kingdom and thetekh States.
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local inflation rate, quick currency exchange raaeiation, unstable political situation, strict
government regulations, cultural differences etwuld lead to an unfair assessment of the
expatriates’ efficiency and thus to dissatisfactibar instance, high depreciation of the local
currency over a longer period of time may be reé#ldan a loss in the accounting in the home
currency, even though the subsidiary is actualbfifable. (Stroh et. al. 2005: 149; Cascio
2006:180-181) One solution would be to find a bedabetweefiachievements in relation to
objectives, behavior on the job as it relates tofgrenance (competencies), and day-to-day
effectiveness(Stroh et. al. 2005: 150), meaning that the exoegtichallenges the expatriate
has to struggle working abroad, should be consitjeo®. Another solution to the problem of
accurate measurement and assessment of the etgdatparformance would be to establish
both*? hard and soft performance criteria, (Tahvanained Suutari 2005: 94-95) as in a
foreign setting often good collaboration with logal governmental authorities, excellent
cross-cultural competencies and negotiation s&idsmore likely to lead to success. (Stroh et.
al. 2005: 150) Unfortunately, in most of the enwati studies, the reader is not given a
detailed insight into how job performance was meaduThere are however a few studies
that do. The survey conducted by Gregersen andkB(&893:133-135) revealed that
performance was measured using both hard and stéti@ (1) general efficiency, (2)
interaction and communication skills (3) work qtaknd (4) completion of the job related
targets. However, general efficiency and work dgyaliere not defined.

As well as environmental factors, scholars argus fbb performance during the
overseas assignment might be affected also byimdesk requirements, the personality of
the individual, and the expatriate’s and his/henifg member’s hardships adjusting (Schuler
et al. 1991: 368-369; Collings et al. 2009: 81)jchhshould all be taken into consideration
when establishing the success criteria for the teigba. As these factors have already been
discussed in detail in this paper, here they ahg mentioned in passing.

Unfortunately, the importance of establishing propéteria to measure the performance of
the expatriate in the foreign setting is often eligmrded, in practice. (Stroh et. al. 2005: 150)
Table 6 presents some criteria used by Pepsi-Qaarniational to measure individual

performance, in order to illustrate this.

%2Tahvanainen and Suutari (2005: 94-95) distinguigies/een (1) hard performance criteria: profitsume on
investment, sales, cash flows, market share, phlysiclumes produced and (2) soft performance daiter
establishing customer relationships, networks lat lyalty, collaboration etc.
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Tabel 6: Success factors for performance measuremeaind management at Pepsi-Cola

International
Crt. No. Success Factors for Tasks
Performance Measurement
1. Handling business complexity Figuring out whegds to be done and charting a
course of action
2. Drives/results orientation Focusing on an oute@mnd driving
for completion
Leads/manages people Directing the work of aativatting others
5. Organizational savvy Knowing how the organizatieorks and
how to maximize it
7. Executive maturity Always acting with maturitgydagood judgment
Technical knowledge Understanding and apply&atpnical knowledge
9. Positive people skills Knowing how to get alamith people from all cultures

Source: Schuler et al. (19916trategic Performance Measurement and ManagemantMultinational

Corporations”,pp. 373°

Taking a look at the second success factor, atife®ga International, it can be seen, that
each expatriate manager should focus on a parntigok and try to find original solutions in
order to maximize results. Nevertheless, the comsould define specific outcomes for
different locations, because according to Strohl.e(2005: 153-154), the success criteria in
Chile could be different from those in Great Bntar China. For example, focusing on the
return on investment in the short term would bs legportant in China than the establishing
good relationships with local public institutions the professional development of Chinese
employees. Both could enhance organisational pegoce in the long term. Schuler et al.
(1991:373)’s article does not mention this shorticgmin Pepsi-Cola International. Another
limitation is, that setting a target for an expati manager to get along with people from all
cultures (See the last success factor from tahleg®ms unreasonable, as a manager who is
successful in a certain cultural setting, will necessarily achieve the same results in another

cultural environment, as Forster (2007: 84) argues.

% The management of Pepsi-Cola International, hasiies offices in over 150 countries, developedramon
performance system for measuring individual perfomoe in all its’ global units. The table contaiagv/fcriteria
for the purpose of further discussion within the@gra For all criteria, see (Schuler et. al. 19912-373)



Increasing the Benefits that Arise From Internagiokssignments 96

Regular performance appraisal and feedback hasvemtrack record of success not only in
improving performance (Cascio 2006:180; Luthans &adner 2002: 785), but also in
increasing the expatriates’ job satisfaction acicmydo the empirical studi#by Naumann
(1993: 72) and Tahvanainen (2007:177-181). Thopatertes, who received a realistic and
regular assessment of their accomplishments, weree matisfied with their workplace.
However, the mere presence of feedback is notcserfi. Feedback, which emphasizes the
strengths of the expatriate and focuses on impgpvirs/her competences are likely to
enhance self-awareness, satisfaction and perfoend@y making the expatriate aware of
his/her weaknesses, these can be recognised arsfotraed in strengths, with the help of
rigorous training programs. Without a realistic emssnent, expatriates may develop an

erroneous insight into their strengths and wealagegtuthans and Farner 2002: 790-791)

Nevertheless, giving feedback is a difficult taskhe global context, as it is embedded in the
specificity of the companies’ global approach, adt differences and the different
performance requirements of the parent and hostitots. (Tahvanainen and Suutari 2005:
92-93; Thomas and Lazarova 2006: 255) Thus it shbalgiven special attention in order to
avoid “unintended consequences{Cascio 2006: 186) For example, while in indivilitstec
societies a direct discussion between the supendsd the expatriate is a well accepted
norm, in collectivist cultures this would lead to ambarrassing situation and a loss of face
and would thus upset the expatriate. Here, aneantiand rather circumspect approach is
more welcome, possibly involving a third personag€lo 2006: 187-188) Cascio (2006: 187-
189) stresses the importance of being aware ourlltdifferences with respect to the
performance appraisal process. He says that tmesaftan neglected in practice. The author
proposes in his worR best practices in three different cultures witharel to raters, feedback
objectives, -style and -frequency.

In a foreign context, a multi-rater performanceeasment approach seems to be most
efficient (Stroh et. al. 2005: 156-157; Tahvanairm Suutari 2005: 96), as a supervisor
located in headquarters is often unable to judge dhkpatriates’ job performance in an
objective way. (Stroh et. al. 2005: 156-157) St{@005:157) therefore proposes that a

% Naumann (1993: 72) found that those expatriates reheived a performance appraisal were more isatiaf
their workplace. Tahvanainen (2007:177-181) shdws in the majority of the cases the expatriatesking at
Nokia Telecommunications received a regular feekllwddch made them satisfied. Still, the expatriatesking
in customer project did not receive any performdeegelback, although they expected it.

% The author illustrates in a table differences @rfgrmance appraisal practices in Western cult(estes
States) Middle Eastern culture (Saudi Arabia) and Fastern culture (Korea) — for details see (©a26i06:
189)
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teant® of organisation members and external evaluateesjdd by a team leader, assess the
performance of the expatriate. However, TahvanaamehSuutari (2005: 96-97) outline some
disadvantages of this approach, for example passitdagreements between evaluators or
personal antipathy. In contrast, Aycan (1997: 4@ues that, while the expatriates’ general
satisfaction, communication abilities, networkingills and teamwork ability should be
assessed by the on-site supervisor and co-workergjuality and quantity of the outcomes
and effective communication with headquarters, khobe assessed by a home-site
supervisor, so that the evaluation is fair.

With regard to feedback frequency, some scholaggest the best practice is a yearly
performance evaluation and feedback (Cascio 2008, #¥hile others consider a performance
appraisal every six months to be suitable. (Sttadd.€2005:159) Taking into account the time
needed to adjust abroad, the first evaluation shdod done between 3-6 months after
beginning the job in the foreign location. (Sullvat al. 2002:81)

It is clear that the expatriates’ job performanceasurement and assessment is a complex
issue. This requires much attention, especially iforeign environment, if the expatriate’s
efforts at work are to be fairly assessed - a prasite for a successful mission abroad.
Therefore, all factors that might impact the intgronal assignee’s job performance in the
foreign environment have to be considered, in ortteravoid dissatisfaction, work

inefficiency and premature returns.
8.2.3 Encouraging high job performance

Companies take a number of steps to increase jdbrpence, such as: (1) training and
development of the international assignees during &ssignment and (2) providing
performance-related rewards. (Tahvanainen and Bu@@05: 98-101) These will be
highlighted in the followings.

8.2.3.1 Post-arrival cross-cultural training

Several scholars such as: Suutari and Burch (2800:301), Avril and Magnini (2007: 59),
Black et al. (1992a: 106-108) and Waxin and Pawa¢2005:65) stress the necessity of

carrying out cross-cultural training after the mit&ional assignee and his/her family have

% The team of evaluators proposed by Stroh et 80%2157) consists of on-site supervisor, peer-marsag
subordinates, global manager, clients leaded bgpiaeader
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arrived in the host location. They argue that, ipraper pre-departure training had been
provided, the expatriate’s adjustment to the dayday organisational issues will be less
problematic. However, post-arrival training can phedxpatriates to better master the
difficulties related to cultural, communication ajotb matters, as the host location is the ideal
place to grasp all these. As discussed in secti@r?.7 about the benefits of cross-cultural
training, these are considered to be valid durhrey dssignment, also. Training might be a
useful instrument for improving the expatriate's jperformance, when performance
evaluation has established that he/she lacks sbitigea necessary for achieving particular

goals, or simply for future performance improvemé¢nahvanainen and Suutari 2005: 98)

Avril and Magnini (2007:59) suggest classroom stykening, real-time training, CD-Rom

and/or online forms of training. In their articldendenhall and Stahl (2000: 253-254) argue
that as well as the traditional cross-culturalnirag sessions, international assignees should
discuss specific cross-cultural issues with a pekooach. This person might be a help in

solving current problems that expatriates mighoenter during their overseas sojourn.
8.2.3.2 Performance-related rewarding

Performance bonuses in expatriate compensationagask are very important reward
instruments, for showing appreciation for the resthat have been achieved. (Tahvanainen
and Suutari 2005: 100) Performance bonuses arglihaoo motivate and push expatriates to
achieve higher levels of performance and implidithysatisfaction and company commitment.
(Downes et. al. 2000: 123; Aycan 1997: 450)

However, literature on the topic mentions that én@ges are often not rewarded adequately
for their efforts. Research highlights, that exjaaé#s often receive their bonuses only long
after the completion of the assignment abroad, evbiher studies report that employees are
not satisfied with their bonuses. (Tahvanainen @adtari 2005: 101) The stutfyof Suutari
and Tornikoski (2001: 400) exposed that some ebgtasr complained about the lack of

correlation between their achievements at work twedwage they were paid and proposed

87 suutari and Tornikoski (2001: 390) analysed theelleof satisfaction among a number of 301 Finnish
expatriates with their compensation packages.
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performance-related bonuses. Another sttily Tahvanainen (2007:174-181) showed that in
the case of most expatriates working at Nokia Tefeounications, the link between
performance and pay was unclear, because goals wareclearly defined. Offering
performance-related payment, would improve the eyg#’s satisfaction and performance.
Nevertheless, the management should provide reviaitdsed to the needs of the expatriates,
immediately after the completion of an importargjpct. Obviously, it would be ideal if there
was a clear relation between goals, achieved jobraplishments and performance bonuses.
(Cascio 2006:181)

As seen in this section, designing performance gemant systems for expatriates is very
complex, but at the same time crucial to enhanttiegindividual's job performance, helping
his/her satisfaction and increasing his/her commitimto the company. This is a real
challenge for multinational companies, as they hewde aware of the large number of
variables which affect performance, especially thdtural and adjustment ones. As
expatriation cannot be separated from repatriatiois, paper suggests that the performance

management of the employee should be continudtkinepatriation phase.
8.3 Preparation for repatriation

As shown in section 5.3., the perceived reversailshock back home may be the most
negative re-entry experience of an overseas assigirboth for the repatriate and for the
family members and it may well affect the repa&’stjob performance and loyalty to the
company. The negative psychological and physicaitiens to the new and/or changed home
environment are usually caused by the unexpectedfrardation with the present
circumstances of the home country/company. Astitatied within the theoretical model of
repatriation adjustment in section 5.5.3, it isuassd that a proactive repatriation should start
by managing the expatriates’ expectations justreefioe completion of the mission abroad.
The empirical study by Black (1991: 96-98) confirmed the hypothesisBdéck et al.
(1992b:744) that by developing an accurate piobfiexactly what repatriates will return to in

% Only in the case of top managers the goals wesarlgl defined in the frame of incentive schemes tted
major aim was therefore to achieve these goalsa @secondition to get a performance-related payment
Tahvanainen (2007:176)

% Black (1991: 96-97) made a study on a number &f fépatriates who turned back from four big U.S.
companies after an overseas assignment lastinghéoe than 9 months. He examined the impact of geeci
expectations on readjustment ease and job perfagnback home. Here work performance was measured in
terms of general efficiency, communication skigjgality in the work and degree of obtaining the kvargets.
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advance, the insecurities about their non-work jabdsituation will be reduced, and thus a

smooth readjustment and better job performancebsithchieved.

