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CHAPTER 1 

ORIENTATION 

1.1 Audience 

The research report will be of interest to three groups of readers:   

a) Academics, scholars or students who are interested in, or wish to conduct 

research on, expatriate management or cross cultural management, in Sub-Saharan 

African countries, particularly those from South Africa. 

b) Companies conducting business, or considering doing business, in Sub-Saharan 

African countries, particularly those from South Africa. 

c) Managers working, or considering working, in Sub-Saharan African countries, 

particularly those from South Africa. 

1.2 Contextual Setting  

Africa, as a continent, has seemingly contributed little to the ever-increasing trends in 

globalization and world trade.  Africa seems to be plagued with a vast number of 

limiting factors that prevent it from becoming a global force and from emerging as an 

economic power- house in the new global arena. 

Theimann (2005), in her article titled “Connecting through culture, celebrating 

diversity: The African management context”, commented that while Africa offers 

much lower labour costs than those in Asia, multi-national companies still tend to be 

discouraged by factors such as its political instability, corruption, poor infrastructure 

and its low purchasing power that characterizes the African business context.  She 

points out that the continued weakness in management capacity tends to suggest 

that critical elements in the prevailing management culture, in Africa, have proved 

hostile or inhospitable, or both. 

Jackson (2004) highlights the fact that sub-Saharan Africa has long suffered from 

varying degrees of mis-management, poor management and inappropriate 

management.  He emphasizes that effective management of resources, which Africa 

has a wealth of, would be a logical way to alleviate human hardship and poverty, and 

to ensure the welfare and dignity of all African people on the continent.  
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“Current research suggests that the challenges of managing people on the African 

continent are further compounded by environmental uncertainties which impede 

planning.  Other problems include governmental interference, social-cultural factors 

which appear to be at odds with contemporary industrial imperatives, inappropriate 

management practices, inappropriate leadership styles, adversarial labour relations, 

etc.”  (Theimann, 2005:33). 

Accram (2004) in his article, titled “Dying for Electricity” comments that urbanization 

is moving faster in Sub-Saharan Africa than in any other region.  At present, as the 

profile in the above mentioned article highlights (profile below), sub-Saharan Africa 

(excluding South Africa) has a population of 631 million people of which two thirds 

live in rural Africa, spread over the 2,5 million square kilometers of area of sub-

Saharan Africa.  In 1998, 50% of this population lived below the 1US$ per day line 

and an alarming 81% lived below the 2US$ per day line as indicated in Figure 1.1. 

These statistics demonstrate the poverty, and third world environment, that 67% of 

this sub-continents people find them selves.  Along with these sub standard living 

conditions comes a lack of education, wide spread disease and a general lack of life 

sustaining commodities.   

Figure 1.1 Brief Profile of sub-Saharan Africa 
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It’s not all bad news, says Lunsche in his article “Africa has room for optimism”.  He 

quotes Gordon Brown, the UK Chancellor of the Exchequer, who stated on his recent 

visit through Africa: “Trust me – things are going to be different this time.”  The British 

government’s Commission for Africa is punting what Lunsche refers to as an 

ambitious three-pronged programme to rescue Africa out of its economic doldrums: 

• A doubling of aid to Africa 

• A 100% forgiveness of debt owed to the IMF and World Bank 

• A promise to lobby for a better deal for Africa in world trade talks  

    (Lunsche, 2005). 

Are international governments and businesses starting to recognize the value in 

investing in African countries or are they involved purely to uplift and enhance the 

well being of humankind?  The answer to this question will undoubtedly attract much 

debate, but one thing is for certain.  If Africa is to be an economic power and is to 

contribute to world trade in any significant way, it is going to have to become self-

reliant and will have to sustain its own economic, political and social-cultural 

infrastructures into the future.   

Jackson makes a vital point when he states, “Good organizational management is 

essential for the well-being of humankind.” (Jackson, 2004:xi). 

