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1. Introduction
As globalization shapes the role of managers, international responsibilities become the norm rather than the exception, and contact with other cultures becomes commonplaces. The need for managers to understand the influence of culture on management has never been greater. According to this development, business coaching is more and more demanded ever since. Due to the high percentage of expatriates who fail in their assignments, international organizations pin their hopes on business coaching to help their managers develop the necessary skills for a successful international collaboration. In order to take a close view on the actual benefit of business coaching this paper will first illustrate the necessary requirements on intercultural management to get an idea about the required skills which need to be developed. This 

includes a detailed consideration of the possible and actual influences on international co-operations as well as the demands and challenges of international working expatriates. To get a proper idea about business coaching this paper will subsequently take a look on different prospects of the term “coaching”. In order to differentiate the efficiency of variable coaching types, the different methods of coaching and their advantages for certain operative ranges will be illustrated. Subsequently this paper gives an overview of the potential conflicts in international working fields to see in which aspects coaching can be a successful support for intercultural working managers. Finally the frequency and benefit of business coaching will be analyzed and concluded which methods of coaching are effective and profitable for the intercultural management. 2. The main requirements on intercultural management In order to get an explicit idea of the aspects in which managers of international companies need to be trained this chapter will take a closer look on the necessary requirements for a successful intercultural economy relation. To obey this problem this part will first give attention to the factors, that affect successful international co-operation. In this first chapter the main changes in international management caused by globalization are illustrated. To get an idea about how an appropriate business coaching can look like the necessary qualities, which an international working manager need to fulfill will be described in the following. This includes an overview of the field of activities of an international manager as well as the

individual factors that a manager of an international co-operating company need to fulfill.

2. The main requirements on intercultural management 

2.1 Aspects that influence intercultural collaboration The requirements on an international co-operating management has changed a lot due to the worldwide globalization since the beginning of the 1990s. A very appropriate description of the affects of globalization gives Parker, when she specifies globalization in general as an increase in the permeability of traditional boundaries, including physical borders, such as nation-states and economies, industries or organizations, and less tangible borders, such as cultural norms or assumptions. This increase in permeability is the result of shifts that have been taken place in technological, political, and economic spheres.1 To get a specific idea of the new challenges which international managers have to deals with, first it will be necessary to describe the main aspects which changed due to the globalization. The following three categories of changes2 illustrate the main important aspects which changed in international management due to the globalization. Disappearing Boundaries With the advent of free-trade areas in the 1990s traditional economic boundaries between countries are severely reduced. The three largest trade groups, the European Union (EU), the North American Free Trade Agreement (NAFTA), and the Asian-Pacific Economic Cooperation ( APEC) accounted already in 1999 the half of the world´s trade. Furthermore in 1995 the World Trade Organization (WTO), which counts 153 member nations, was founded with the goal of reducing

tariffs and liberalizing trade across the board.3 As a result of this agreements the level of interconnectedness among the world´s economies is highly rising and the local economic conditions are no longer the product of purely domestic influences. In addition the organizational structures within companies changed as well. Nowadays the production, sales and marketing, and the distribution might all be located in different countries to capitalize on certain location specific advantages. Information Technology The dramatic advances in information technology might be the most significant force toward globalization with a high potential to shape the international management landscape. All type of information can now be communicated throughout their geographically dispersed enterprises instantaneously. Furthermore access to information, resources, products and markets are influenced by improved information technology. Due to this development the roles of managers need to be adjusted to reflect this increasingly information-driven environment.

