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Chapter 1 
Mead and Andrew (2009) identified that there were three definitions of organizational culture. 
First of all, the organizational culture is the product of structures, systems and regulations, planned and imposed by management. But most of the time, these are inefficient and ineffective within their organizations as they do only the superficial changes. Not only these may not make workforce devote themselves to “go the extra mile” but may rather demoralize them. 
Next, organizational culture is “how thing done within the organization” and “way of behaviors”. It is quite difficult for managers to make change on the embedded culture. If the workforce is confident of their management, the change will relatively easy be made. Otherwise, it may cause resentment or demoralization. 
At last, the organizational culture is a continual process of negotiation. As long as the members of the organization feel that the changes will benefit them, the changes are termed as success. Otherwise, alternative processes and procedures are necessary. 
Mead and Andrew (2009) identified that national culture is one of environmental factors. Management is seldom capable to exert control over it. The national culture is particular to one group and not others. It influences the behavior of group members in uniform and predictable ways. It passed down from one generation to the next. It includes systems of values. It is learned, and is not innate. It has impacts on organizational structure as well as culture, relationship within organizations, managerial processes, practices and skills needed. 
Kluckhohn and Strodbeck (1961) indicated that national culture is related to human nature - good person is entertained and bad guy is harshly treated; to the world – some people think that they are “king of the world” and can override or overcome everything including the irresistible power of nature; to human activities – some countries need people to work hard for money and status but some need not do so; to other people – there are collectivist and individualist societies across the world; to the time – some societies focus on the future but some pay attention to past and present instead; to the space – area occupied is in proportion to the status of a person. 
As a matter of fact, organizational culture is not the same as the national culture. Organizational culture can be readily controlled by management while national culture is one of the external factors management is inability to control it. The domination depends on degree of influence. If organizational culture has stronger influence on employees’ values than their national culture, then headquarters can directly determine the behavior of subsidiary staff and no other ways around. During lifetime, national culture is learned at the earlier stage. The individual is largely unaware of his cultural conditioning and cannot spell out conscious response. Organizational culture is learned at latest stage and is assimilated at a more conscious level. The individual learns many of these organizational cultures in maturity and adopts an objective and critical attitude towards the learning. 
In Hofstede’s fifth dimension – long-term orientation, China is ranked at the highest place among those selected countries. That mean it is also true for Hong Kong. This dimension not only become synonymous with the Confucian dynamism but also indicates a society's time perspective and an attitude of persevering. That means to overcome obstacles with time, if not with will and strength. The managers with the characteristic of long-term orientation, it may not be an advantage for them when working outsides Asian countries like Czech Republic and UK. For the majority of western culture, change can occur more rapidly as long-term traditions and commitments do not become impediments to change. 

Chapter 2 
Hofstede (1980) found five dimensions of culture in his study of national work related values. The dimensions are: 
A. Power distance: the distance between individuals at different levels of a hierarchy. 
B. Uncertainty avoidance: more or less need to avoid uncertainty in life. 
C. Individualism vs. collectivism: the relations between the individual and his/her fellows. 
D. Masculinity vs. Femininity: the division of roles and values in society. 
E. Long- vs. short-term orientation: temporal orientation towards life. (This dimension was developed in 1987, later than the four core dimension, and was tested in only 23 countries.) 

Laurent (1983) examined attitudes to power and relationships. His studies focus on how managers in different cultures resolve problems and only distinguish the cultures by influence. It treats management as a process by which managers express their values. It examines perceptions of the organization as a political system, an authority system, a role formulation system, and a hierarchical relationship system. Three illustrations are used for: 
A. How far the manager carries his status into the wider context outside the workplace. 
B. The manager’s capacity to bypass levels in the hierarchy. 
C. The manager as expert in contrast to the manager as facilitator. 
Trompenaars (1993) found seven dimensions in relation to national culture. Which are detailed as below. 
A. Universalism vs Particularism: universalist makes deals with the relative perceived important of rules which would be applied in all cases as opposed to those particularist where rules are applied more flexibly and where relationships assume particular importance. 
B. Neutral vs affective: this dimension relates to the different ways in which cultures choose to express relationships. In affective culture it is natural to express emotions openly, whereas in more neutral cultures emotions have to be held in check in order not to confuse work situations. 
C. Individualism vs collectivism: this dimension examines the extent to which individuals act independently as opposed to expressing high degrees of loyalty within tightly bonded groups. 
D. Specific vs diffuse: this dimension deals with the degree of involvement individuals are comfortable with in dealing with other people. Individuals will have various levels to their personalities, from a more public level to the inner, more private level. 
E. Achievement vs ascription: in an achievement-based culture, status is denoted by achievement. In an ascription-based culture, status is more ascribed to a person due to inherent factors such as his or her age or education or social connections. 
F. Inner- vs outer-directed: this dimension examines whether people can control their own environment or merely have to work with it. 
G. Sequential vs synchronic: a sequential orientation sees time as liner, comprising a series of ‘discrete events’, whereas synchronic perceptions of time are circular, seeing interrelations between the past, present and future. It is therefore possible to identify societies with a greater overall focus on the past, present or future. 