Many researchers think that appropriate pre-retunch post-return adjustment is achieved by
carefully planning repatriation. Preferably prepara for repatriation should begin six
months before the completion of the foreign assigmmin order to ensure a smooth
repatriation. It should help international assignée prepare themselves for foreseen home
events, for changes that could influence their etgi®ns and help them develop strategies to
cope with them. (McCaughey and Bruning 2005: 27¢DBanald and Arthur 2005: 148-153;
Mendenhall et al. 2009: 12; Aycan 1997: 444) It WHoalso focus on the private and

professional future of the employee and family memb(Harvey and Wiese 1998: 43)

This section will analyse (1) what kind of prepamatactivities would enhance not only the
pre-return adjustment of the expatriate and hisfaerily members, but also his/her job
performance and commitment to the company upomtigreand (2) why these activities

should be carried out at this stage.
8.3.1 Providing information and assistance

The key to creating anticipatory expectations it providing realistic, precise information
and assistance with issues of general, organisdtiand social changes. As in the pre-
departure stage, it is recommended that this medalkes place before the expatriate returns
home, in order to reduce anxieties caused by tbmilng repatriation. Expatriates, who feel
secure and supported, are more likely to adjustpantbrm well, than those who are anxious
about their future situation back home. (MacDorald Arthur 2005:150; Harvey and Wiese
1998: 43; Aycan 1997:450; Black et al. 1992b:744rdbver, the company’s support will
increase the employee’s identification with the pamy (Ddrzenbach 2008: 284), as met or
over met expectatiofi5are likely to increase satisfaction of the retesigMacDonald and
Arthur 2003:7) Steps such as: pre-departure regtni training, continuous communication
with the home office, mentoring, frequent home tgisare useful (MacDonald and Arthur
2005:148-150; Lazarova and Caligiuri 2001:389) #ngs their benefits will be discussed in

detail.

4 MacDonald and Arthur (2003: 4-7) surveyed a nunded Canadian repatriates who worked for more than
years overseas. They found out that met or overaxgéctations after repatriation led to a smoadindition,
while unmet expectations caused readjustment prablBlevertheless the sample of respondents was smal
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It is recommended that the international assigmeeivestraining before leaving the host
company, so that he/she can form an image abouivthg and working circumstances back
home. Such workshops should explain to expatriéig¢sthe possible negative effects of
reverse culture shock, (2) the changes that h&entplace in the home country/company, in
the individual himself, and in the family membersridg their overseas sojourn and (3)
methods of dealing with possible uncertainties damke. (MacDonald and Arthur 2005:150)

Scholars believe that the formation of precisecgpaitory expectations is more likely to take
place through permanent contact with the home affi@ontinuous communication between
the home company office and the expatriate shduld focus on the reducing of all fears
about repatriation. (MacDonald and Arthur 2005:16@rvey and Wiese 1998: 43; Aycan
1997:450) The empirical study by Suutari and Vadnf2002:630) showed that keeping up-
to-date on events taking place in the parent cguhtad a positive effect on repatriates’ ease
of general readjustment and interaction, while ltesof Aycan (1997:450) highlighted its
beneficial impact on the repatriates’ ease of nestdjent to their work. Empirical reseatth
by Lazarova and Caligiuri (2001: 393) and Stfaét al. (1998:120) showed similar findings.
Discussions on what to expect upon return and psentacontact with friends and work
colleagues from the parent company helped the Bapatto have expectations which
corresponded with the reality, and thus positivadfgcted the his/her intentions to stay with

the corporation.

Even though friends, family members or work coligegy located at home may be a real
support, often these people have never lived ior@dn country and are thus unable to give
advice on readjustment. That is why company iratlamnentoring just before the employee
returns home is crucial, preventing a severe reveutture shock and poor job performance
resulting from it, back home. (Mezias and Scandi0@5: 529) The relocation mentor can
provide plenty of informational and psychologicapport, updating the expatriate about the
structural changes within the home company, andrimmihg him/her about home living

circumstances, schooling possibilities for childreredical facilities and other family issues

“! Lazarova and Caligiuri (2001: 389) made a surveyasample of 58 expatriates from four North-Angmic
based multinational companies with the aim to find what kind of supportive practices are likelyitorease
the retention of repatriates

2 Stroh et al. (1998: 118) surveyed a number of fEphtriates working overseas who returned backiég t
settlements in the United States. The aim of tlséiidy was to find out what gaps existed between the
expatriates’ work and non-work expectations andréadities they found and how methods of closirig tap
enhanced their commitment to the company.
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etc. Furthermore he/she may aid the establishmfecdrdact with former colleagues and/or
friends and counsel the expatriate in various norkwmatters. (MacDonald and Arthur
2005:150; Harvey and Wiese 1998: 43)

Frequent visits to the home country and office, @s® useful practices which provide an
excellent opportunity for the expatriate to gettagdate on home circumstances and thus
facilitate a smooth move back home. (Black et18P2b: 745-746) A Canadian respondent
told: “...And we knew there would be a lot of changes iargting here when we came
back...We talked to people who had come back, sooweof knew what to expect.”
(MacDonald and Arthur 2003: 7)

In addition, Harvey and Wiese (1998:. 43-44) stréss importance of counselling the
expatriate’s family about re-entry, too and to oigag the spouse's home career. It is also
suggested that the relocation mentor should stacussions with the spouse about his/her
home job position at least six months before tHecegion. (Harvey and Wiese 1998: 43)
Preparing the housing conditions is critical (Harvend Wiese 1998: 44), as proper
accommodation is essential to ensuring the repaiasuccessful readjustment at work.
(MacDonald and Arthur 2005:152) The re-entry ddteusd be scheduled to fit in with the
beginning/end of school term. (Hurn 1999: 226-227)

8.3.2 Planning the return position

Several scholars argue that the expatriate’s cgremgression has to be continued in the
preparation phase, just before the re-entry backehd@wo important activities are advisable:
(1) performance appraisal for a successful regainiaand (2) consultation on home career
possibilities (D6rzenbach 2008: 279; Hurn 1999:;22&rvey and Wiese 1998: 43; Crocitto
et al. 2005: 529), which will be discussed in tbkofvings.

Drawing on Dorzenbach (2008:279-280), an examinatd the job accomplishments
achieved, should take place just before the emplogaves the host location. This
performance evaluation can detect in early stagssiple efficiency discrepancies. These
potential weaknesses could be corrected later wiflocused training session. Moreover,

authors emphasise the need to check the knowlemlgee bompetencies and expertise that the
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expatriate acquired during the assignment, sottieste assets can be properly utilised upon
repatriation. (Crocitto et al. 2005: 529; Hurn 19296)

Another essential step is planning the job positdrnich the expatriate will hold on his/her

return. Literature on the subject makes clear, that expatriate’s job expectations are
absolute critical. If these are not taken into aetpreadjustment to the work environment,
job performance back home and commitment to thepemy could be endangered. This is
because, when uncertainties about future work tondi are diminished, the employee will

be better prepared for the new home office enviremm(Stroh et al. 2005: 229-230; Vidal et
al. 2007: 321-332) Indeeih a recent empirical studfy Vidal et al. (2007: 327-332) found

that accurate information about the work issuessomeal in terms of job tasks, job position,
responsibilities and independence in decisionsamecdd the repatriates’ ability to cope with
the job tasks back home. The study by Suutari aaliméa (2002: 632) confirmed earlier

findings and found that those returnees who weferimed long time before repatriation

about their exact job positions and responsibgdjtishowed higher level of general and job
satisfaction, due to the less ambiguous naturbeof future.

As seen in point 5.3.1., a major anxiety and atbsto repatriation adjustment is the
question whether a proper job position will be agedupon re-entry in the home company or
not. So, it is advisable to start preparationsdmaace and to counsel the individual about
his/fher home career. The empirical resedrtly Stroh (1995: 450-454) highlighted that in
those companies where the repatriation of theirleyses had been planned, where the
assignment fitted into the employees’ career dgureknt path and where expatriates were
given a realistic impression of the home positemployees were more satisfied and thus the
repatriate attrition rates were lower. As a pradtisolution, Stroh et al. (2005: 229-230)
suggest the formation of a repatriation team mauefuhe relocation mentor and a human
resource employee, who should start assessing r@paénng the future job position of the
employee, three to six months before repatriat@@oviously, the job position agreed in the
contract before leaving overseas should be coresidand it should be chosen to fit with the
career development of the employee. (DdrzenbacB:286-236) Still, a discussion with the
expatriate about what kind of job he/she would bxedo upon the re-entrance or attempting

“3vVidal et al. (2007: 317) analysed the impact dfiedlent factors on repatriation adjustment on apgarof 122
repatriates returning to their Spanish corporations

“ The study by Stroh (1995: 443) was made on a sampl51 human resource managers from 51 US-
headquartered US multinational corporations with #im to find out which variables impact the atirit
willingness of the repatriates.
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to find a position within the organization thatsfithe expatriate’s wishes and acquired
competencies, seems to be a best practice. Thisokiapproach has led to the diminishment
of attrition rates among repatriates at the Morsaompany. (Stroh et al. 2005: 230) Black
and Gregersen (2007a:127) also found that thosdriaies who were involved in the process
of discussing repatriation issues just before depar felt more appreciated and that the

attrition rates among them fall rapidly.

Unfortunately preparation for re-entry is givertldéitattention in practice. Many companies
underestimate the importance of a proactive regiain preparation and consider that the
return home is not a problematic issue. In theseaech, Baruch et al. (2002: 665-668) studied
the repatriation practices of a middle-sized UKpowation. Expatriates were allowed to visit
their country once per year. For regular commuracawith the home company, a line
manager was nominated to keep them updated on ebavithin the headquarters, by e-mail.
Nevertheless, expatriates reported poor organisatial expressed their dissatisfaction, as
these contact persons changed continuously andbdsteuctural changes, old networks were
lost. In addition, there was no special preparafionwork and non-work issues before
leaving the host country, either for the expatriatdor his/her spousél was not prepared,;
my expatriation was due to be finished in July, ibhu¥ay I still had no idea of my next job!"
stated one repatriate. (Baruch et al. 2002: 668phsequence, half of the repatriates left their
company upon return. (Baruch et al. 2002: 668) fEsailts of another empirical stidyy
Linehan and Scullion (2002b: 650-652) are astonghOnly two companies out of fifty
prepared their expatriates in order to make theientry smoother, by providing regular
activities to keep them up-to-date on home evdaytgrganising a yearly home visit and a six
month job assessment prior to re-entry back homee Tespondents involved in this
preparation stated, that this practice enhanced tleadjustment and reduced many
difficulties regarding repatriation. According tthet GMAC Global Relocation Services
survey (2004: 52) on global relocation trends 22084, only 44% of the respondents took
part in discussions about repatriation issues betompleting the international assignment.
This is a rather low percentage, which shows tlas tssue is disregarded in many
multinational companies. Unfortunately, no studyswaund that reported the existence of

pre-departure preparation for the family membersnde, "without this assistance and

% Linehan and Scullion (2002b: 650) investigated tkpatriation of female managers on a sample of 50
Western Europe companies.



