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AN ESSENTIAL APPROACH TO MITIGATING EXPATRIATE CHALLENGES:
EXAMINING EFFECTIVE SELECTION AND
TRAINING STRATEGIES FOR EXPATRIATES

Rose Mary*

ABSTRACT

Many companies face challenges with expatriate success, often resulting in early returns or
less-than-ideal job performance. In today’s interconnected world, multinational corporations (MNCs)
increasingly rely on expatriates to manage their subsidiaries, as these professionals often bring a deeper
familiarity with the company’s techniques and processes compared to local staff. The struggles faced by
expatriates highlight areas of improvement needed in both the selection process and pre-departure
training. This study aims to explore how well MNCs implement effective selection and training strategies
for expatriates, and to assess how they evaluate these methods. It draws on the concept of culture shock
alongside established models for expatriate selection and training, particularly Ronen’s Model for
selection and Black and Mendenhall’'s Framework for training. The research involved expatriates
currently working in MNC subsidiaries. Interestingly, the findings revealed a discrepancy between
theoretical ideals and actual practices. While many MNCs fell short of the recommended selection and
training methods, there were proud exceptions that truly excelled in these areas. Additionally,
respondents shared a wealth of perspectives regarding the selection and training processes, which adds
valuable insights into how these practices can be refined for better success in the future.
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Introduction

A considerable number of companies opt to establish subsidiaries, joint ventures, and branches
in various countries as part of their international growth strategies. However, these companies frequently
encounter challenges when attempting to employ local staff from the outset. This difficulty often stems
from the fact that local candidates may lack the necessary experience, as well as critical managerial and
technical skills required to support the initial phases of the business. Consequently, it is essential for
these companies to deploy personnel from their home country who possess the expertise and
understanding necessary to effectively launch and manage their international operations.

Emphasizing the “international" dimension, cultural considerations are paramount in the
selection and training processes for foreign managers (expatriates) in order to mitigate the effects of
culture shock. Research indicates that the level of culture shock experienced by an individual is positively
correlated with the extent to which the individual feels the necessity to acclimate to a new cultural
environment. It is therefore imperative for multinational companies (MNCs) to integrate cultural
orientation into their recruitment processes. Failure to do so may result in the selection of candidates
who, despite possessing impressive qualifications, may struggle to adapt to a distinct cultural context.
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When individuals engage with a host country while maintaining connections to their home
culture, the primary objective is not necessarily to fully adopt a new cultural identity. Rather, the focus
often centers on finding effective strategies to navigate and adapt to the unique customs, traditions, and
social norms of the new setting. This methodology facilitates a harmonious integration of both cultures,
promoting understanding and appreciation while preserving one’s cultural heritage. This dissertation
investigates how companies select and train expatriates and how expatriates perceive these methods. |
examined various models to develop hypotheses and tested a preliminary questionnaire through a pilot
study to ensure clarity. | look forward to the insights from the findings.

The accelerating pace of internationalization and globalization is presenting new and compelling
opportunities for Human Resource Management (HRM). Scullion emphasizes that International HRM
(IHRM) is essential for addressing both the challenges and opportunities associated with global business
expansion. By adapting strategies, policies, and practices, organizations can effectively navigate this
dynamic environment, thereby making HRM more strategic and impactful than ever before. This
represents an encouraging period for HR professionals to embrace transformation and foster success.

While the definition encompasses a much broader area than just the management of
expatriates, the primary emphasis of International Human Resource Management (IHRM) pertains to
expatriates. Human resources are essential for effectively and efficiently utilizing and transferring know-
how, technology, and capital from the home country to the host country. Thus, expatriate assignments
serve as the most effective instruments for achieving global awareness. Ultimately, international
assignments particularly provide managers with the chance to acquire valuable experience that benefit
the company in the future.

When expanding into a new country, multinational companies often find that local talent may
lack the specialized skills needed for success. To ensure smooth operations, it's beneficial for these
companies to send expatriates who bring valuable expertise.

In filling roles in their subsidiaries, MNCs can choose from three effective staffing strategies:
ethnocentric, polycentric, or geocentric, with expatriates playing a vital role in both the ethnocentric and
geocentric approaches.