Chapter 3 
In reference to Bartlett and Goshal (1989, 1998), they classified four models of organizational staffing approach: global, multinational, international, and transnational companies. Each of these expresses a different structural relationship between headquarters and subsidiary. The particular relationship in any one organization is determined by such factors as the industry, product type, and market forces: 
A. Global organization (ethnocentric) – It is a belief in the superiority of one's own ethnic group. The firm basically believes that parent-country nationals are better qualified and more trustworthy than host country nationals. 
B. Multinational organization (polycentric) – It is a belief that local people know the local environment better than outsiders. 
C. International organization (immediate) – It is the variation of staffing approach to suit particular geographic areas. 
D. Transnational organization (Global) – It is the notion that the best people should be employed, regardless of their nationality. 

For global organization, finance and marketing departments are mainly under headquarters’ control. Cost advantages are achieved through economics of scale and global-scale operations. The need for efficiency and economics of scale means that products are developed that exploit needs felt across the range of countries. The firm produces in the home country initially and transfers its core competency to the host country under the guidance of expatriate managers. These managers have the knowledge to create value through core competencies. They also contribute to the maintenance of the corporate culture. 
For multinational organization, the headquarters decides financial policy but otherwise permits subsidiaries considerable autonomy in determining management style and responding to local product needs and markets. Gives hope for profit maximisation through flexibility because local managers can react quickly to market needs in the areas of pricing, production, product life cycle, and political activity. Absence of problems associated with expatriate managers including cultural myopia. 
For international organization, its headquarters retains considerable control over the subsidiary’s management systems and marketing polices, but less so than in the global organization. Products and technologies are developed for the home market, extended to other countries with similar market characteristics, and then diffused elsewhere. The developmental sequence is decided on the basis of managing the product lifecycle as efficiently and flexibly as possible. Policies varied to suit the nature of the firm's business and product strategies. It allows interaction between executives because of inter-regional transfers and shows some sensitivity to local conditions. Also, it provides a 'stepping stone' for an organization wishing to move from an ethnocentric or polycentric approach to a geocentric approach. 
For transnational company, this model combines features of multinational, global and international companies. A product is designed to be globally competitive and is differentiated and adapted by local subsidiaries to meet local market demands. Resources, including technology and managerial talent, might be distributed among subsidiaries and integrated between them through strong interdependencies. Enables the firm to make best use of its human resources and builds a cadre of executives who feel comfortable working in any culture. Ethnocentric and polycentric pressures are balanced in favor of optimizing the organization's operations. The ethnocentric pressure for low cost standardized operations is satisfied because enough of the right kinds of products exist in the global customer base to permit scale economies and experience curve effects. The polycentric pressure for local responsiveness is satisfied because of the need to meet the distinctive characteristics which remain in every market. 