Increasing the Benefits that Arise From Internagiokssignments 10¢

information, there is a heightened potential folspillover' from the manager's personal life

that could impact his/her professional repatriatib(Harvey and Wiese 1998: 43)
8.4 Concluding summary

The measures to be taken during the assignmeitinkeel to the factors that have a positive
influence on the in-country and pre-return adjustinas pointed out in the theoretical model

of cross-cultural adjustment and re-adjustmenestisns 5.5.2 and 5.5.3.

It has been revealed that logistical and emoti@saistance provided for the international
assignees during the assignment especially throagiplex mentoring programs seems to be
beneficial, because it reduces ambiguities andediesi about the unknown and the general
and working environment. Appointing informal andrf@l mentors to provide psychological
and logistical support regarding the living, workimnd networking issues, is likely to
improve the ease of adjustment in all three facéhss would then indirectly lead to an
increased improvement in job performance and comenit to the company. Unfortunately,
although there are some theoretical proposals #aténsents on this issue, there is little
empirical evidence. For this reason, future redeasbould carry out more detailed

examinations.

Designing performance management systems that fmecussk and goal establishment, on
the measurement of job performance, on the assassmé encouragement of performance
by means of post-arrival cross-cultural training @erformance related bonuses, is also likely
to enhance ease of adjustment, job performancenanebse the employees’ intention to stay
in the company. Nevertheless, special attentiomeguired when establishing goals and
assessing the expatriate’s activity fairly, becathssze are a multitude of variables that need

consideration.

In addition, companies have to be aware, that aqgbne repatriation procedsegins just
before the expatriate has finished the assignmierdad, and makes preparations with the
family to return back home. Although in practicestissue is rather neglected, it has been
shown that pre-departure repatriation training,enstve interaction with the home
organisation, information and the provision of sopdor the expatriate and his/her family

members are likely to lead to the fulfilment of j@nd general expectations and increase the
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interaction ease with individuals from the homeakoan. This will not only enhance the

anticipatory repatriation adjustment, but also rgitken the expatriate/repatriate’s
commitment to the company and his/her job perforeaback home. Furthermore, careful
planning of the expatriate’s job position on retamd the integration of the assignment into
the employees’ career development path should tieopthis process. For a detailed review,

table 7 illustrates the results of chapter 8.

Tabel 7: The impact of activities done during thenternational assignment

Foreign-Country impacts Home-Country impacts
Expatriate™s
Activity in mpmﬁﬁ Joir Foapatststers ro- Repatriste's job
i fion ota the forsign- parfontancd | intsnttostay | sdjustmentintne | performance in the intant to stay
SRl SRS country T homea country parent company
COmpany
L?QIBTIIEE_|_E.|_I'H:| £ Al t_hree Yes (more | Yes (more
efm:-;m na ET:r-Iz?I'I{E soeta_[mnlre empirical empirical
forforegp et | omores, | rescarons | reseerns | - -
familty members) neseded) needed) needed)
Task and goal Yas
establishment for the E'FIEC';;'}' ta Ves Yas B ) )
axp ?t_r!ste during job facet
sssignment
Job performance .
messurament snd Vas . .
gszessment durin especally to Yes Yeas - - -
SsEsET 9 | jobfacet
assignment
Paost-amival cross- All three
cultural training (For facets (i Vas Yas
expatriate and family property as es - - -
members) designed)
Perfomiance relsted [E';;{:;slry'
rE'-;Eir;::!|nr?rr?E|:1|:ng general and Yes Yes - - -
=g job facat)
Providing informaton
end assistance for
retuming home (For - - - All three facets Yes Yes
expatriate and family
members)
Planning the retum
position of the ~ ~ ~ Yes especally . ,
expatriate back n the the pb facet es *re5|
home company

Source: Own. Figure is based on the results froapten 8
9. Measures to be taken after the international agghment

This chapter will discuss the measures that the amumesource management of a
multinational company should take after the reaamte of the returnees in the home country,
to alleviate the problems involved in repatriatidime aim is thus to analyse (1) the kinds of

activities that would enhance not only re-adjustimeithe repatriate and his/her family
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members, but also his/her job performance and coyngammitment and (2) why these

activities should be carried out at this stage.
9.1 Providing logistical and emotional assistance

Section 5.3 revealed that repatriates and theilyamembers have often huge difficulties re-
adjusting, because they are confronted with aditnatige issues related to relocation, which
are difficult, lengthy and distract from job resgdbilities. That is why, relocation assistance
provided by the company, will allow the repatria@re time to concentrate on his/her job
duties. (Feldman 1991:174) Moreover, Do6rzenbachO§ZB0) argues that corporate
assistance is a demonstration of the company'seafgtion of the repatriate, and thus
increases the employee’s feelings of trust, hisBaisfaction and identification with the
corporation. This statement was confirmed by thedytby Lazarova and Caligiuri

(2001:394), who found that support given to aidciueintegration upon arrival back home,
was perceived positively by employees and it wéated to stronger intentions to continue

the professional activity in the company.

For examplephysical relocation can be arranged by specialresgéions such as so-called
"relocation-services" This allows the repatriate to concentrate fully lis/her job tasks,
being relieved of all relocation troubles. (Dorzaa 2008:281) Other scholars point out the
importance of a formal mentoring system, enhancthg home-country repatriation
adjustment. (Mezias and Scandura 2005: 529) Fdéanns, on arrival home, the relocation
mentor may greet the returning repatriate and @iséimily at the airport. He/she might also
provide support in finding accommodation, solvebbpeas with local authorities, health care
facilities, solve children's education issues, dgiveancial advice and counsel the family in

daily organisational matters. (Holt and Wiggintd02: 474)

With regard to emotional assistance, it is advisdblgive the repatriate full assistance over
this difficult period, to avoid a severe reversdtune shock. For instance, a special holiday
could be granted to allow some time for reintegratiDérzenbach 2008:281) Furthermore,
the company can help this process by contactingepatriate’s friends and former working

colleagues, in order to help him/her build up sootatacts. New returnees can be introduced
to social clubs, where they may come together aweldp new networks and exchange their

experiences. (Kuhlmann 2004: 97-101) However, gpmatriate himself/herself can also do
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many things to smooth this transition. Objectiv@entations, flexibility, open mindedness,
setting achievable goals, networking with friendwl avorking colleagues and keeping in
contact with the host company, are just a few exaspf measures the repatriate should take

to ease his/her own readjustment. (Hurn 1999: 227)

Mentoring can be a real help for easing readjustnmerthe home company. In order to
alleviate the stress caused by changes that h&ea talace in the home organisation, the
relocation mentor can update the repatriate wigfulsnformation. He/she can also represent
the repatriate’s career path expectations in dgons with the management, give the
repatriate career counselling and keep him/her tepdaith training opportunities and job
vacancies. (Mezias and Scandura 2005: 530; Kuhlr2@d: 96; Vidal et al. 2007: 322) If
repatriates have been assigned a mentor to dssistih these issues, they are more likely to
be promoted to an adequate job position, as Feld(h881:174) stresses. Drawing on
Crocitto et al. (2005: 529 —-530) it is advisablattthe relationship with the relocation mentor

continues for at least 12 months after repatriatiorder to facilitate full readjustment.

As shown in section 5.3.2, shock experienced byilyfamembers upon re-entrgan be very
disruptive and have a negative impact on the rigals job performance and commitment to
the company. MacDonald and Arthur (2005: 152) saeggeoviding re-entry assistance for
the spouse, which would include assistance inrig@ job and career counselling. Help with
job seeking and help with writing the curriculumtad, as well as specially organised
seminars designed to bring the spouse’s knowledge m the field of his/her profession up-
to-date, are some measures to be taken. (Hurn 2299:Furthermore, it is suggested that the
company holds special reintegration seminars, wpersonal and family problems can be
discussed and where repatriates’ partners comethielgdo socialise and share their

experiences. (Kuhlmann 2004: 101)
9.2 Post-arrival training

In addition to logistical and emotional supporgirtiing sessions should be provided for the
returnees immediately after their home re-entryl{ldnd Wigginton 2002: 472) Osman-Gani
and Hyder (2008: 458) stress how useful such sessice in helping the returnees to cope
with unusual problems regarding the general andkwenvironment and how much

satisfaction, an investment of this kind gives thpatriate. There is no standard re-entry
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training proposal in secondary literature on thpido Rather, there are many different
opinions regarding the content of such reorientapoograms. All researchers do however
agree that, it is necessary to involve the famignmbers in this process, too.

In their empirical studf’, Osman-Gani and Hyder (2008: 463-472) asked riepadr
what kind of training programs they preferred. Bbhse the responses, the authors concluded,
that a proper repatriation training program shdagda mixture between cross-cultural training
to help the repatriates to develop coping stratefpe dealing with reverse culture shock,
training for issues related to living circumstanca®a study and reorientation for the family.
A balanced training program like this would in thepinion, make the returnees’ life easier in
the home setting and would improve their ability n@aster the new requirements in the
changed cultural environment.

In contrast, Howard (1974:25) thinks that more eagi$ should be placed on the job
aspect. He maintains the importance of familiagdime repatriate with the present situation
of the home company, which would mean presentimgrépatriate and his/her spouse to
future working colleagues, bringing the repatriafeto-date with new company procedures,
with structural changes, new management staff, ymotines and/or services and providing
social networking programs. Dérzenbach (2008:282)28/es the example of a reintegration
seminar as a socialising method, in order to dasedintegration in the home company. This
seminar should involve a feedback session, durihiclwrepatriates would discuss their
experiences, different cultural aspects, appropria¢haviour habits and techniques for
dealing with conflicts arising from cultural diffiemces. Vidal et al. (2007: 323) and Feldman
(1991: 174) argue that a training which focuseshmnrepatriate’s new work situation will
foster his/her workplace satisfaction and his/Haglitg to efficiently deal with the new job
requirements.

In their theoretical framework of repatriation agtjment, Black et al. (1992b:750-751)
suggested that the mere existence of a post-atraiaing is not enough. The content of the
training program is very important, as trainingldaling repatriation which focuses on all
three aspects: general environment, work and conwaton with home nationals, is the
most likely to enhance the repatriation adjustnieiadl these areas.