It's important to note that expatriate challenges can arise when an individual returns home early
or leaves their position before the assignment concludes. Forster's research broadens this definition of
challenges to include factors such as performance issues and the need for assignment extensions.
Embracing these insights helps MNCs bolster their global success.

When people move to new country and experience a new culture, they always take values,
beliefs and behaviors based on their own culture with them. If the new culture clashes with theirhome
culture, people may experience culture shock. Culture shock is a natural part of exploring new places,
often bringing about feelings like homesickness, confusion, and stress. It typically begins upon arrival,
and while it involves four distinct phases, each person’s experience is unique. Embracing this journey
can lead to personal growth and understanding.

Review of Literature

Mead (1998) highlights the importance of adapting to diverse cultures. Cultural training
encourages a non-judgmental approach, empowering expatriates to understand how cultural influences
shape behaviors. This valuable insight allows managers to discern whether their actions stem from
cultural contexts or other factors. Ultimately, this training equips expatriates with the skills to navigate
new environments with confidence and an open mind, fostering positive interactions free from biases.

Robock and Simmonds emphasize that effective cultural training encompasses two essential
dimensions. First, it promotes awareness of our own cultural assumptions, and second, it fosters cultural
sensitivity. Tung’s insightful research sheds light on the concept of cultural awareness, aiming to
enhance our appreciation of diverse cultural differences. This training is not limited to any one country or
region; rather, it equips expatriates with the understanding that behaviors, values, and attitudes are
shaped by the cultural contexts in which individuals grow up. Embracing this knowledge can enrich our
interactions and strengthen global connections.

Mendenhall, Punnett, and Ricks (1995) emphasize that sensitivity training plays a crucial role in
uncovering the personal values, underlying assumptions, and behavioral characteristics of expatriates.
This process not only facilitates self-awareness but also significantly enhances their interpersonal skills.
By engaging in sensitivity training, expatriates gain insights into their own reactions and those of others
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in diverse cultural contexts, which fosters effective communication and collaboration. Ultimately, this
training equips them with the necessary tools to navigate complex social dynamics in international
assignments, promoting their overall personal and professional growth.

Dowling, Schuler, and Welch tackle the important topic of cultural training with an innovative
approach. By offering international employees the opportunity to embark on a preliminary trip to the host
country, they can immerse themselves in the local culture and connect with expatriates. This experience
allows them to form valuable first impressions of their future working and living environment, making the
transition smoother and more enjoyable.

Ronen highlights that language education not only teaches communication but also offers a
unique window into a country’s culture, significantly enhancing the success of international assignments.
It's vital for international employees and their trainers to grasp the nuances of body language, as it can
greatly impact interactions and understanding. Embracing this knowledge fosters a more enriching
experience!

Tung’s Framework

Rosalie Tung's Framework offers insightful guidance for determining the right approach to
training, tailored to various circumstances. She emphasizes the importance of two key factors: the
degree of interaction with the host culture and the cultural differences involved. Specifically, Tung
suggests that if interaction is expected to be minimal and cultural dissimilarity is low, it's best to prioritize
training on job-specific skills rather than cultural issues. In such cases, a less rigorous training approach
will suffice. Additionally, Tung categorizes training into five distinct types, taking into consideration the
learning process, job requirements, assignment location, and the amount of time available. This
thoughtful framework not only enhances the training experience but also fosters greater confidence and
adaptability in diverse work environments. It's an exciting way to empower individuals and make the most
of their international assignments.

Mendenhall and Oddou’s Framework

Mendenhall and Oddou’s framework extends Tung’s work by incorporating the essential
components of “degree of interaction” and “cultural novelty,” while also delving deeper into the interplay
between training methods and these factors. They introduce three significant elements: first, the various
training methods; second, levels of training rigor—low, medium, and high; and third, the duration of
training in relation to the degree of interaction and cultural novelty.

Some researchers have shown promising evidence that effective training significantly enhances
both adjustment and performance. However, it's understandable that some managers still have
reservations about the impact of cross-cultural training. Yet, it's important to remember that investing in
training benefits both individuals and organizations, as emphasized by Black.

Finally, it is crucial for expatriates to develop a broader understanding of everyday operations
within their subsidiaries, as this equips them for a more comprehensive management role. Embracing
this opportunity can lead to rewarding experiences and greater success in a global environment.