1 cf. Parker 1998 2 cf. Thomas 2002 3 www.wto.org
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Increased Trade World trade among countries has grown very fast since 1990. This increase of trade is consistent with the globalization of products and markets. In addition, the developed world continues to trade at approximately the world average, trade in other economies, mainly in Asia, is developing rapidly. The result of this fast growing markets is a shift of the worlds economic center toward Asia with dramatic effects on the economic backdrop of international management. 2.2 Demands on international managers A perennial function

as a manager in an international co-operating company involves different demands and charges. This managerial duties include the leadership of multicultural compounded working groups in the home country as well as the ability to co-operate with the management of foreign companies and the own employees in an overseas branch. 4 Due to the changes caused by globalization, shown in the previous chapter, an international working manager need to fulfill many different requirements. To give an overview of the necessary skills, which are required of an international manager, now first the different roles, which a manager need to be able to take on will be illustrated and shortly explained. Furthermore the main important factors, which are necessary to fulfill the requirements for a successful management in an international working co-operation will be described. Roles of an international manager5: • • Representative: performance of ceremonial duties, e.g. at receptions, festivities and visits Personal management: personal contact with the employees: conveyance, challenge, acknowledge... • • • • • Liaison: to establish contacts to higher, equivalent and foreign managers Observer: absorbs, collects and searches for information Information contributor: gives information to the employees Spokesperson: communicates positions of the own organizational unit Contractor: initializes and accompanies measures to secure the continued existence and further development of the organization • • • Administrator: regulates and manages conflicts Allocator: decides on what is given to the employes (work equipment, budgets,...) Negotiator: negotiates

agreements for the organization

4 cf. Thomas (2005) 5 cf. Thomas (2005)
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General requirements on international managers6: • Individual factors Researches on those people who were effective in overseas assignments 7 show, that individuals who described themselves as being satisfied with and functioning well in a foreign culture identified the following behaviors or personal abilities considered important to their success: ▪ the ability to manage psychological stress ▪ the ability to effectively communicate, and ▪ the ability to establish interpersonal relationships In addition, a study from the mid 90s in which expatriates from 26 different nationalities were reviewed, identified the following five characteristics of individuals as most related to their professional success. ▪ family situation ▪ adaptability ▪ job knowledge ▪ relation ability ▪ openness to other cultures • Demographics Further more the demographic characteristics of an expatriate such as age, tenure, educational level and material status have all been found to influence the expatriates success. The following list shows an overview of this factors. ▪ The age is positively related to organizational commitment, work adjustment and job satisfaction, but negatively correlated with willingness to relocate, intent to leave, and general satisfaction. ▪ Tenure of the expatriates has been found to be positively related to job satisfaction and negatively related to the intent to leave. ▪ The education level is negatively related to the job satisfaction and positively related to general adjustment and interaction adjustment, but nor work adjustment. ▪ Married expatriates

have been found to be more job satisfied and higher performers. ▪ The adjustment of the spouse or family is positively related to expatriate adjustment and negatively related to the intent to leave.
6 cf. Thomas (2002) 7 cf. Thomas (2002)
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•

Foreign language ability and previous international experiences The ability of the overseas employee to communicate in the host-country language and previous international experiences can be important to expatriate success. The ability to make everyday conversations8 with host nationals has a strong effect on satisfaction, commitment and adjustment of the expatriate. Even though the foreign-language skills might not have an direct effect on the expatriate success, the willingness to communicate is a critical factor for a successful international cooperation. Beside the language skills, the previous international experiences of the expatriate have an strong influence on working success. Several studies from the 90s9 show clearly, that a high amount of prior overseas experiences enables the expatriates to use more appropriate intercultural behaviors and has therefor a very positive effect on the adjustment and the job satisfaction of the employee. Nationality of the expatriate Studies of foreign students10 indicate, that the nationality of an individual is important to the adjustment of the foreign environment. Differences have been found in the cultural skill and knowledge, and in job satisfaction reported by U.S. versus German expatriates living in Japan, and in the self-perceived effectiveness of Japanese versus U.S. expatriates in Thailand. This results demonstrate, 

that the cultural background of the expatriates and the characteristics of the foreign culture influence some aspects of their overseas experience.

•

3. Business Coaching To get an idea about how useful coaching can be for managers working in international cooperating organizations first it is necessary to define the term “coaching”. Subsequently this chapter will give an overview of the different coaching methods and illustrate the use for managers. 3.1 “Coaching” - one term many prospects Because of the huge amount of publications about coaching during the last years11 there are many different perceptions about the term coaching. To come to a conclusion what the term coaching means, in the following six different definitions will be illustrated. In addition the common aspects of these definitions will be subsumed to describe the exact meaning of the term “coaching”.