46 Osman-Gani and Hyder (2008: 460-463) investigéttedrepatriation training practices among 162 nigias
who recently returned to Singapore from their ogassassignments in the Asia-Pacific Region withaiine to
find out what training and career development jicastwould enhance effective readjustment.
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Re-entry training not only prevents severe reveecséiure shock, but also enhances
commitment to the company, as the repatriatessiggborted antl...that the firm is aware of
and pays attention to the challenges of coming hogstroh et al. 2005:228) This view was
also conveyed in Lazarova and Caligiuri (2001: 398¢search. They found that training
provided immediately after arrival, was perceivecassupport by the returnees and that it had
a positive effect on the intention of the resporsléa stay with the company. Unfortunately,
there is little empirical evidence provided by sasddemonstrating the influence of post-

arrival training on company commitment“as few firms provide it.”(Stroh et al. 2005:225)

According to literature on the topic, there is mibog evidence that companies neglect to
provide repatriates and their family members witstparrival training. The results of the
empirical studies by Osman-Gani and Hyder (2008) 4fd by Harvel/ (1989:139) reveal
that 71% respectively 69% of the companies didpmovide the returnees with repatriation
training. The reasons for such an approach wejehgre was no experience in establishing
such a training program, (2) the costs of trainimgre considered to be high (3) top
management believed that training upon return wawgdbe necessary. Neither the GMAC
Global Relocation Services survey regarding thdaloelocation trends 2003/2004, nor the
KPMG Global Assignment Policies and Practices Su2@08 make any reference to post-

arrival training.
9.3 Career development of the repatriate

The job position the repatriate returns to, canbetignored either. After a long and
demanding overseas assignment, repatriates rebane vith an increased confidence in their
knowledge base and plenty of skills that they has@imulated during their placement. They
are also aware of their value on the global labuarket. Therefore the management of the
corporation must be aware of the repatriates’ g@kerof how this can contribute to the
organisational performance and as a consequencmat® sure they remain with the
company. (Bender and Fish 2000: 133; Lee and Li072A26) The role of the human
resource management is thus to ensure a positioerewthe all-encompassing expertise and
cross-cultural skills can be utilised and where tharnees will feel they have moved
forwards in their career and perceive overall &atiton. (Blakeney et al. 2006: 190-193)

4" Harvey (1989: 135) made a survey on a number &f m@mbers of the American Society for Personnel
Administration International with the aim to findubwhat kind of repatriation programs were provided
repatriates and their family members.
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Usually when they return, repatriates have cerajectations related to the job position and
status within the home company. (Yan et al. 2008) Black’s study (1991: 97-98) found
that job expectations have an enormous impact patnation satisfaction, and that when
these are met or exceeded, adjustment and jobrpeniee are successfully. Researchers
consider that the prerequisites of meeting job etgimns are (1) the nature of the new work
assignment after the re-entry - the position shdnddnteresting, demanding with extended
responsibilities and decision opportunities, (2)isation of the acquired knowledge, (3)
promotion chances and (4) adequate compensatigde(thnd Lévblad 2007: 274; Yan et al.
2002: 378) These will be outlined in the followinggth special emphasis on their positive

impact on readjustment, job performance and compaalty.

Suutari and Valimaa (2002: 632) uphold the asswmnptof Black and his colleagues made
within the theoretical model of repatriation adioent from section 5.5.4, regarding the
nature of the new home position. In their empiristaidy, Suutari and Valimaa (2002: 632)
found that, a position where the employee had ardteb description, where he/she could
decide independently how to organise his/her tastkengly influenced his/her positive job
attitude. The importance of having decision-makpagver with respect to work flow, staff
supervision and time management in the new work t@ck home was marked out by
Feldman (1991: 167-169) as facilitator factors feadjustment ease and increased job
efficiency, too. Another aspect worth to be mengidns the importance of structuring the
home job role in a similar way to that performedinlg the assignment, becausee greater
the dissimilarity between the new domestic jobgassaent and the expatriate assignment (in
terms of skills required, performance evaluatioanstards, and cultures), the lower the

repatriate’s initial work effectiveness(Feldman 1991:169)

Another variable affecting readjustment, job perfance and commitment to the company is
the extent to which the company values and utilteesknowledge, skills and international
experience the expatriate has gained during thernational assignment. (Stroh et. al.
2005:202; Doérzenbach 2008: 292-293; Kraimer eR@09: 27) Suutari and Valimaa (2002:
632)’s study confirms Stroh et al. (2005:202)'dest@ents, that a position where the employee
had the chance to apply his recently acquired kedgé, accelerated his/her readjustment.
Such an approach demonstrates the company’s agtoecof the value of the employee’s

value and in turn the employee will perceive itaapersonal and professional development
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and will consequently carry out his/her job taskeerefficiently and will be more loyal to the

organisation. (Dérzenbach 2008: 293; Stroh et @052 225-226) Bender and Fish (2000:
134) propose a so callédnowledge management culturéhat would be a corporate culture
to aid knowledge sharing, the transfer of expertisd would also open information and
communication channels throughout the organisafi@mn. example, in such companies, the
repatriate would be allowed to share his/her kndgée with his/her working colleagues

within special organised workshops or as part ofeatoring team advising other expatriates

during their overseas assignment. (Bender andZuéb: 134; Crocitto 2005: 529)

Job promotion and compensation packages are fugisures of appreciation towards the
employee, which would enhance the repatriate’sjustdent ease, performance and loyalty
to the company. (Stroh et al. 2005: 225; Dorzenlsd¥h8: 289-293) This is due to the fact
that motivation to perform and acculturation aréeeted by the course of the repatriates’
future career path. (Vidal et.al. 2007:322)

A survey® made by Kraimer et al. (2009:41) examined theusrite of promotion on
the repatriate’s commitment to the company. Thepatriates who were promoted after their
return, reported a high willingness to stay with tompany. In contrast, those who were not
advanced felt that their jobs required fewer quadifons and that their competencies had
been underestimated. This made them unsatisfiedrarsdlooked for a new role elsewhere.
These results confirmed earlier findings thegpatriate turnover is likely to occur when
repatriates fail to get ahead and feel underempdoyetheir current jobs (Kraimer et al.
2009:41) Putting global experience as criteria joomotion is a way of showing how
appreciated repatriates are. For example, in corepauch as 3M and Colgate, 75% of the
managers have been assigned to overseas assignmaetgshan once. (Stroh et al. 2005:
228)

Compensation packages are another way to show agtioe of the repatriates’
values. As shown in point 5.3.2, the repatriatefien under-paid back home and the financial
support he/she receives is less than that fromheseas assignment. Often savings have lost
value and the repatriate suffers a loss of sotaélis and has to do with lower living standards
back home. Vidal et al. (2007:323-328)'s reseaesults found support for the hypothesis

8 Kraimer et al. (2009:32-33) conducted a surveyaumber of 84 U.S. repatriates working at five .Uh&sed
multinational companies who recently returned frthigir overseas assignments. They developed a mddeh
reveal the positive influence of expatriate andatgpte experiences on career development and rizgeat
retention.
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that a decreased social status back home affegatinely readjustment and vice versa.
Scholars found that when repatriates feel thatr tbayment is fair, their repatriation is
smoother, they work more efficiently and have sgembonds to the company. (Dérzenbach
2008: 290-291; Feldman 1991: 175; Stroh et al. ZX¥ That is why, the importance of
taking the equity principle into consideration whagsigning compensation packages during
the whole assignment process, is underlined. (Seblal. 2005:228) This is especially
important in this phase to avoid unwanted lossethefworkforce. As each employee has
different expectations when it comes to the comaems package, an individualised package
would be desirable. For example, the design ofralividual basket of benefits would be

proper to enhance fairness, transparency and iliéxi{Dorzenbach 2008: 290-291)

Unfortunately, there are in practice deficienci@s repatriation policies. (Lazarova and
Caligiuri 2001: 395) Black et al. (1992a: 235) rdpd that the majority of surveyed
American, Japanese and Finnish international assegyr- between 60%-70% were not
informed about the position they were to be givdpon their return, almost half of the
returnees 46% of American, 50% of Japanese andd@32tinish received a job position with
ambiguous responsibilities, less role discretiod decision-making power. As one repatriate
complained:"When | came home, | was assigned to a newly ateatedefined staff job,
where | had no friends, no contacts, and no actessanagement...(Black et al. 1992a:
236) Moreover, the majority: (77%) of the Americéi3%) of the Japanese and (54%) of the
Finnish repatriates, received lower level positichan they held during the overseas
assignment. Almost half did not get the opportunityuse the skills they have acquired and
the majority felt that they had a lower living stiand upon their return. (Black et al. 1992a:
237-240) Baruch et al. (2002: 668)'s study showsilar results. The majority of the
repatriates were unsatisfied with their home siturasaying:"Getting back | felt like a 'cog in

a machine'. | missed the freedom, power level, thedstrategic position | had had wile on
secondment."Often they felt that their leadership skills hadeb disregarded and the
majority, (73%) were not promoted in their home pamy. The results of Linehan and
Scullion (2002b: 654) are even more dramatic: 3lthef 32 repatriated employees were
unsatisfied with the company's repatriation poli€hey reported that their experience was
not appreciated, as they experienced loss of sthiwsrole discretion, lack of friends and
contacts and lack of mentoring support upon regi&in. For this reason, they suffered an
extreme severe reverse culture shock. Finally, aemecent report by GMAC Global
Relocation Services survey (2004:53) regarding ghabal relocation trends 2003/2004
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confirms earlier findings. Here, while 68% of thepatriates stated, that they had received no
guarantee of a position on return, the rest of tlhvegne promised employment within the
company or a similar job level they held beforedssignment. Unfortunately no one reported

to have been promoted upon re-entry.

9.4 Concluding summary

The measures to be taken after the assignmenin&esl|to the factors that have a positive
influence on the post-return adjustment, as poitedin the theoretical model of cross-
cultural re-adjustment in section 5.5.4.

It has been revealed that logistical and emoticassdistance provided for the returnees
immediately after their return home is benefici®cause it reduces ambiguities and anxieties
about the unknown and the general and working enment. It is a modality to avoid a
severe reverse culture shock and thus aids theogewglto fully concentrate on his/her job
tasks. Being perceived as the company's appreniatowards the repatriate, his/her

satisfaction and identification with the corporatwill be ensured.

Although in practice this issue is rather neglectédhas been shown that post-arrival
repatriation training with focus on all three adpegeneral environment, home working
conditions and communication with home nationalkkisly to lead to the fulfilment of job-

and general expectations and increase the intenaetase with individuals from the home
location. This will not only enhance the repatoatiadjustment, but also strengthen the

repatriate’s commitment to the company and higéiteperformance back home.

Furthermore, it has been argued that an interegiimgosition with extended responsibilities
and decision opportunities, the possibility toisélthe acquired knowledge back home, career
advancement and adequate compensation are prefegjuisr a smooth readjustment

especially to the job, enhanced performance avtir&place and company commitment.

For a detailed review, table 8 illustrates the ltssaf chapter 9.
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Tabel 8: The impact of activities done after the iternational assignment

Foreign-Country impacts Home-Country impacts
Expatriate's
Expatriate's job . S
PP h X Repatriate's re- Repatriate’s job
Atr{ft';“)' mta atdr:::‘o"r];l;:l perfiﬁ T‘hinm Intent to stay | adjustment in the performance in the Intent to stay
repafriation stage country overseas home country parent company
company
Logistical and
emotional assistance All three facets Yes Yes

(For repatriate and
family members)

Post-amval training
(For repatriate and - - - All three facets Yes Yes
family members)

Career development
{Nature of job,
utilization of new
acquired skills, Job
promotion and
compensation
packages)

Yes (especially
the job facet)

Source: Own. Figure is based on the results froapten 9
10. Conclusion and suggestions

The prevailing trend of companies towards inteoralisation increases the overseas
mobility of the labour force. Nowadays, more andrendiighly qualified employees,
accompanied by their spouse and children are deglby their companies above all on long
term overseas assignments throughout their worlkehhadations, in order to implement the
firm’s global strategies effectively. During thg@ab mission abroad, these employees have to
achieve well-defined goals, the successful fulfiinef which, will lead to positive outcomes
for the corporation. Such an international expereis hugely valuable both personally and
professionally for the individual as well, providimim/her with precious knowledge, skills
and competencies. Thus, the companies can berimh fthe repatriates’ extensive
understanding of the local markets, cultural patgebusiness climate and internal processes
etc. upon their repatriation, because they reptesenique vehicle of knowledge transfer and
a liaison between the units of the corporation.ndde this valuable workforce with global
leadership skills, innovative ideas and extensivevk—how, must be regarded as a valuable
asset for the company, as their all-encompassimgrése is a key driver in the overall
business performance of the corporation. That iy thle employees’ job performance and

retention in the corporation become a prioritytfe company.