Statement of Problem

It's quite common for companies to encounter challenges with expatriates, which can impact
their success overseas. In fact, U.S. businesses experience an astonishing loss of $2 billion annually due
to unsuccessful foreign assignments. This highlights the importance of proper preparation, as an
unprepared expatriate might unintentionally offend local hosts, potentially straining valuable
relationships. By focusing on better support and training, we can turn these challenges into opportunities
for lasting connections and success abroad.

Objective of the Study

The objective of this dissertation is to present the expatriate selection and training methods
recommended by existing research. Additionally, the study aims to assess the extent to which these
methods are implemented by multinational corporations (MNCs). Furthermore, the investigation seeks to
understand how expatriates evaluate these methods and whether there are opportunities to modify
existing models based on new practices.

Scope of the study

Study is limited to Socio-Cultural training provided to Expatriates. This is in special reference to
Indiain Bangalore.
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Sample

This research focuses on managers' experience working in different countries. While reaching
out to every expatriate in multinational corporations (MNCs) was challenging, embracing a non-
probability sampling technique commonly used in case studies. This approach allowed respondents to be
chosen who could provide valuable insights selectively.

The primary goal was to gather information on selection and training methods that prepare
managers for their international roles. It wasn't necessary to narrow our focus to specific industries
because expatriates encounter similar challenges when working abroad, regardless of their background.
This perspective enabled me to enrich my understanding and contribute positively to the future of
expatriate management. | am excited about the insights that will be uncovered and their potential impact
on preparing managers for their global journeys.

Method of Research: Communication

Sample Design: Random Sampling Technique

Sample Size: 25 Expatriates working with various MNC’s in Bangalore
Hypotheses

The hypotheses, derived from established theories, will be confirmed or negated based on the
results of the empirical research.

From the examined literature, there exists a discrepancy between theoretical frameworks and
actual practices regarding the selection and training of expatriates. Consequently, the primary hypothesis
is:

Hi: The majority of MNCs do not implement the expatriate selection and training processes
suggested by current theories.

Drawing upon Ronen’s Model, | propose four sub-hypotheses concerning the expatriate
selection process.

Hia: Job-related factors and motivation are fundamental prerequisites for the most qualified
expatriate, leading MNCs to prioritize these as their key criteria consistently.

Hab: Organizations generally do not emphasize relational aspects or personal attributes significantly.

Hac: Companies typically overlook family circumstances when selecting expatriates.

Hid: Many multinational corporations (MNCs) underestimate the importance of expatriates' language

proficiency. | have identified four sub-hypotheses regarding the expatriate training process,
grounded in Black and Mendenhall’s Model:

Hie: Cultural training is often not delivered as recommended by researchers.

Has: Many MNCs do not provide adequate language training for their expatriates.

Hag: MNCs' preparation is insufficient for expatriates' future roles abroad.

Han: Most MNCs fail to recognize the significance of non-standardized training methods and their

duration. Numerous researchers have studied this area and proposed frameworks for expatriate
selection and training, emphasizing their value in helping expatriates adapt to their host
countries. Consequently, the second main hypothesis emerged:

Perceptions of Expatriate Selection and Training Processes

Research indicates that expatriates find the selection and training processes experts
recommend being beneficial and effective.

According to Ronen's expatriate selection model, four key sub-hypotheses emerge:

. Job factors and motivational state may be underestimated: Contrary to the beliefs of
multinational corporations (MNCs), job-related factors and motivational states may not hold as
much significance as they perceive.

) Relational dimensions and personal characteristics take precedence: Personal attributes and
relational factors are considered more critical than job-related aspects and motivational states
when selecting expatriates.

. Family circumstances are vital: Evaluating the family situation prior to an expatriate's departure
is deemed an essential criterion in the selection process.
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. Language proficiency is crucial for success: The ability to communicate effectively with host
nationals, as facilitated by language skills, is recognized as a decisive factor in successful
expatriate integration.

This framework highlights the importance of considering various dimensions beyond mere job-
related criteria during the expatriate selection process.