8 9 10 11

Conversations about local sporting events, etc. cf. Naumann (1993); Parker & McEvoy (1993) cf. Dunbar (1994) More than 240 publications only during the year 2003 (cf. Böning (2005))
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“Coaching ist also Beratung im Umgang mit komplexen, nicht – trivialen Systemen, denen man unterstellt, dass sie aus ihrer Geschichte lernen und somit im Prinzip unvorhersehbar sind.”12 “Coaching...[ist] professionelle Managementberatung. […] In diesem Sinne kann Coaching als Therapie gegen berufliches Leid und als Maßnahme zur Förderung eines ausgefüllten beruflichen Daseins bezeichnet werden. Dabei zielt es idealerweise auf eine maximale Selbstgestaltung im Beruf. Und wo die Möglichkeit zur Selbstgestaltung vorübergehend oder längerfristig verloren ging,

soll sie durch coaching wieder gefunden werden.””13 “Executive Coaching is defined as a helping relationship formed between a client who has managerial authority and responsibility in an organization and a consultant who has a wide varity of behavioural techniques and methods to assist the client to achieve mutually identified set of goals to improve his or her professional performance and personal satisfaction and consequently to improve the effectiveness of the clients organization within a formally defined coaching agreement.”14 “Coaching ist eine Maßnahme der Personalentwicklung und Personalförderung zur Unterstützung und Weiterbilding von Führungskräften in Organisationen. Es dient primär der Förderung bzw. Wiederherstellung beruflichen Handelns in Bezug auf Führungsfähigkeit und Leistungsoptimierung. Oder: Coaching ist Leistungsoptimierung durch Vervollkommnuung der eigenen Persönlickeit, der Führungspersönlichkeit, mit Blickrichtung auf die gesamtwirtschaftliche und ganzheitliche Situation.”15 “Coaching ist als Mittel zur Steigerung der Veränderungsfähigkeit und Veränderungsbereitschaft von Mitarbeitern nicht nur in turbulenten Zeiten und Phasen grundlegender sowie rascher Veränderungen wichtig. […] Damit Coaching seine volle Wirkung entfalten kann, muss es klar an übergeordneten Unternehmenszielen ausgerichtet sein und zur Wertschöpfung beitragen”16 “Coaching ist die professionelle Beratung, Begleitung und Unterstützung von Personen mit Führungs-/ Steuerungsfunktionen und von Experten in Unternehmen / Organisationen. Zielsetzung von Coaching ist die Weiterentwicklung von individullen oder kollektive Leistungsprozessen

bzgl. Primär beruflichen Anliegen. Als ergebnis- und lösungsorientierte Beratungform dient Coaching der Steigerung und dem Erhalt der Leistungsfähigkeit. Als ein auf individuelle Bedürfnisse abgestimmter Beratungsprozess unterstützt ein Coaching bei der Verbesserung der beruflichen Situation und dem Gestalten von Rollen unter anspruchsvollen Bedingungen. Durch die Optimierung der menschlichen Potenziale soll die wertschöpfende und zukunftsgerichtete Entwicklung des Unternehmens / der Organisation gefördert werden. Inhaltlich ist coaching eine Kombination aus individueller Unterstützung zur Bewältigung verschiedener Anliegen und persönlicher Beratung. In einer solchen Beratung wird der Klient angeregt, eigene Lösungen zu entwickeln. Der Coach ermöglicht das Erkennen von Problemursachen und dient daher zur Identifikation und Lösung der zum Problem führenden Prozesse. Der Klient lernt so im Idealfall, seine Probleme eigenständig zu lösen, sein Verhalten / seine Einstellungen weiterzuentwickeln und effektive Ergebnisse zu erreichen. Ein grundsätzliches Merkmal des professionellen Coachings ist die Förderung der Selbstreflexion und -wahrnehmung und die selbstgesteuerte Erweiterung bzw. Verbesserung der Möglichkeiten des Klienten bzgl. Wahrnehmung, Erleben und Verhalten.”17