However, this paper revealed that a large propomibinternational secondments fail during
and/or after the completion of the assignment. rAdtéhorough analysis, expatriate failure has
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been defined in the light of two components: thability of the expatriate or repatriate to
perform according to the expectations of the orgation and/or the employee choosing to
leave the company either during or after the assegri. The analysis of the literature on the
subject in this paper, illustrated that adjustmemd readjustment difficulties experienced by
the expatriates, repatriates and their accompanfamgly members are the most important

reasons for the problems mentioned above.

This paper has discussed how engaging on a long itgernational assignment can be a
difficult adventure for the expatriates and re@d&s, because switching from a well known to
an unknown environment both during and after thjewsa, is a complex venture with many
highs and lows. Because they are confronted with miew and/or changed -cultural
environments, unfamiliar living and working settngnd changed communicational patterns,
expatriates and repatriates go through two paipfatesses: 'culture shock' on entering the
host country and ‘re-entry culture shock’ on tiheiurn home. Severe and long lasting crisis
periods are usually caused by incorrect mental @sagf the new situation, by the many
uncertainties connected with living and workingan unknown setting and by the lack of
appropriate skills. Furthermore, lack of prepamatamd support from the company, lack of
careers advice, an out-of-sight out-of-mind at@&uftom the company and lack of
appreciation towards the employee, may make thena@ worse. All these cause
psychological and physical disturbances, which eabe individual to become dissatisfied
and thus cause him/her to be unable to cope wihcttallenges presented by the general
environment, work tasks and interaction with hostl/ar home nationals. In addition,
research has suggested that the problems withtadjos and readjustment faced by the
expatriate’s/repatriate’s family, may magnify thmpoyee’s ones. All these were found to
have a negative impact on the employee’s job perdoce and commitment to the company.

This paper addressed the question of how a compamyncrease the benefits arising from
international assignments. It was argued, that teigpa failure can be prevented by trying to
avoid severe and long-lasting low points during Wiele period of the expatriate’s cycle,
that is by smoothing the cross-cultural adjustneemte. The examination of the results of a
number of empirical studies found, that cross-caltiadjustment during and after the
assignment is indeed a predictor of whether assegisnwill turn out to be successful. The

uniqueness of this paper consists in a thorouglysisaf the connection between adjustment
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and job performance and adjustment and company domemt. It was found that only by
enhancing the expatriate’s/repatriate’s and his/femily members’ adjustment and
readjustment to the general environment, to thekwsmmditions and to interaction with
host/home nationals, the company can ensure thaxpatriate/repatriate accomplish the job
tasks according to its expectations and therebieaehts business objectives and ensure their

willingness to remain with the company.

It was argued that this can be only achieved, &f ¢lxpatriate career cycle is treated as an
entire process, and if expatriation and repatmai® managed systematically, by certain
measures taken in the pre-departure stage, dunedoareign assignment and on re-entry
home. Figure 13 illustrates the measures that gooelmensive expatriation and repatriation
program for the expatriate/repatriate and familymbers should entail. Furthermore, it has
been argued, that expatriation and repatriation rc@inbe separated from each other. One
reason, as stated in this paper is, that the coynpam only benefit fully from international
assignments, if the international assignee suaggsstompletes the assignment and
continues his/her activity in the parent companye Tsecond argument relies on the
interconnection of the assignment stages.

Figure 13: Proposal for activities to be implementé within the expatriation and

repatriation program

Re-entry Assignment

Activities

» Logistical and emotional assistance

» Post-arrival training \

» Career development of the Home Countryv
repatriate

(Job position, utilisation of
acquired skills, promotion, Pre-Assignment
appropriate compensation) Activities

* Selection of candidates

Re-entry Home Home Country s

* Preparation of the expatriate

Foreign Assignment and family for expatriation

Activities » Logistical and emotional
e assistance (mentoring)

» Logistical and emotional * Pre-departure cross-

assistance E—— cultural training

» Job performance management » Contract clavification
» Task and goal establishmen: - Discussing the career
* Job performance measurement development program
and assessment Foreign Country - Discussing
* Post-arrival cross-cultural training compensation issues
* Performance related payment - Ensuring social

» Preparation for repatriation security

= Provide information and assistance
* Plan the return position

Source: Own. Figure is based on the results fraztise7; 8 and 9
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Based on these findings, a number of recommendatean be made to multinational

companies.

Firstly, all measures shown in figure 13 were fotmdacilitate the adjustment/readjustment

ease, the job performance and the individual’s cament to the company and are thus

recommended steps for ensuring the success ohatienal assignments. (See also table 5; 7
and 8)

Secondly, it has been suggested that some adivitiest be taken at the right moment. Only
in this way will adjustment/readjustment, job peni@ance and commitment to the company
be enhanced in advance of leaving and re-entenmgduntry. (See table 5; 7 and 8)

For example, a proactive expatriation and repanamanagement should start with
an effort to manage the employee’s and his/herlfamembers’ expectations before they
embark for their assignment. In fact, many actgtithat ensure job performance and
retention of the staff should be taken before, ematthan during or after the expatriate
assignment. For instance, the contract should beluded before the employee leaves the
home country, so that foreseen uncertainties casldaged up in advance and so that both the
employee’'s and company’'s expectations on expainadnd repatriation issues can be
clarified. The integration of an international gssnent into the upward career path of the
individual enhances not only his/her willingnessattept the assignment, but also makes
his/her reintegration back home easier. The estabknt of a clear job description right
before departure, regarding the employee’s respiitisis for the period during and after the
assignment also has a positive effect.

Another example is that, preparing the internati@saignees before expatriation and
before repatriation, by providing them with preceaicipatory expectations regarding the
host/home living and working circumstances, isliike enhance their adjustment ease during
and after the assignment.

So, companies have to pay attention to this idseegause skipping these activities in the early

stages can increase the risk of expatriate failure.

Thirdly, it was suggested that the content of thesasures should be designed with careful
attention, so as to obtain the maximum benefith@lgh the purpose of this paper was not to
propose certain methods, it was suggested thatrdbeuof variables have to be considered

when designing such activities. For example, theenaxistence of training is not enough:
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cross-cultural training programs should be tailotedthe trainee’s individual needs and
correlated with the particularities of the cultuaed the job requirements, focusing on the

cognitive, affective and emotional levels of adjosit.

Unfortunately, there is little evidence that comiparview overseas assignments as an entire
process: they do not implement systematic expatnand repatriation programs. Moreover,
repatriation activities are often ignored, becatise notion of reverse culture shock is
disregarded. Additionally, the involvement of thgosse and children in these programs is
often a neglected area, as companies are not aofatlee importance of their need for
adjustment. Multinational corporations should besnof the necessity of implementing such
an extensive program, with the active participatafnthe employee and his/her family
members. Even though the costs of such programsrenense, the employee’s successful
achievement of the organisation’s goals and thentitn of valuable staff within the company

will surely guarantee a return on the company’®gtment.

This paper pointed out that little empirical resdahas been conducted with regard to the
connection between adjustment and job performaned adjustment and company
commitment. This is because the measurement o$tagnt and performance is difficult and
has been handled differently, by various authors discuss them. Often there is no detalil
given of how these are assessed. Moreover, theiy@anfluence of certain activities on
adjustment has only a theoretical base. One suggesbuld be to continue research in this
domain and to try to find standardised methods fideo to measure adjustment and
performance levels. This would help companies itortthe type and intensity of expatriation
and repatriation programs better to the individdidlis paper hopes to trigger more research
interest in these aspects of expatriation and rnegpian.



Increasing the Benefits that Arise From Internagiokssignments 12(

References

Adelman, Mara B. 1988.“Cross-cultural adjustment- a theoretical persp&etion social

support”, In: International Journal of Intercultural Relatsy Vol. 12, pp. 183-204

Adler, Nancy J. 2002 "International Dimensions of Organizational BehavVid~ourth

Edition, South-Western Thomson learning, Cincinnatiio

Arrod Co UK - Learn, grow, act 2009."Expectancy theory of motivation"
URL: http://www.arrod.co.uk/archive/concept vroom.p((8.12.2009)

Avril, Alizee B./ Magnini, Vincent P. 2007."A holistic approach to expatriate succeskt:,
International Journal of Hospitality Management).\M®, No. 1, pp. 53-64, Emerald Group
Publishing Limited

Aycan, Zeynep 1997 Expatriate adjustment as a multifaceted phenomeinaividual and
organizational level factors”In: The International Journal of Human Resource
Management”, Vol. 8, No. 4, pp. 434-456, Businesgre Complete EBSCO HOST

Baruch, Yehuda/ Steele, D.J./ Quantrill, G. A. 2002' Management of expatriation and
repatriation for novice global playerin: International Journal of Manpower, Vol. 23, NG.
pp. 659671, Emerald Group Publishing Limited

Bender, Silke/ Fish, Alan 2000:The transfer of knowledge and the retention oeetge:
the continuing need for global assignments!, Journal of Knowledge Management, Vol.4,
No.2, pp. 125-137, Emerald Group Publishing Limited

Berry, John W. 1990." Psychology of acculturation — Understanding induals moving
between cultures'In: Brislin, Richard W., ' Applied cross-cultuadychology’, pp. 232-253,
Sage Publications Inc., Cross-cultural ResearchMettiodology Series, Vol. 14, California,
USA

Berry, John W./ Kim, Uichol 1988."Acculturation and mental healthln: Dasen, P.R./
Berry, J.W./ Sartorius, N., ' Health and crosstmalt psychology-toward applications', pp.
207-236, Sage Publications Inc., Vol. 10, Califayid SA



Increasing the Benefits that Arise From Internagiokssignments 121

Berry, John W./ Sam, D.L. 1997:Acculturation and Adaptation'in: Berry, John W./
Segall, Marshall H./ Kagitcibasi, Cigdem, 'Handbadkross-cultural psychology-Volume 3-
Social behavior and applications’, pp. 291-326y\. Bacon, Second edition, Boston

Black, J. Stewart 1991:"Coming home: the relationship of expatriate expgohs with
repatriation adjustment and job performancéi, Academy of Management — Best Papers
Proceedings, pp. 95-99, Business Source CompleBCEBHOST

Black, J. Stewart/ Gregersen, Hal B. 1991’ Antecedents to cross-cultural adjustment for

expatriates in Pacific Rim Assignmenthl: Human Relations, Vol. 44, No. 5, pp. 497-515

Black, J. Stewart/ Gregersen, Hal B. 2007dThe right way to manage expatsfi:
Mendenhall, Mark E./ Oddou, Gary R./ Stahl, Guier Readings and cases in International
Human Resource Management’, 4. Edition, pp. 119-R28tledge, New York

Black, J. Stewart/ Gregersen, Hal B. 2007b'Serving two masters: managing the dual
allegiance of expatriate employeekt;, Hutchings, Kate/ De Cieri, Helen, ' Internatbn
Human Resource Management: From Cross-cultural eEmant to Managing a Diverse
Workforce', pp. 21-31. Ashgate Publishing Compakiglershot

Black, J. Stewart/ Mendenhall, Mark 1990."Cross-cultural training effectiveness: a review
and a theoretical framework for future researchi:, Academy of Management Review, Vol.
15, Issue 1, pp. 113-136, Business Source CompRECO HOST