Chapter 4 
The relationship between headquarters and its subsidiaries has a range of dimensions, including structural, culture, budgetary, technological and human resource dimensions. These are dealt with risk and control. 
Factors in the environment are often perceived as a major source of risk. It includes competitive risk, economic risk, political risk and technological risk. For competitive risk arises where competitive structure are unstable; new entrants threaten to break into the market; new and substitute products threaten; new technologies threaten and change arise in structure of supply and demand. For economic risk arises where public resources suffer waste, corruption and mismanagement; economic and financial conditions are unsatisfactory; payments cannot be enforced and local labor is inadequately skilled. For political risk arises when industrial and legal disputes are given official support; war, revolution and terror occurs; nationalization when all firms in an industry are affected. For technology risk arises when product technology, including patents may be stolen; the systems needed to manage the technologists are absent. The skills and technical knowledge needed to operate the product technology are absent. 
Some industries are more exposed to risk than others. High risk industries like banking. Any breach of security is bound to be more expense than a breach in a relatively low-tech industry such as textile manufacture. When the perception of risk is high, headquarters expatriates more staff to control procedures and protect company interests. 
Headquarters is more likely to perceive the national culture expressed in the foreign subsidiary as a source of risk when its own national culture has high needs to avoid uncertainty and the cultural distance is perceived to be wide. 
The government may feel itself at risk when multinational company threaten the country’s growth or defense; develop a monopoly position that stifles local competition and attack a powerful local monopoly. 
Competitive advantage secured in headquarters or in one subsidiary cannot be automatically transferred to another subsidiary. What has advantage in the first market may have less in another if customers there prefer a competing product. 
All control costs money; insufficient control can result in a loss of profits and over-control can result in costs in terms of expatriation. The company control style may have to be modified for each overseas investment. Each exists in a different environment, and has different resourcing and staffing capacities. The instruments for control from which the company selects include the structural relationship, technology, budgets, staffing policy and organizational culture. 
The controlling through the structural relationship had already mentioned in chapter 3. For the controlling through technology, the headquarters centralizes polices for the use of technology by the subsidiary, it increases its control. When it decentralizes technology policies, it reduces control. For the controlling through budget, the more dependent the subsidiary on headquarters’ budgetary policy, the more immediate the control that headquarters exerts. But when decisions over expenditure are relaxed, control is pushed down to subsidiary management. For staffing policy, many more companies are sending staff abroad than previously. Headquarters has to face the problems of control in the subsidiaries; to choose the control style using in the subsidiaries; to decide whether to use local or expatriate top management in a subsidiary. For organizational control, it aims to develop loyalty to the company and to headquarters managers, so that the subsidiary culture eventually replicates headquarters culture. 

Chapter 5 
(Sparrow, 2006) Global managers must be able to share knowledge and information with whom they need to interact if they are to help their organization deliver an important global business process, product or service. Also, he has to understand how tacit knowledge spreads within top management teams. International managers often build up a lot of ‘social capital’ because they have ‘boundary-spanning’ roles’ and this put them in touch with many different networks inside the organization. They also develop important insights into the organization through their interpersonal cross-border relationships. 
Manager has to be familiar to organizational culture so as to exert control over the organizational culture to the extent that they control members’ relationships and the factors that influence their attitude to their work. By motivating employees’ performance, manager must first examine their needs. Then, shows why a careful analysis of the employees’ needs is essential when building an incentive system. The analysis and the system must be closely related an incentive system directed towards meeting needs that employees do not experience is bound to fail. Manager must have capacity to recognize and control disputes by discouraging personal attacks, clarifying strategic priorities and applying strong but flexible structure. Manager must have ability to formulate and implement the changing plan in case of serious threats and extraordinary opportunities appear. 

Chapter 6 
As a Hong Kong manager is expatriated to work in France, he finds that there are differences in their national culture in spite of working for the same organization. 
According to the Hofstede’s finding, the index of power distance of both countries - Hong Kong and France are almost same. Therefore, those Hong Kong managers expatriated there need not worry about the adaptation. Employees in both countries are willing to accept the hierarchical ordering and may even encourage the differences. 
The index of uncertainty avoidance for France is about 84 and that for Hong Kong is about 28. The Hong Kong managers experience lower levels of anxiety and job stress in Austria. He may be more willing to take risks and less resistant to change there. 
The index of the individualism for Hong Kong is far less than France. They are 25 and 70 respectively. The Hong Kong managers have to adapt French working style. Not only they prefer achieving themselves and satisfying their own needs but also their decision, opinions must be valued. 
For the index of masculinity, France is 40 and Hong Kong is 60. The numbers are a bit close. As a matter of fact, in Hong Kong, employees may think time spent on company business is more valuable than time spent in unrelated social pursuits or with the family. Therefore, the managers expatriated there may need to change a little bit their lifestyle to spend more time on their dependents and families. 
With reference to Laurent (1983)’s study, we find that the Hong Kong managers, working in France, not only take care their daily duties but also play an important role in society through their professional activities. Since the managers there carry their status into activities outside the workplace even outside working hour. The subordinates think that he is the manager, so they don’t have to behave differently than they usually do in the office 
Be working in France, the Hong Kong managers may find the situation of bypassing the hierarchical line is more frequent than in Hong Kong. They may perceive that this lack of respect for the hierarchy as insubordinate and threatening. This may be a good method to promise a company to produce greater efficiency and speed, but surely demoralize or demotivate those Hong Kong managers. The figure in this field from Laurent research is quite high, viz, 66% disagreement in People’s Republic of China. 
Adler et al (1989) In France, there are 53% people to agree to the statement “it is important for a manager to have at hand precise answers to most of the questions that subordinates may raise about their work”. In Hong Kong, in order to maintain the managers’ hierarchical position and lose status, managers should be able to provide specialist answers to technical questions. Otherwise, it may endanger the security of the entire group and also their interest. That means those Hong Kong managers expatriated to France readily adapt and handle above situation. 
According to Tropennars’s finding in relation to national culture, Hong Kong managers tend to be a particularist and thus place importance on relationship and flexibly apply rules. They are also implicit (neutral) to avoid disrupting the working procedures while French who explicitly express their emotions. France where individualism is high, people emphasize for individuals within organizations in order to gain self-respect and personal achievements. For the work and private life, French whose private life is always kept very separate and guarded closely. In most Asian countries, probably in China and Hong Kong, it is commonly believed that status is more ascribed to a person due to inherent factors such as his education, social connection and family background. For the traditional Chinese including Hong Konger, they never thought to fight against nature like westerners but get along well with the laws, directions and forces of nature. 
From aforesaid, the Hong Kong managers need to plan how to adapt French culture before working over there. They may fly there for an information trip to review their needs and experience French lifestyle. Otherwise, it is more likely dissatisfied by the culture shock and thus do not perform well. 