The question how exactly the parameter of coaching can look like, is answered in many different ways. In some cases the professional companionship of a individual is called to be the main aspect of the coaching.18 In this type of coaching the relationship between the coach and the client is described similar as in a psychotherapy. In contrast to this perception

of coaching is the definition

12 13 14 15 16 17 18

Backhausen (2003) p. 106 Schreyögg (2003) p.51 Kilburg (2000) p.65 G. König (2002) p. 393 Sulzberger quoted by Backhausen (2003) p.5 www.dbvc.de, DBVC (Deutscher Bundesverband Coaching e.V.) cf. quote Kilburg (2003)
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of Backhausen, when he talks about complex and non-trivial systems.19 An all-embracing perception about the term coaching gives the DBVC20. The definition marks the fundamental matter and defines limits without forcing the scientific and practical development into a Procrustean bed. This illustration of different definitions covers a broad range of perceptions. This starts with coaching as a “therapy against occupational affliction”21 and reaches to coaching as a “method to enhance the adaptability of employees, which is clearly predicated on the aims of the organization.”22 To come to a conclusion what the term coaching includes, in the following the common perceptions of all this definitions will be emphasized and shortly explained. The common characteristic which is obvious in all definitions is the central role of interpersonal communication. This concerns the behavior of the individual with other employees as well as the interaction in the coaching relation. The quality of intuitive behavior, verbal or nonverbal, conscious or unconscious, determines the quality of the services still to be performed. It controls the content of humanely experience in the consultancy relation as well as the ability to lead employees in a business company. The outcome of this is that coaching can be understood as a training of all skills which are necessary for a successful

interpersonal communication. 3.2 Methods of Business Coaching To ascertain in which way coaching can be useful for managers working for international co-operations it is necessary to take a closer look on the different coaching methods. This chapter will give an overview of the different coaching techniques and conclude which methods are useful for the individual development of international managers. 3.2.1 Individual Coaching The most frequent “category” of coaching is the individual coaching. It is a personal consulting, which considers the personal aspects of a client with the target to develop social competences, improve the leadership behavior, intensify the confidence in making decisions and broaden the individual techniques for an appropriate conflict management. Mostly the coaching is used to clarify individual strategic considerations and personal challenges. Besides the development of sovereignty, the reactions in the social environment, the emotions and justifications, the targets and strategies as well as the conflicts and oppositions of a client will be considered in a coaching.
19 20 21 22 cf. quote Backhausen (2003) Deutscher Bundesverband Coaching e.V. cf. quote Schreyögg (2003) cf. quote Sulzberger in Backhausen (2003)
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Individual coaching appears in two different ways: the external and the internal individual coaching.23 • External individual coaching External individual coaching is an individual coaching for a manager implemented by an external coach, who gives feedback, support and advices to resolve situations, challenges and conflicts. This type of coaching is established at the top management

as well as at the middle management.24 • Executive coaching The executive coaching is a specialized coaching for the top management. On the top management level dominates the focus on roles, results, enforcement and competition stronger than in the middle management. This focus requires qualities like tactfulness, tactic and image, which influence their behavior in a significant way. Due to this different aspects a higher level of personal and professional sovereignty, economical know how and mastery of political rules are required from the coach. The classical form of executive coaching is, because of the strict expectation of confidentiality, the external coaching25 • Internal individual coaching This varity of individual coaching is implemented by intra-organizational coaches. In comparison to the external coaching this method is quite uncommon and not used in the top management. The benefit of this method is that the coach is already involved in intraorganizational topics, operational sequences and knows the employees.26 • Superior coaching The superior coaching has its main aspect already in its name: the superior coaches the employees. This method of coaching is the oldest in the short history of coaching methods. The focus of this coaching is on the development of the leadership behavior, which leads less proficient and motivated employees to a higher degree of maturity in exactly this two points.27 • Mentoring The mentoring is also a type of coaching where one employee coaches another one. In this method an older experienced manager coaches a younger one who is on the same level than him-/ herself. This type of coaching