Black, J. Stewart/ Stephens, Gregory K. 1989.The influence of the spouse on American
expatriate adjustment and intent to stay in Padfim overseas assignments’, Journal of
Management, Vol. 15, No. 4, pp. 529-544, Busineag& Complete EBSCO HOST

Black, J. Stewart/ Gregersen, Hal B. / MendenhallMark E. 1992a.“Global assignments-
successfully expatriating and repatriating intenoail managers"Jossey-Bass Inc.
Publishers, San Francisco

Black, J. Stewart/ Gregersen, Hal B. / MendenhalMark E. 1992b."Toward a
Theoretical Framework of Repatriation Adjustmeiht®,Journal of International Business
Studies, Vol.23, No.4, pp. 737-760, Palgrave Malemilournals

URL: http://www.jstor.org/stable/15515710.11.2009)




Increasing the Benefits that Arise From International Assignments 122

Black, Stewart J./ Mendenhall, Mark/ Oddou, Gary 2009. " Toward a Comprehensive
Model of International Adjustment: An Integration of Multiple Theoretical Perspectives”. In:
Budhwar, Pawan/ Schuler, Randall/ Sparrow, Paul, 'International Human Resource
Management- Volume lII- International HRM: The MNE Perspective', pp. 331-356, Sage
Publications Ltd., London

Blakeney, Roger N./ Oddou, Gary/ Osland, Joyce S. 2006. "Repatriate Assets: Factors
impacting knowledge transfer”, In: Morley, Michael J./ Heraty, Noreen/ Collings, David G., '
International Human Resource Management and International Assignments', pp. 181-199,

Palgrave Macmillan, New York

Bonache, Jaime 2006. "The compensation of expatriates: a review and future research
agenda",In: Stahl, Gunter K./ Bjérkman, Ingmar, ' Handbook of Research in International
Human Resource Management', pp. 158-175, Edward Elgar Publishing Limited, Cheltenham,
UK

Bdcker, Malte C,/ Jager, Matthias 2006. "Intercultural competence- the key competence in
the 2£' century?”, Bertelsmann Stiftung

URL: http://www.bertelsmann-stiftung.de/bst/de/media/xdnss dms 18255 18256 2.pdf
(19.06.2010)

Brewster, Chris/ Scullion, Hugh 2009'A Review and Agenda for Expatriate HRM". In:
Budhwar, Pawan/ Schuler, Randall/ Sparrow, Paul, 'International Human Resource
Management- Volume lII- International HRM: The MNE Perspective’, pp. 16-27, Sage

Publications Ltd., London

Burghaus, Anja 2006." Auslandseinsatz von Mitarbeitern- Mal3nahmen zur erfolgreichen
Reintegration von Expatriates”, VDM Verlag Dr. Muller e.K. und Lizenzgeber, Saarbrticken

Caligiuri Paula M. 2007. "Selecting Expatriates for personality characteristics: A

moderating effect of personality on the relationship between host national contact and cross-
cultural adjustment”. In: Hutchings, Kate/ De Cieri, Helen, ' International Human Resource
Management: From Cross-cultural Management to Managing a Diverse Workforce', pp. 33-

52. Ashgate Publishing Company, Aldershot



Increasing the Benefits that Arise From Internagiokssignments 12:

Caligiuri, Paula M./ Tung, Rosalie L. 1999!" Comparing the success of male and female
expatriates from a US-based multinational compairy’|nternational Journal of Human
Resource Management, Vol. 10, Issue 5, pp. 763B8&&ness Source Complete EBSCO
HOST

Cascio, Wayne F. 2006:Global performance management systers”Stahl, Gunter K./
Bjorkman, Ingmar, ' Handbook of Research in Inteomal Human Resource Management',
pp. 176-196, Edward Elgar Publishing Limited, Caeltam, UK

Cerdin, Jean-Luc 2008."Careers and expatriation'ln: Dickmann, Michael/ Brewster,
Chris/ Sparrow, Paul, "International Human ResoiMaeagement: a European perspective’,
pp. 192 — 215, Routledge, Abingdon

Collings, David G./ Scullion, Hugh 2008!Resourcing international assignee#;
Dickmann, Michael/ Brewster, Chris/ Sparrow, Pdaternational Human Resource
Management- A European perspective', second edpjmr87-106, Routledge Taylor &

Francis Group, London

Collings, David G./ Scullion, Hugh/ Morley, MichaelJ., 2009."Changing patterns of
Global Staffing in the multinational enterprise: &lenges to the conventional expatriate
assignment and emerging alternativelsi:t Budhwar, Pawan/ Schuler, Randall/ Sparrow,
Paul, 'International Human Resource Managementdidelll- International HRM: The MNE
Perspective', pp. 73-97, Sage Publications Ltdadiom

Crocitto, Madeline M./ Sullivan, Sherry E./ Carraher, Shawn M. 2005."Global

mentoring as a means of career development andlkdge creation- A learning —based
framework and agenda for future researcl:, Career Development International, Vol. 10,
No0.6/7, pp. 52535, Emerald Group Publishing Limited

Csizmar, Chuck 2008." Does your expatriate program follow the rulegtud road?",In:
Compensation & Benefits Review-The Journal of TQ@ampensation Strategies, Vol. 40,

Number 1, pp. 61-65, Sage Publications, New York

Culpepper Pay Practices & Polices Survey March-Mag008."Expatriate Compensation
Practices', In: EBulletin June 2008
URL: http://www.culpepper.com/ebulletin/2008/JuneEx@d&ias{04.10.2009)




Increasing the Benefits that Arise From Internagiokssignments 12¢

Debrus, Claire 1995a!'Die Vorbereitung von Mitarbeitern auf den Auslaetnhsatz: Aus der
Praxis der Henkel KGaA'ln: Kiihimann, Torsten M. (Hrsg.), ' Mitarbeitersehdung ins
Ausland-Auswahl, Vorbereitung, Betreuung und Wiedwgliederung’, pp. 119-141, Hogrefe-
Verlag, Gottingen

Debrus, Claire 1995b."Die Betreuung von Mitarbeitern wahrend des Audginsatzes:
Aus der Praxis der Henkel KGaAHh: Kihimann, Torsten M. (Hrsg.), '
Mitarbeiterentsendung ins Ausland-Auswahl, Vorkteray, Betreuung und
Wiedereingliederung', pp. 161-175, Hogrefe-Verlagitingen

Dorzenbach, Christiane Meier 2008 Die erfolgreiche Reintegration von Expatriates-
Motivationale und organisationale EinflussfaktoreWéerlag Dr. Kovac, Hamburg

Downes, Meredith/ Thomas, Anisya S./ McLarney/Cara@n 2000."The cyclical effect of
expatriate satisfaction on organizational perforrnanthe role of firm international
orientation”, In: The Learning Organization, Vol. 7, No. 3, @21134, Emerald Group
Publishing Limited

Earley, P. Christopher 1987 “Intercultural training for managers: a comparisasf
documentary and interpersonal methodsi;, Academy of Management Journal, Vol. 30,
No.4, pp. 685-698

Edstrom, Anders / Galbraith, Jay R. 1977 Transfer of Managers as Coordination and
control strategy in multinational organizationsh: Administrative Science Quarterly, Vol.
22, No. 2, pp. 248-263

Ehnert, Ina/ Brewster,Chris 2008."An integrative framework for expatriate preparatio
and training", In: Dickmann, Michael/ Brewster, Chris/ Sparrd®aul, "International Human

Resource Management: a European perspective'Q@pl29, Routledge, Abingdon

Eulenburg, Nicole 2001 Die Nachwuchsgeneration der deutschen Industrischen
Karriere, Kulturen und Bildung"Universitat Carl von Ossietzky- Fachbereich 1 Badi,
Oldenburg

Feldman, Daniel C. 1991 "Repatriate moves as career transitionsi;, Human Resource
Management Review, Vol.1, No.3, pp. 163-178, Bussrtéource Complete EBSCO HOST



Increasing the Benefits that Arise From Internagiokssignments 12¢

Feldman, Daniel C./ Bolino, Mark C. 1999 The impact of on-site mentoring on expatriate
socialization: a structural equation modelling appch”, In: The International Journal of

Human Resource Management, Vol. 10, No.1, pp. 54-71

Forster, Nick 1997."The persistent myth of high expatriate failureesata reappraisal”|n:
The International Journal of Human resource Managenvol.8, Issue 4, pp. 414-433,
Business Source Complete EBSCO HOST

Forster, Nick 2007."Expatriates and the impact of cross-cultural traig”, In: Hutchings,
Kate/ De Cieri, Helen, ' International Human Reseuvlanagement: From Cross-cultural
Management to Managing a Diverse Workforce', pp983Ashgate Publishing Company,

Aldershot

Fukuda, K. John/ Chu, Priscilla 1994 ."Wrestling with expatriate family problems-
Japanese experience in East Asia’,International Studies of Management and
Organization, Vol. 24, No. 3, pp. 36-47, BusinessirSe Complete EBSCO HOST

Garonzik, Ron/ Brockner, Joel/ Siegel, Phyllis A. @07." Identifying international
assignees at risk for premature departures: theranttive effect of outcome favourability and
procedural fairness"In: Hutchings, Kate/ De Cieri, Helen, ' Internata Human Resource
Management: From Cross-cultural Management to Miagaay Diverse Workforce' , pp. 127-

134. Ashgate Publishing Company, Aldershot

GMAC Global Relocation Services 2004'Global Relocation Trends 2003/2004 Survey
Report"
URL: _http://www.nftc.org/default/hr/GRTS%202003-4.p{3.09.2009)

Gregersen, Hal B./ Black, J. Stewart 1990A multifaceted approach to expatriate retention
in international assignmentsii: Group & Organization Studies, Vol. 15, No.4, gp1-485,
Business Source Complete EBSCO HOST

Gregersen, Hal B./ Black J. Stewart 1993Global executive development: keeping high
performers after international assignmentki’, Academy of Management Proceedings, pp.
132-136, Business Source Complete EBSCO HOST



Increasing the Benefits that Arise From Internagiokssignments 12¢

Haile, Semere/ Jones, D. Marcus/ Emmanuel, Tsegdd@/. "Challenges facing expatriate
performance abroad'n: International Journal of Business Research, YoNo. 5, pp. 100-
105, Business Source Complete EBSCO HOST

Harris, Hilary/ Kumra, Savita 2000. "International manager developmentty; Journal of

Management Development, Vol. 19, No. 7, pp. 602-&erald Group Publishing Limited

Harvey, Michael G. 1989.“Repatriation of Corporate Executives: An Empiricaiudy”, In:
Journal of International Business Studies. Vol.I0, 1, pp. 131-144, Palgrave Macmillan

Journals

Harvey, Michael / Wiese, Danielle 1998Global dual-career couple mentoring: a phase
model approach”ln: Human Resource Planning, Vol. 21, Issue 238p48, Business Source
Complete EBSCO HOST

Harzing, Wil Anne 2001." Of bears, bumble-bees and spiders: the role patiates in
controlling foreign subsidiaries'In: Journal of World Business, Vol. 36, Issue @., p66-
379, Business Source Complete EBSCO HOST

Harzing, Wil Anne 2007."The persistent myth of high expatriate failureas In:

Hutchings, Kate/ De Cieri, Helen, ' Internationalrhn Resource Management: From Cross-
cultural Management to Managing a Diverse Workfonge. 135- 152, Ashgate Publishing
Company, Aldershot

Harzing, Anne-Wil/ Christensen, Claus 2004 Expatriate failure: time to abandon the
concept?"In: Career Development International, Vol. 9, Nq.pp. 616-626, Emerald
Group Publishing Limited

Haslberger, Arno 2008."Expatriate adjustment: a more nuanced vieim?,Dickmann,
Michael/ Brewster, Chris/ Sparrow, Paul, "Interaatil Human Resource Management: a
European perspective’, pp. 130-149, Routledge, glamin