Chapter 7 
Upon globally expanding the organization, it needs some managers working in the French subsidiaries for a period of time. The human resources department firstly makes a job analysis in order to clarify the frequent and occasional duties, and what skills and experiences are needed. It may recruit the employee either externally or internally. 
France is one of European countries. She is enormously different with Hong Kong including national culture, lifestyle, living standard, rules of law, personality and so on. In order to protect and develop organizational investment, management must at least specify the expectation on expatriates, the standard of performance and the reporting procedures on the job description. 
During the selection, not only the Hong Kong managers must have the necessary technical and managerial skills but also have the ability to adjust, communication and negotiation skill, skills to recognize and solve problems, the emotional maturity to tolerate uncertainty, skills to integrate with other expatriates and local, and so forth. 
Upon successfully employing the Hong Kong manager as expatriates, trainings including technology, language and cross-culture must take place before and during the expatriate assignment. This can facilitate the expatriate to work and live in the local culture. Before starting the expatriate assignment, the Hong Kong manager will be briefed on management issue particular to the subsidiary, its relations with headquarters and with the environment. The briefing includes local risk factors, systems for communicating with headquarters, the responsibilities of the post and so on. 
Expatriate supports play an important role in organizational success. It supports expatriates to work and live in the local culture and upon return to headquarters. In support of working, it gives expatriates information and guarantees on the duration of the post, career planning, career security on return to headquarters and training for return. In support of mentoring, the organization appoints a mentor to give the expatriates impartial advice and help them based on experience. Besides, it keeps expatriates up to date with changes in headquarters and reintroduces them to headquarters on return. In support of living, it helps them in locating and subsidizing housing, arranging medical facilities as well as insurance and organizing training in the local language and culture. 
In order for the organization to succeed, the expatriate rewards must be able to help ensure that remuneration is fair, but it must also be cost effective. These rewards tend to include base salary, cost of living allowance, housing and relocation allowance, hardship duty allowance, bonus for well performance and so on. 
In adaptability, expatriates may have sense of frustration and low energy levels when traveling to a culture that seems very distant from their own. This can reduce their productivity. But, these malfunctions can be subdued by broadening their social contacts in the local culture and learning about the new culture as well as language. 

Chapter 8 
In the trend of globalization, it is imperative for current organizations to achieve competitive advantages in order to dominate themselves. However, what are they currently doing to achieve this purpose? For majority of the organizations, they are considering the management of expatriates as the most important aspect of their international human resource management strategy. During the process of expatriation, they pay extra attention on recruiting, selecting, training and supporting because of employing an expatriate costs much expensive than that of the same individual at homeland. Therefore, it is crucial for the managements to decide who is picked for the overseas assignments, why is a certain individual selected for the assignment, and whether it meets the overall organizational objectives. 
Although this is a very challenging task with hardship, it will not ensure leading to a promotion upon return. This negativity may adversely affect the personal interest of the expatriates and demoralize them. 
All in all, in addition to aforesaid, we conclude that the national culture, organizational culture, risk and control taken, and cross cultural manager skills are also the key factors to decide whether the expatriation program will succeed or not. 

Chapter 9 
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