is similar to the superior coaching, except of the fact,
23 24 25 26 27 cf. Böning (2005) cf. Böning (2005) cf. Böning (2005) cf. Böning (2005) cf. Böning (2005)
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that the coaching employee fills the same position than the “client”. Because of the fact, that this kind of coaching is more a companionship than an appropriate coaches this method is called “mentoring”.28 3.2.2 Group Coaching The second “category” of coaching includes all methods which focus on a whole group of people and not only on an individual person. In this coaching sector it was never very common to make internal coaching. Especially in the top management level the coaching are usually implemented by external coaches. • System Coaching The system coaching includes the mentoring of a complete manager team. This teams can consist of chief executive managers as well as of key figures of the top management.29 The focus of system coaching concentrates on the functionality of the whole system. Even though the coaching method is also a one to one coaching, the main topic of the coaching is not the individual person. In this case the main aspect of the coaching is the interrogation of how the client can support the business objective of the organization during the actual development and how he / she can influence the teamwork between the top managers in a positive way.30 • External group coaching This is the most common type of group coaching, which is mostly used in the middle management. In this case working teams are attended by an external coach. The coaching in a team allows an easier processing of systematic and personal topics and development 

aspects. In some cases more than one coach is accompanying a group to bring a stronger capacity and impetus for change into the group.31 • Project coaching The specific aspect of this method is the group of clients. In this coaching the connection between the clients is the work on a specific project. The main target of this coaching is to optimize the working processes within the project, to enhance the persuasiveness for the target audience and to lead the team in a direction, which secures the attainment of the target.32
28 29 30 31 32 cf. Böning (2005) i.e. the two upper management levels of a company cf. Böning (2005) cf. Böning (2005) cf. Böning (2005)
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4. The potential for conflicts and the use of Business Coaching in international management Only if an employee understands the rules, on which the way of thinking and the behavioral rules are based on, he / she will be able to perceive and interpret a certain behavior in the correct way. An employee need to have the accordant knowledge and abilities to get along with the foreign cultural environment, to interpret the behavior of the indigenous people and to be able to act in an appropriate and effective way. To figure out in which way business coaching can be helpful for employees working as an expatriate this chapter will first illustrate the potential conflicts and difficulties of expatriate work and show further on how business coaching can be used to solve this difficulties. 4.1 The potential for conflicts in international management The behavior of a person is depended on an internal model of behavior rules which is based on squired norms and values of previous

experiences. This internal model allows a quick appraisal of the situation, the planing and the performance of an action.33 If a person leaves his familiar environment, he / she enters a cognitive unstructured region and is confronted with high orientational problems. This provokes an insecure behavior, because the cause and effect coherences and the consequences of a certain behavior are not according to the known course of action. The experience, that the own action does not lead to the desirable result can cause a hesitant behavior, because the person is not sure about the effectiveness of his / her performance. This insecurity can lead to an inappropriate behavior and cause problems in the international proceedings.34 In many cases the person itself is not conscious about the reasons of his / her failure in a certain assignment. Based on the difficulty to identify cultural differences as the reason for the failure of a international collaboration, failure is mostly justified with more plausible reasons.35 Different analysis follow up the question on which factors the problems of expatriates are based. This researches illustrate, that the three most common reasons for the failure of an expatriate are the following36: • The employee does not get along with the different culture and the way of thinking and behavioral pattern of the indigenous people. • The partner of the employee is incapable to get along with the foreign environment

33 34 35 36

cf. Herbrand (2000) cf. Herbrand (2000) cf. Herbrand (2000) cf. Herbrand (2000)
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•

Management strategies of the own culture are devolved unconsidered into the new

situation, whereby social norms and values are not noticed or even broken.