Limitations
The several limitations encountered in a research dissertation. These include:

. Limited time for in-depth literature review, resulting in a focus on only key theories, specifically
the ethnocentric and geocentric approaches.

. The exclusion of family training and repatriation topics, as the focus was primarily on
expatriates.

. Challenges in accessing companies, leading to a concentration on a few case studies rather

than a broader range, with no categorization, instead using the term "MNCs" for companies
operating internationally.

Analysis and Interpretation
. Age, Sex profile and Industrial Sector

Mean Age

40 |
B Finance

35 B Software

30
25

20

Age

19

10

Female Male

Area
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. Place of MNC’s and Qualification

Bachelor 64% (16)

USA72% (18)
Master 36% (9) UK 25% (7)
Academic degree Place
. Support for cross culture training and level of satisfaction
Satisfied 16% (4).
Strong 20% (5)

Somewhat 76% (19)
Moderate 80% (20)

Little 8% (2) [l

Support for cross culture training Level of satisfaction

. Cultural Shock

Cultural Shock

B Somewhat
M Satisfied
16% W Little
8%
76%
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Analysis and Interpretation

Expatriates embark on exciting international assignments, immersing themselves in vibrant host
countries! While they encounter cultures vastly different from their own, adapting to these new
environments can be a rewarding challenge. It's important to recognize that without adjustment, they
might face some hurdles in both their work and daily lives. Observations from surveys indicate that
culture shock is a common experience, but with support and resilience, expatriates can thrive and
enhance their job performance in these dynamic settings.

The study reveals a significant possibility of culture shock among expatriates, highlighting an
important area for improvement! Many expatriates shared their concerns that culture shock could
adversely impact their job performance. This presents a wonderful opportunity for Multinational
Companies (MNCs) to enhance their approach! By placing a stronger emphasis on culture-bound factors
during the selection and training of expatriates, MNCs can pave the way for greater success abroad. It's
essential to recognize that an expatriate's experience in a new environment can greatly influence their
journey. Currently, many MNCs focus primarily on job-related skills, overlooking the personal traits that
relate to cultural adjustment. By addressing these aspects, we can help expatriates thrive and confidently
complete their international assignments.
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The thesis concludes that training for employees abroad should start before their departure and
include their families. Training should continue while they are overseas, ideally in the form of mentoring,
to help expatriates adjust to new cultures and develop cultural empathy. Although the thesis does not
discuss repatriation, it is important to recognize that returning employees may also need cultural training
to readjust to their home country.

Conclusion

Just like any other job interview, an expatriate's selection process is shaped by the company's
specific needs for the role. Embrace this opportunity to showcase your strengths and align your
experience with the company's vision.

Cross-cultural training is an invaluable resource that both our experienced and new expatriates
are eager to embrace, and this training can significantly enhance their success abroad. While we
recognize that family dynamics are crucial, they may not always be prioritized, possibly due to a lack of
awareness about the benefits of family training. We believe that by highlighting its importance, we can
empower both employees and their families to thrive in international environments.

We can significantly increase their chances of success by taking proactive steps to help
expatriates and their families feel secure and equipped to handle challenges during their assignments!
While unexpected events may arise, a well-prepared expatriate is much less likely to experience failure.
It's worth noting that many companies struggle with high expatriate failure rates, often resulting in early
returns or underperformance. A key factor is the difficulty expatriates and their families face in adapting
to a new culture. Addressing this issue through a thoughtful selection process and comprehensive pre-
departure training can pave the way for a successful international experience, benefiting both the
expatriate and the organization. Together, we can turn challenges into opportunities.

The study unearthed some fascinating insights about multinational corporations (MNCs) and
their approach to expatriate selection and training! While it's clear that there’s a gap between the
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recommended strategies and what'’s actually being implemented, it's encouraging to note that a handful
of companies are excelling in this area. Interestingly, expatriates expressed a range of views on the
selection and training processes: while many felt that the selection criteria didn't entirely match the
theoretical ideals, they did value the training methods being offered. It's important to consider that some
of our findings might have been influenced by a few unclear questions in the survey and the possibility of
respondents hesitating to share personal information. Despite these challenges, our research holds
significant reliability, paving the way for future improvements in expatriate practices. Let's celebrate the
potential for growth and positive change in the field.
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