Hippler, Thomas 2000." European assignments: international or quasi-dstie®", In:
Journal of European Industrial Training, Vol. 24.19, pp. 491-504, Emerald Group
Publishing Limited



Increasing the Benefits that Arise From Internagiokssignments 127

Hofstede, Geert H 1997 Cultures and Organizations: software of the mindhe McGraw-

Hill Companies, Inc., New York

Holt, David H./ Wigginton, Karen W. 2002." International Management'Second Edition
Harcourt College Publishers, Fort Worth

Holzmann, Hanne Seelmann 2004Global Players brauchen Kulturkompeten8BW

Bildung und Wissen Verlag und Software GmbH, Nirgbe

Howard, Cecil G. 1974 The returning overseas executive: cultural shackeverse" In:
Human Resource Management, Vol.3, Issue 2, pp62B&siness Source Complete EBSCO
HOST

Hurn, Brian J. 1999." Repatriation-the toughest assignment of dH, Industrial and

Commercial Training, Vol. 31, No. 6, pp. 2228, Emerald Group Publishing Limited

Hyder, Akmal S./ Lévblad, Mikael 2007." The repatriation process - a realistic approach”,
In. Career Development International, Vol. 12, N@B. 264-281, Emerald Group Publishing
Limited

Kawasaki, Ichiro 2008 "International Assignments remain on the upswiagpite economic
concerns"In: KPMG LLP Press Release —PR Newshire - 03.11828ew York

URL: http://www.smartbrief.com/news/aaaa/industryPR-tlgtp?id=98215D3E-04A3-
4F17-8ABD-16A657BFAEA1(05.09.2009)

Kenter, Michael E./ Welge, Martin K. 1983." Die Reintegration von
Stammhausdelegierten. Ergebnisse einer exploragugpirischen Untersuchungh:

Dulfer, Eberhard, ' Personelle Aspekte im Inteoreilen Management', pp. 173-200, Erich
Schmidt Verlag GmbH, Berlin

KPMG International Executive Services 2008!Global Assignment Policies and Practices
Survey 2008".
URL.: http://www.kpmg.com/SiteCollectionDocuments/GAPRPvay-2008.pd{(03.09.2009)




Increasing the Benefits that Arise From Internagiokssignments 12¢

Kraimer, Maria L. / Wayne, Sandy J. / Jaworski, Rerata A. 2001."Sources of support
and expatriate performance: the mediating rolexgariate adjustment'in: Personnel

Psychology, Vol. 54, Issue 1, pp. 71-99

Kraimer, Maria L. / Shaffer, Margaret A. / Bolino, Mark C. 2009."The influence of
expatriate and repatriate experiences on careermadement and repatriate retention;
Human Resource Management, Vol. 48, No.1, pp. 2A4ley Periodicals Inc., Business
Source Complete EBSCO HOST

Kidhlmann, Torsten M. 1995."Die Auslansentsendung von Fach- und Fuhrungskméfte
Eine Einfihrung in die Schwerpunkte und Ergebniesd~orschung”n: Kiihlmann, Torsten
M. (Hrsg.), ' Mitarbeiterentsendung ins Ausland-#akl, Vorbereitung, Betreuung und

Wiedereingliederung', pp. 1-30, Hogrefe-Verlag, tagen

Kidhlmann, Torsten M. 2004." Auslandseinsatz von Mitarbeitertogrefe Verlag
GmbH&Co. KG, Gottingen

Lazarova, Mila/ Caligiuri, Paula 2001."Retaining repatriates: The role of organizational
support practices"In: Journal of World Business, Vol.36, No.4, pp938)1, Business
Source Complete EBSCO HOST

Lee, Hung-Wen 2007'Factors that influence expatriate failure: an inkeew study",In:
International Journal of Management, Vol. 24, N@§3, 403-413, Business Source Complete
EBSCO HOST

Lee, Hung-Wen/ Liu, Ching-Hsiang 2006.The determinants of repatriate turnover
intentions: an empirical analysisIn: International Journal of Management, Vol.23.4 pp.
751-762, Business Source Complete EBSCO HOST

Lee, Hung-Wen/ Liu, Ching-Hsiang 2007 An examination of factors affecting repatriates
turnover intentions"In: International Journal of Manpower, Vol. 28).N\2, pp. 122-134,

Emerald Group Publishing Limited

Linehan, Margaret/ Walsh, James S. 1999Recruiting and developing female managers
for international assignmentsin: The Journal of Management Development, V8|.No. 6,
pp. 521-530, Emerald Group Publishing Limited



Increasing the Benefits that Arise From Internagiokssignments 12¢

Linehan, Margaret/ Scullion, Hugh 2001.Selection, training, and development for female
international executives’In: Career Development International, Vol. 6, Nppp. 318-323,

Emerald Group Publishing Limited

Linehan, Margaret/ Scullion, Hugh 2002a:'Repatriation of female executives: empirical
evidence from Europeln: Women in Management Review, Vol. 17, No. 2, §{-88,

Emerald Group Publishing Limited

Linehan, Margaret/ Scullion, Hugh 2002b." The repatriation of female international
managers- an empirical studyify: International Journal of Manpower, Vol. 23,.NQ pp.
649-658, Emerald Group Publishing Limited

Liu, Ching-Hsiang/ Lee, Hung-Wen 2008 A proposed model of expatriates in
multinational corporations”|n: Cross Cultural Management, Vol. 15, No. 2, pp6-193,

Emerald Group Publishing Limited

Luthans, Kyle W./ Farner, Steve 2002 Expatriate development: the use of 360-degree
feedback”]n: Journal of Management Development, Vol. 21, N&.pp. 780-793, Emerald
Group Publishing Limited

Lisebrink, Hans-Jirgen 2005 Interkulturelle Kommunikation- Interaktion,

Fremdwahrnehmung, Kulturtransfer¥erlag J.B. Metzler, Stuttgart

Lysgaard, Sverre 1955 Adjustment in a foreign society: Norwegian FulliMigsrantees

visiting the United Stateslh: International Social Science Bulletin, Vol.Ng.1, pp. 45-51

MacDonald, Susan/ Arthur, Nancy 2003“Employees’ perceptions of repatriation”, In:

Canadian Journal of Career Development, Vol. 21Nap. 3-11

MacDonald, Susan/ Arthur, Nancy 2005"Connecting career management to repatriation
adjustment”]n: Career Development International, Vol. 10, N@@.145-158, Emerald
Group Publishing Limited

Mayrhofer, Wolfgang/ Scullion, Hugh 2002."Female expatriates in international business:

empirical evidence from the German clothing indgstn: International Journal of Human



Increasing the Benefits that Arise From Internagiokssignments 13(

Resource Management, Vol. 13, No. 5, pp. 815-886jriess Source Complete EBSCO
HOST

Mayerhofer, Helene/ Hartmann, Linley C./ Herbert, Anne 2004." Career Management
issues for flexpatriate international staffti: Thunderbird International Business Review,
Vol. 46, Issue 6, pp. 647-666, Business Source GatmgEBSCO HOST

McCaughey, Deidre/ Bruning, Nealia S. 2005Enhancing opportunities for expatriate job
satisfaction: HR strategies for foreign assignmamntcess"|n: Human Resource Planning,
Vol.28, Issue 4, pp.21-29

Mendenhall, Mark/ Oddou, Gary 1985."The dimensions of expatriate acculturation: a
review",In: Academy of Management Review, Vol. 10, No.1, g@-47, Business Source
Complete EBSCO HOST

Mendenhall, Mark E./ Oddou, Gary 1988." The overseas assignment: a practical lodk?,
Business Horizons, Vol. 31, Issue 5, pp 78-84, Bess Source Complete EBSCO HOST

Mendenhall, Mark E./ Stahl, Gunther, K. 2000."Expatriate training and development:
where do we go from hereh: Human Resource Management, Vol.39, Nos. 2&3%p
265, Business Source Complete EBSCO HOST

Mendenhall, Mark E./ Dunbar, Edward/ Oddou, Gary R.2009."Expatriate selection,
training and career-pathing: a review and critiquéfi: Budhwar, Pawan/ Schuler, Randall/
Sparrow, Paul, 'International Human Resource Mamagé- Volume Il- International HRM:
The MNE Perspective’, pp. 3-15, Sage Publicatiads London

Mesmer- Magnus, Jessica R./ Viswesvaran, Chockaliagh 2005."Expatriate
Management: a review and directions for researchxpatriate selection, training and
repatriation”, In: Evers, Arne/ Anderson, Neil/ Voskuijl, Olgalhe Blackwell Handbook of
Personnel Selection’, pp.183-206, Blackweel Puibigshtd., Malden, USA

Mestre, Carlos A./ Renaud, Anne-Rossier 2008Smart moves: making the most of
international assignmentsin: 'Mercer's human capital anthology - A whoéwnworld:
managing human capital in today's global enterprise

URL.: http://www.mercer.com/globalhumancapitgddf) (03.09.2009)




Increasing the Benefits that Arise From International Assignments 131

Mezias, John M./ Scandura, Terri A. 2005. "A needs driven approach to expatriate
adjustment and career development: a multiple mentoring perspective”, In: Journal of

International Business Studies, Vol.36, pp.519-538

Minssen, Heiner / Schmidt, Susanne 2008. “ Selbstselektion statt Personalauswhal?
Auslandsentsendungen in der deutschen chemischen Industrie ”, In: Zeitschrift fur

Personalforschung, 22. Jahrgang, Heft 3, pp. 228-248

Moorehead, Gregory/ Griffin, Ricky W. 1998."Organizational behaviour-managing

people and organizations”, Fifth edition, Houghton Mifflin Company, Boston

Mitze, Kai/ Popp, Michael 2007. " Handbuch Auslandsentsendung", Datakontext-

Fachverlag GmbH, Frechen

Naumann, Earl 1993. "Organizational predictors of expatriate job satisfaction”, In: Journal
of International Business Studies, Vol. 24, No. 1, pp. 61-80, Palgrave Macmillan Journals

Nicolai, Doris Krause 2005. " Dual Career Couples im internationalen Einsatz:
Implikationen fUr das internationale Personalmanagement”, Peter Lang GmbH, Frankfurt am

Main

Oberg, Kalervo 1960. "Cultural Shock: Adjustment to New Cultural Environmeins”,

VWB Verlag fur Wirtschaft und Bildung, Reprint 2006 (29), pp. 142-146 from Practical
Anthropology vol. 7, pp. 177-182

URL.:_http://www.agem-ethnomedizin.de/download/cu29 20& S _142-

146 Repr Oberg.pdf?c309bd31734c35b99e5db589267fd36c=fdal1986bfe5f650342a374d441
bf7296(15.10.2009)

Oddou, Gary R./ Mendenhall, Mark E. 2007." Expatriate performance appraisal:

problems and solutions"In: Mendenhall, Mark E./ Oddou, Gary R./ Stahl, Gunter K., '
Readings and cases in International Human Resource Management’, pp. 208-218, Routledge,
New York

O'Keefe, Ted 2003. " Preparing expatriate managers of multinational organisations for the

cultural and learning imperatives of their job in dynamic knowledge-based environments", In:



Increasing the Benefits that Arise From Internagiokssignments 132

Journal of European Industrial Training, Vol. 274.19, pp. 233-243, Emerald Group
Publishing Limited

Osman-Gani, A Ahad/ Hyder, Akmal S. 2008" Repatriation readjustment of international
managers- An empirical analysis of HRD intervergigrin: Career Development
International, Vol. 13, No. 5, pp. 456-475, Emer@lebup Publishing Limited