4.2 The benefit of Business Coaching for international management There are three different domains in which coaching can be useful for the international management. The main important benefit of coaching is support in managing the leadership role (functional use) followed by the personal benefit for the client (individual use) and finally the benefit for the organization (organizational use).37 To get an idea how useful business coaching can be for the success of international management, it is necessary to take a look on the facts, how frequent certain topics are and which specific benefit this tool can have. The following graphics connect this two aspects and gives a short overview38:
3 2,5 2 1,5 Request of feedback 1 0,5 0 Benefit Frequency Support for occupational challanges

Development of leadership behavior Performance improvement

Improvement of intercultural competences Improvement of the collaboration w ithin the organization Consultancy for organisational changing processes Support for strategical netw orking

Graphic 1a: Benefit and frequency of development based coaching in the top management
3,5 3 2,5 2 1,5 1 0,5 0 Benefit Frequency Support for occupational challanges

Development of leadership behavior Performance improvement Request of feedback

Improvement of intercultural competences Improvement of the collaboration w ithin the organization Consultancy for organisational changing processes Support for strategical netw orking

Graphic 1b: Benefit and frequency of development based coaching in the middle management
37

cf. Böning (2005) 38 Results of an interrogation of managers in 2004 (cf. Böning (2005))
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3 2,5 2 1,5 1 0,5 0 Benefit Frequency Stress Behavioral and performance deficit Support for personal conflicts social conflicts Outplacement

Graphic 2a: Benefit and Frequency of conflict based coaching in the top management

3 2,5 2 1,5 1 0,5 0 Benefit Frequency Stress Behavioral and performance deficit Support for personal conflicts social conflicts Outplacement

Graphic 2b: Benefit and Frequency of conflict based coaching in the middle management

The graphics 1a and 1b illustrate that almost all development based coaching are more often used in the middle management than in the top management. The benefit of the coaching is rated for both management levels equally. Furthermore it is obvious, that within the conflict based coaching 39 , social conflicts take a more important role in the middle management than in the top management. Also “stress” is less often the reason for a coaching in the top management than in the middle management. This allows the conclusion, that coaching has in the middle management a higher benefit for the solving of leadership difficulties and performance challenges than in the top
39 cf. graphics 2a and 2b
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management. In contrast to this in the top management the coaching has a high benefit for solving social conflicts. This connection between the benefit and the frequency of a coaching shows clearly, that the most frequent coaching inducements are the ones which are categorized as most beneficial. Following this interrogation the most important and frequent topics of the coaching 

are the development of the leadership behavior and the support in occupational changes. The conflict based coaching is less often used and rated as less effective than the development based coaching.40 5. Conclusion After this detailed look on the different demands and challenges on intercultural management and the possible advantages of business coaching, it can definitely be concluded that coaching is a very effective way of leading international working employees to a more successful performance. Since globalization is continuously rising and the disappearance of boundaries, the changed information technology as well as the highly increased worldwide trade has caused this all-embracing change of demands on the international managers, it is absolutely necessary to find a appropriate way how to support the expatriates. The requirements on international working employees are considerably higher than the ones on employees working in their home countries. Many of this demands like individual factors, demographics, language abilities, previous international experiences or the nationality of an expatriate are stable and can not be developed or affected by business coaching. But all this requirements mentioned before are external factors which need to be fulfilled of an employee before he / she is able to enter the profession as an international working manager. If the existence of this charges can be seen as a precondition there is the enormous challenge left, that an expatriate needs to take on many different roles to succeed in the job as an international manager. For this certain aspect and the avoidance of the possible causes for

failure41 the use of business coaching is prominent and can lead the client to a great occupational success. As illustrated in chapter 3.2 and 4.2 different methods of coaching, which depend on the purpose of coaching and the position of the client, are variably established. Individual coaching is established in the middle management as well as in the top management. This type of coaching concentrates on the individual client and is a very effective method to clarify individual strategic considerations and personal challenges. Within the category of individual coaching the executive coaching is the most common method in the top management level and in opposition to this the superior coaching is the most common coaching within the middle management. In contrast to this, group coaching focuses on
40 cf. Böning (2005) 41 Illustrated in chapter 4.1
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the effectiveness of a whole team. The targets of this coaching methods differ, depending on the client group. In the top management this method is used to enhance the efficiency of a manager team, whereas in the middle management it is mostly used to develop the leadership behavior of the managers. Concluding can be said, that business coaching has a enormous importance and provides a great benefit for the intercultural management and is the most efficient way to develop the required skills for a successful intercultural collaboration.

15
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