If sub-Saharan Africa is to develop a sustainable economy, those African countries 

that have already emerged, or are currently emerging, as globally competitive 

economies will have to support those African countries wishing to emerge and 

contribute to the overall success on Africa in the global arena. 

President Thabo Mbeki in his address at the Africa Renaissance Conference in 

September 1998 stated “Our vision of an African renaissance must have as one of its 

central aims the provision of a better life for these masses of the people whom we 

say must enjoy and exercise the right to determine their future.  That renaissance 

must therefore address the critical question of sustainable development which 

impacts positively on the standard of living and the quality of life of the masses of our 

people.” (Jackson, 2004). 
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One way that this support could be achieved would be through an effective expatriate 

management program.  Expatriate management is expensive and so the success 

rate is an important criterion for companies making use of expatriate managers to 

consider. 

Hawley (1995) has established that the cost of failure of a South African expatriate 

manager can amount to from R 250 000 and could be as high as R 1 million, 

depending of salary scale and whether the family transferred together with the 

expatriate manager. 

Tung (1982) indicates that the failure rate of American multinationals was from 20% 

up to 40%, compared to European multinationals of between 11% and 15%, and 

Japanese counterparts from 11% up to 19%.  This indicates that failure rates are high 

and are typically found between 11% up to as high as 40%. 

Muller (2003) has indicated that the failure rate of South African expatriate managers 

is as low as 1,8% when working abroad.  This compares favourably when compared 

to first world countries and is as much as 6 to 22 times lower than the USA, 

European and Japanese multinationals.  Muller proposes that South African 

expatriate managers are more adaptive and are more tolerant of cultural and country 

differences.  

“Some authors have observed that the training of African managers appears to have 

been designed to divorce them from the societies it is supposed to equip them to 

serve. Hofstede claims that Western management theories, although widely taught, 

are not practiced by non-Western managers.  There is a need to ascertain what 

constitutes ‘success’ in a particular culture.  Therefore, what needs to be studied is 

the appropriateness of Western management systems in Africa from a cross-cultural 

perspective.  Therefore, studying management in Africa would help answer an 

important need of different stakeholders, including the people of African Countries, 

the international donor community and international business managers.” (Theimann, 

2005:33). 

The above narrative highlights the desperate state that Africa as a continent finds 

itself.  There is a high degrees of poverty, corruption, political instability and disease 

in Africa, yet the continent has many resources to offer, and has hope for the future 

as pointed out by Lunsche.  The one thing that is certain is that if Africa is going to 
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become a global force, it is going to have to become self reliant and the stronger 

economic countries within Africa are going to have to play a significant role in its 

recovery and sustainability into the future.  One way that this could be done would be 

through expatriate management exchange programs, which are expensive and so 

failure rates are a vital key success factor.  African cultures and diversity are unique 

and in order to succeed in business in Africa, organizations will have to be aware of 

this diversity and will have to use appropriate management styles, rather than blindly 

adopting those of the west. 

1.3 Research Problem and sub-Problems 

In conducting international business in a foreign country, the dilemma that 

management faces is whether to staff the operations with expatriate managers from 

the MNC or with local management from the host country.  When HCN lack the 

required technical skills to fulfill the position, expatriation assignments becomes 

mandatory, but they come at a high cost and have a significant failure rate.  When a 

MNC desired to do business in Africa, they are faced with additional challenges from 

the African environment, such as cultural differences with Western cultures. 

The questions facing management are thus, how to balance cultural differences 

against technical skills, where to find the appropriate expatriate managers, how to 

equip expatriate managers for these assignments and how to reduce the potential for 

failure? 

The research problem is thus defined as: 

The lack of cultural skills of MNC can hinder their success in doing business in sub-

Saharan African countries despite their technical knowledge and proven Western 

management styles, and this requires an expatriate workforce that understands the 

African environment and management systems in order to reduce the risk of failure. 