O'Sullivan, Sharon Leiba/ Appelbaum, Steven H./ Aldihzer/Corinne 2002."Expatriate
management 'best practices' in Canadian MNCs: diptelcase study'in: Career

Development International, Vol. 7, No. 2, pp. 99-Emerald Group Publishing Limited

Paik, Yongsun/ Segaud, Barbara/ Malinowski, Christy2002." How to improve

repatriation management — Are motivations and etgiEms congruent between the company
and expatriates?'In: International Journal of Manpowarol. 23, No. 7, pp. 635-648,
Emerald Group Publishing Limited

Perlitz, Manfred 2000.“Internationales Mangement’Fourth Edition, Lucius & Lucius

Verlagsgesellschaft mbH, Stuttgart

Peterson, Richard B. 2003 The use of expatriates and inpatriates in Censnadl Eastern

Europe since the Wall came dowirY; Journal of World Business, Vol. 38, No. 1, pp-69

Pires, Guilherme/ Stanton, John/ Ostenfeld, ShanedR6."Improving expatriate adjustment
and effectiveness in ethnically diverse countnmearketing insights”In: Cross Cultural
Management: An International Journal, Vol.13, N@j2, 156-170, Emerald Group
Publishing Limited

Riusala, Kimmo/ Suutari, Vesa 2000 Expatriation and careers: perspective of expaemt
and spouses'In: Career Development International, Vol. 5, Bppp. 81-90, Emerald Group
Publishing Limited

Schein, Edgar H. 2004 Organizational culture and leadership’Third edition, Jossey-Bass

John Wiley & Sons Inc., San Francisco

Schenk, Eberhard 2007. Interkulturelle Kompetenz'in: Bolten, Jirgen/ Schroter, Daniela

(Hrsg.), * Im Netzwerk interkulturellen Handelnsebetische und praktische Perspektiven



Increasing the Benefits that Arise From Internagiokssignments 13:

der interkulturellen Kommunikationsforschung’,VerM/issenschaft & Praxis Dr. Brauner
GmbH, Sternenfels

Schuler, Randall S./ Fulkerson, John R./ Dowling, &er J. 1991."Strategic Performance
Measurement and Management in Multinational Corpiors", In: Human Resource
Management, Vol. 30, Number 3, pp. 365-392, Busirgzurce Complete EBSCO HOST

Scullion, Hugh/ Collings, David G. 2006"Alternative forms of international assignments”.
In: Scullion, Hugh/ Collings, David G., ~ Globak§iing’, pp. 159- 177, Routledge Taylor &

Francis Group, New York

Selmer, Jan/ Leung, Alicia S.M. 2003'Provision and adequacy of corporate support to
male expatriate spouses-an exploratory stutty"Personnel Review, Vol. 32, No. 1, pp.9-

21, Emerald Group Publishing Limited

Stahl, Gunter K. 1995." Die Auswahl von Mitarbeitern fir den Auslandseitzs
Wissenschaftliche Grundlagenh; Kihimann, Torsten M., ' Mitarbeiterentsendumsg)
Ausland- Auswahl, Vorbereitung, Betreuung und Wredwliederung', pp. 31-72, Verlag fur
Angewandte Psychologie, Gottingen

Stahl, Gunter K. 1998.,Internationaler Einsatz von FuhrungskraftenR. Oldenbourg

Verlag, Minchen

Stahl, Gunter K./ Cerdin, Jean-Luc 2004."Global careers in French and German
multinational corporations”|n: Journal of Management Development, Vol. 23, 8lqp.
885-902, Emerald Group Publishing Limited

Stahl, Gunter K. / Chua, Chei Hwee 2006. Global assignments and boundaryless careers:
What drives and frustrates international assignégb® Morley, Michael J./ Heraty, Noreen/
Collings, David G., ' International Human Resouwanagement and International
Assignments', pp. 135-152, Palgrave Macmillan, Nenk

Stahl, Gunter K./ Mayrhofer, Wolfgang/ Kiihlmann, Torsten M. 2005." Internationales
Personalmanagement: neue Aufgaben, neue Losurigaimer Hampp Verlag Minchen und
Mering, Mering



Increasing the Benefits that Arise From Internagiokssignments 13¢

Stahl, Gunter K./ Miller, Edwin L./ Tung, Rosalie L. 2009." Toward the boundaryless
career: a closer look at the expatriate career agpicand the perceived implications of an
international assignment”|n: Budhwar, Pawan/ Schuler, Randall/ Sparrow, Paul
'International Human Resource Management- Volumintérnational HRM: The MNE
Perspective', pp. 119-138, Sage Publications Ltthdon

Straub, Jurgen 2007 ."Kompetenz”,In: Straub, Jirgen/ Weidemann, Arne/ Weidemann,
Doris (Hrsg.), ' Handbuch interkulturelle Kommurtika und Kompetenz- Grundbegriffe-
Theorien- Anwendungsfelder’, pp.35-46, J.B. Metzthie Verlagsbuchhandlung und Carl
Ernst Poeschel Verlag GmbH, Stuttgart

Stroh, Linda K. 1995.“Predicting turnover among repatriates: can orgaaions affect
retention rates?”In: The International Journal of Human Resource &gment, Vol. 6, No.
2, pp. 443-456, Routledge

Stroh, Linda K./ Black, J. Stewart/ Mendenhall, Mark E./ Gregersen, Hal B. 2005.
"International assignments - an integration of $&gy, research and practicd’awrence
Erlbaum Associates, Inc., Publishers, Mahwah, Nensely

Stroh, Linda K./ Gregersen, Hal B./ Black, J. Stewd. 1998., Closing the gap:
expectations versus reality among repatriatds®,Journal of World Business, Vol. 33, No.
2, pp. 111-124, Business Source Complete EBSCO HOST

Suutari, Vesa/ Brewster, Chris 2001" Expatriate management practices and perceived
relevance: Evidence from Finnish expatriatds’,Personnel Review, Vol. 30, No. 5, pp.
554-577, Emerald Group Publishing Limited

Suutari, Vesa/ Burch, David 2001 The role of on-site training and support in expation:
existing and necessary host-company practides'Career Development International, Vol.
6, No.6, pp. 29811, Emerald Group Publishing Limited

Suutari, Vesa/ Tornikoski, Christelle 2001 The challenge of expatriate compensation: the
sources of satisfaction and dissatisfaction amormagiates”, In: International Journal of

Human Resource Management, Vol. 12, No. 3, pp.48b-



Increasing the Benefits that Arise From Internagiokssignments 13¢

Suutari, Vesa/ Valimaa, Katja 2002!" Antecedents of repatriation adjustment: new
evidence from Finish repatriatedty: International Journal of Manpower, Vol. 23, NG.pp.
617-634, Emerald Group Publishing Limited

Tahvanainen, Marja 2007."Expatriate performance management: The case ofaNok
Telecommunicationsn: Mendenhall, Mark E./ Oddou, Gary R./ Stahln@ii K., '
Readings and cases in International Human Resdlao@agement’, Fourth Edition, pp. 173-
184, Routledge, New York

Tahvanainen, Marja/ Suutari, Vesa 2005 Expatriate performance management in MNCs",
In: Scullion, Hugh/ Linehan, Margaret, 'Internatdihuman Resource Management: a
critical text', pp. 91-113. Palgrave Macmillan, N¥ark

Takeuchi, Riki/ Tesluk, Paul E./ Yun, Seokhwa/ Lepk, David P. 2005."An integrative
view of international experienceh: Academy of Management Journal, Vol. 48, Nopd,,
85-100, Business Source Complete EBSCO HOST

Thomas David, C. 2008!Cross-cultural management- Essential conceptS&cond edition,

Sage Publications Inc., California

Thomas David, C./ Lazarova, Mila B. 2006 Expatriate adjustment and performance: a
critical review", In: Stahl, Ginter K./ Bjérkman, Ingmar, ' HandbadlRkesearch in
International Human Resource Management', pp. B4/ 2dward Elgar Publishing Limited,
Cheltenham, UK

Ting-Toomey, Stella 1999"Communicating across culturesThe Guilford Press, A
Division of Guilford Publications Inc., New York

Tung, Rosalie L. 1998"A contingency framework of selection and trainofgxpatriates

revisited",In: Human Resource Management Review, Vol. 8, 14syp. 23-37

Tung, Rosalie L. 2009 Selection and Training of Personnel for Overseasignments"in:
Budhwar, Pawan/ Schuler, Randall/ Sparrow, Panikrhational Human Resource
Management- Volume lII- International HRM: The MNErBpective’, pp. 139-153, Sage
Publications Ltd., London



Increasing the Benefits that Arise From International Assignments 13¢

Tungli, Zsuzsanna/ Peiperl, Maury 2009. " Expatriate practices in German, Japanese, U.K.
and U.S. multinational companies, a comparative survey of changes”, In: Human Resource

Management — Bridging research and practice for HR leaders, Vol. 48, No. 1, pp. 153-171

Vianen, Annelies E. M. Van/ De Pater, Irene E./ Caligiuri, Paula M. 2008. "Expatriate
Selection: A Process Approach”. In: Harris, Michael M., 'Handbook of Research in
International Human Resource Management', pp. 458-475, Lawrence Erlbaum Associates

Taylor & Francis Group, LLC, New York

Vianen, Annelies E.M. Van/ De Pater, Irene E./ Kristof-Brown, Amy L./ Johnson C.,

Erin 2009. “Fitting in: Surface- and deep-level cultural differences and expatriates’
adjustment”, In: Tim G., Andrews/ Mead Richard, ‘Cross-cultural management: managing
cultural differences’, Vol. 4, pp. 225-245

Vidal, M. Eugenia Sanchez/ Valle, Raquel Sanz/ Aragon, M. Isabel Barba/ Brewster,

Chris 2007. "Repatriation adjustment process of business employees: Evidence from Spanish
workers",In: International Journal of Intercultural Relations, Vol. 31, pp. 317-337, Elsevier

Ltd.

Waxin, Marie-France/ Panaccio, Alexandra 2005. "Cross-cultural training to facilitate
expatriate adjustment: it works!lh: Personnel Review, Vol. 34, No.1, pp.51-67, Emerald

Group Publishing Limited

Weaver, Gary R. 1993."Understanding and coping with cross-cultural adjustment stiess,
Paige, R. Michael, 'Education for the intercultural experience’, pp. 137-167, Intercultural

Press Inc., Yarmouth, Maine, USA

Weber, Wolfgang/ Festing, Marion/ Dowling, Peter J./ Schuler, Randall S. 1998.
"Internationales Personalmanagement”, Betriebswirtschaftlicher Verlag Dr. Th. Gabler
GmbH, Wiesbaden

Wikipedia 2009."Equity Theory", In: Wikipedia- The free Encyclopedia 2009
URL.: http://en.wikipedia.org/wiki/Equity theory08.12.2009)

Wikipedia 2009."Learning", In: Wikipedia- The free Encyclopedia 2009
URL: http://en.wikipedia.org/wiki/Learning09.10.2009)




Increasing the Benefits that Arise From Internagiokssignments 137

Wikipedia 2009."Victor Vroom",In: Wikipedia- The free Encyclopedia 2009
URL: http://en.wikipedia.org/wiki/Victor Vroom(08.12.2009)

Winkelman, Michael 1994."Cultural Shock and Adaptationln: Journal of Counselling &
Development, Vol. 73, pp.121-126

Wohr, Martin 1999. "Keeping expatriates up to date: How Human Res@ica@ improve
international assignments through internal commanan”, Fachverlag Doébler&Rdssler
GbR, Stuttgart

Yan, Aimin/ Zhu, Guorong/ Hall, Douglas T. 2002 International assignments for career
building: a model of agency relationships and p®yopical contracts”In: Academy of
Management Review, Vol. 27, No. 3, pp. 373-391,iBess Source Complete EBSCO HOST





