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ABSTRACT

In the past, a critical dimension in gaining successful performance was the focus on control of the multinational organization. As organizations globalize their operations, the goal of staffing shifts from control to diversity, which will provide the global organization with a means to gain/maintain competitive advantage. This diversity is accomplished by integrating foreigners into the home country organization (i.e., inpatriation) through a permanent assignment. This paper examines the inward flow of inpatriate managers using social learning theory as a lens to understand the integration of foreign managers into the domestic organization culture. The stages that inpatriate managers will go through (i.e., survival, integration, acculturation and pluralistic integration) are explored to ascertain how to effectively utilize these global managers. 

INTRODUCTION

Performance demands on global organizations have escalated at such an accelerating pace that hyper-competition has become the standard for global competition creating a complex competitive environment that necessitates organizational flexibility, innovativeness, improved communications, and management creativity (Ghoshal & Bartlett, 1997; Zadek, Hojensgard, & Raynard 2001; Debebe, 2008). The development of these dynamic capabilities requires strategic flexibility in the management of the global organization (Thomas, 1996). There is a growing consensus that the successful heterogeneity of global organizations is increasingly a function of the resourcefulness and creativity of their managers, as well as of the flexibility of the system for managing their worldwide human resources (Ghoshal & Bartlett, 1997). In particular, identifying, attracting, and retaining an adequate supply of inpatriate managers (i.e., the selective transferring and/or hiring of local or third country managers into the headquarters organization on a semi-permanent to permanent basis for global leadership positions {Harvey, 1997}), who have the necessary competencies to manage both cross-national and intra-national diversity must become one of the highest strategic priorities for global organizations (Harvey & Novicevic, 2001).
THE RELENTLESS ‘TIDE’ OF GLOBALIZATION

The globalization of markets presents a pervasive and profound modification in the nature of economic activities and in the dynamics of the global competitive arena (Thompson, 2002). In response to these changes, global managers must develop new decision heuristics that are effective in a global context. Globalization is being fueled by a number of contemporaneous factors, those being: 1.) Macro-economic factors (see Garten, 1996, 1997, 1998); 2.) political factors (see Cerny, 1997; Nash, 2000; Petras & Veltmeyer, 2001); 3.) technological factors (see Mayer, 2002; Stiglitz, 2003b; Narula, 2003); 4.) organizational factors (see Kefalas, 1998; Kedia & Mukherji, 1999; Paul, 2000; Harvey & Novicevic, 2006).

LEARNING TO ADAPT TO THE SOCIAL / CULTURAL CONTEXT OF THE HEADQUARTER ORGANIZATION: SOCIAL LEARNING THEORY

In an attempt to better understand the learning that inpatriate managers must undertake to be socially/culturally accepted in the headquarters organization, one could use Social learning theory (SLT). This theory is a behavioral theory of how one’s behavior is developed.  SLT differs from other behavioral theories, most notably, theories that view behavior as a function of the person (e.g., Adams, 1965; Locke, 1968; Vroom, 1964) or those that predict behavior as a function of the environment (Elkjaer, 2003; Luthans & Ottemann, 1973; Miller, 1978; Porter & Lawler, 1968).  SLT combines the two theories and predicts behavior based on the interaction of the person (e.g., internal construct) and the environment (e.g., the external construct). Given the potential cultural/social distance between the inpatriates home environment and that of the headquarters organization, the SLT model can be pivotal in understanding the resulting adjustment and behavior of the inpatriate manager.

THE DEVELOPMENT OF INPATRIATION PROGRAMS FOR THE INWARD IMMIGRATION OF FOREIGN MANAGERS

Inpatriation programs will “provide individuals with useful information for reducing uncertainty associated with the impending international transfer and for forming accurate expectations about living and working in the prospective host country” (Black, Mendenhall, & Oddou, 1991, p. 306).  This goal will be accomplished through pre-departure training and post-arrival training/integration. There are a number of factors that organizations must keep in mind when developing a strong inpatriation program (Esses, Wagner, Wolf, Preiser, & Wilbur, 2006; Harvey & Novicevic, 2002; Harvey, Novicevic, & Speier, 2002). For example, to develop a training program for inpatriate employees, the goals of the training program, the trainer and his/her preparations, the training materials, and the composition of the training group as a confounding component relative to the inpatriate manager need to be addressed (see Harvey, 1997b; 1997c; Harvey, Novicevic & Speier, 1999; Harvey, Speier, & Novicevic, 1999a; 1999b). Ultimately, adjustment into the organization and culture allows the inpatriate manager deliver services more effectively and efficiently which, in turn, makes the others in the organization more satisfied, thus decreasing the perception of liability of foreignness of the inpatriate manager (Eden & Miller, 2004; Matsuo, 2000; Mezias, 2002; Sethi & Guisinger, 2002).
Due to the importance of adjustment, it is important for headquarters organization to understand that inpatriates will not all require the same inpatriation program or experience the same challenges when integrating into an organization. It may therefore be beneficial for organizations to analyze the environment from which inpatriates are immigrating and accordingly develop unique programs on the relative social/cultural/economic category of countries (see Table 1).
***** Insert Table 1 about Here*****

DEVELOPING THE FRAMEWORK FOR CONTINUOUS “RE-INTEGRATION” OF INPATRIATE MANAGERS INTO THE HEADQUARTER ORGANIZATION

Integration into an organization can take on a number of different levels. Table 2, highlights four levels of organizational integration that a organization can aspire to with the payoff being increased organizational performance (as measured by increased profit, consumer satisfaction and overall employee satisfaction) after each level of organizational integration and ultimately, the reduction of the liability of foreignness. The four levels of organizational integration are 1.) survival; 2.) assimilation; 3.) acculturation and 4.) pluralistic integration.  
*****Insert Table 2 about Here*****
The following propositions are representative of the four levels considered for successful organizational integration. 
Survival 
Research Proposition 1: To assist in providing the infrastructure for immigrant managers to survive entry into the headquarters organization, personal safety and security mechanisms/process must be implemented. 

Research Proposition 2: Headquarters’ personnel need to be made aware of the potential instability and hostility of the organization environment for immigrant employees. 
Assimilation
Research Proposition 3: Inclusion into functional and social groups need to be facilitated by headquarters personnel without relegating immigrant to ‘foreign’ social groups that support cultural differences (e.g., the Spanish inpatriate social club)but rather core organizational groups both function and social. 

Research Proposition 4: Assessment of relocated inpatriate managers/ immigrates’ satisfaction should be conducted on a regularly scheduled time interval to monitor changes in attitudes toward inclusion in the headquarter organization.
Acculturation
Research Proposition 5: Recognition and/or rewards for the specific inputs on global projects of immigrant workers by headquarters management need to be institutionalized in the organization. 

Research Proposition 6: Efforts should be made to increase the visibility of immigrant managers to promote their contribution to the global successes of the organization. 
Pluralistic Integration
Research Proposition 7: Shared decision-making and support for divergent views of issues facing the organization should be implemented in the organization. 

Research Proposition 8: Supported for multi-perspective cultural standards and value of cultural inputs is needed to successful include immigrants into the headquarters organization.
CONCLUSION

In summary, the benefits from the new staffing model of inpatriates will increase organizational performance in the areas of profit, consumer satisfaction, and overall employee satisfaction. This will not be an easy change, as each constituent (i.e., firm, individual, home/host country) is different. These differences, if taken into consideration in the inpatriation process will for the long-term success of the firm, gain returns worth its efforts. 
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