The sub-Problems defined: 

• An understanding of the difference in the success rates between South African 

expatriate managers who have worked in sub-Saharan African countries relative to 

those who have worked in First World countries. 
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• An understanding of the major reasons that lead to failure of expatriate 

managers in sub-Saharan African countries compared to First World countries. 

• The key determinants that lead to expatriate management success in both 

sub-Saharan African and First World countries. 

• Variation in success rates with respect to management demographics, 

management level, and expatriate management experience. 

• Variation in success rates between sub-Saharan African countries and their 

key determinants. 

1.4 Research Question 

Is there a difference, and for what reasons, in the success rates of South African 

expatriate managers who have worked in sub-Saharan African countries when 

compared to those who have worked in First World countries? 

1.5 Research Objectives 

a) To compare the success rates of South African expatriate managers who have 

worked in sub-Saharan African countries to those of South African expatriate 

managers who have worked in First World countries. 

b) To identify the key determinants that lead to this success rate, and to highlight 

any differences in determinants between sub-Saharan and First World countries. 

c) To identify variation in success rates with respect to management demographics, 

management level, expatriate management experience between sub-Saharan and 

First World countries. 

d) To identify variation in success rates between sub-Saharan African countries, and 

identify the key determinants that lead to this variation. 

e) To conduct a needs analysis for the improvement of expatriate success rate with 

sub-Saharan African countries. 

1.6 Delimitation of the study 

This study will only consider success rates of South African expatriate managers who 

have either worked in a sub-Saharan African or First World country, and no other 

countries, since to answer the research question the success rates of these two 

groups will be compared. 
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Roaming expatriate managers are excluded on the grounds that they seldom have 

the responsibility for executing long term strategic, operational or project based 

assignments and do not spend enough time on any one assignment, or long enough 

in any one host country, for us to understand their influence on the host society or the 

long term success of the organization for which they work. 

The researcher is open to review any determinant of success, but the scope of this 

research report limits the determinants to those examined in the measurement 

instrument. 

This study excludes anyone who is not a South African citizen since the interest lies 

in the success of South African expatriate managers in specific countries, and 

excludes any foreign expatriate manager who works in South Africa. 

1.7 Importance of the study 

The importance of this study should be considered with the audience of stakeholders 

in mind and are as follows: 

• This study will provide results on the success (failure rates) of South African 

expatriate managers who have worked in sub-Saharan African relative to those who 

have worked in First World countries. 

• The outcome of the success rates will demonstrate to international 

multinational corporations the benefits in employing South African expatriate 

managers into the global workforce and the influence they could have in those 

assignments. 

• This study will provide insight into the determinants of success of South 

African expatriate managers who have worked in sub-Saharan African countries 

verses those of First World countries and will highlight the future success factors for 

expatriate management and their training needs. 

• The outcome of this study will provide academics with insight into future 

empirical research requirements and will highlight potential areas of interest. 

• The study will provide insight into training needs and appropriate management 

styles for expatriate managers working in sub-Saharan African countries. 

• The study will eventually lead to an improvement in the standard of living of 

societies in the sub continent. 
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• Perhaps most importantly the study will ultimately lead to the improved well-

being of humankind.  

1.8 Research Constraints and Key Assumptions 

Not knowing the size of the population prevented calculation of the appropriate 

sample size.   We therefore assumed that an appropriate sample size for this 

exploratory study would be around 100 responses. 

The size of the sample prevented detailed statistical analysis and testing of several 

propositions.  Therefore we limited the testing to a simple two sample t-test to 

determine if there was an indication of a significant difference between the means to 

the two samples of interest.  The shape of many of the curves limited the validity of 

the t-test and hence the analysis was limited to trend analysis.  

As a student it was very costly to advertise and promote the web-site hosting the 

questionnaire, and as such the reach into the field of expatriates was very low. 

Many target corporate companies either had their own internal expatriation survey or 

program and declined to get involved in the research, or simply were not interested, 

since furthering the body of knowledge in this field was not high of their agenda. 

The Researcher assumed that the distribution of the sample would be more evenly 

spread across the sub-Saharan African regions and that the race demographic would 

also be more evenly spread.  This has resulted in two propositions not being able to 

be tested, and has affected several others. 

1.9 Chapter Outline 

Chapter 1: Orientation 

This chapter serves as the introductory chapter and will include the purpose of the 

study together with the problem statement and research question.  It will also include 

definitions, delimitations and importance of the study as well as the outline of the 

research report. 
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Chapter 2: Foundation of the study 

This chapter will provide the theoretical foundation of the study and will outline the 

scope of the body of knowledge. 

Chapter 3: Literature review 

This chapter will provide a review of relevant literature dealing with the research 

problem. 

Chapter 4: Research methodology 

This chapter will provide the outline of the research design and sampling design with 

the methodology for execution.  It will contain the measurement instrument as well as 

the limitations of the study. 

Chapter 5: Research results 

In this chapter the results of the study will be tabled and displayed graphically. 

Chapter 6: Discussion, conclusion and recommendations 

In this chapter the outcome of the study results will be discussed, conclusions 

formulated and recommendations made to stakeholders. 

Chapter 7: Article for publication 

This chapter summarizes the research report in article format. 
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CHAPTER 2 

FOUNDATION OF THE STUDY 

Hill (2003) defines globalization as a shift towards a more integrated and 

interdependent world economy, and states that globalization has two main 

components namely the globalization of markets and the globalization of production.  

There is a fundamental shift occurring towards this world economy. 

We have moved, and are still moving, rapidly away from a world where national 

economies are relatively self-contained entities and isolated from each other by 

barriers of cross-border trade and investment such as distance, time zones, 

language, differences in government regulations, business systems and culture.  

Instead we are living in and moving further towards a world in which these barriers to 

cross-border trade and investment have, and continue, to tumble.  Distances are 

getting shorter due to advances in transportation and telecommunication 

technologies, national economies are merging into a interdependent global world 

economy and culture is starting to look similar the world over (Hill, 2003). 

Globalization, according to Hill (2003), has increased a firm’s opportunities to expand 

its revenues by marketing its products around the world and reducing its cost base by 

manufacturing in nations that gives the best balance in input costs.  Since the 

collapse in communism policies in many nations has shifted towards a free market 

economic system.  Regulatory and administrative barriers have been broken down, 

state-owned entities have been privatized, markets have been deregulated, all of 

which shows increasing competition and encouraging foreign investment.  For 

businesses in this era, these are the best times to be expanding internationally and 

maximizing growth opportunities. 

The globalization of markets refers to the merging of national markets into larger 

regional and ultimately one large global marketplace.  The falling of barriers to cross-

border trade has made it easier to market and sell internationally.  Globalization of 

production relates to the sourcing of goods and services from locations around the 

world in order to take the best advantage of national differences in the cost and 

quality of production (Hill, 2003). 
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Companies that follow a global strategy seek to take maximum advantage of the 

experience curve effect and local economies, and follow a low cost strategy.  They 

have standardized product ranges and manufacture in only a few locations that offer 

cost benefits and market and distribute products through a non-customized channel.  

These firms would make extensive use of expatriate management as they tend to 

retain their core competences in-house and the structures remain mostly centralized 

with a high need for coordination.  Parent country nationals (PCN) therefore run the 

few foreign operations that they have, operating as expatriates in the host country 

(Hill, 2003). 

This implies then that there is a third element to globalization, that of the global 

workforce that work abroad as expatriate managers in emerging regions where 

globalization or markets or production takes place. 

Thomas (2002) describes an expatriate manager as any manager who works (or has 

worked) outside of their native country. 

There are three categories of expatriate managers: 

• Classical expatriate managers typically span a three to five year period and 

the entire family relocates with the expatriate manager. 

• Suitcase expatriate manager’s assignments also typically span a three to five 

year period, but the family stays in the home country while the expatriate 

manager works in the host country.  The family or expatriate usually visits 

each other on a predefined visit schedule. 

• Roaming expatriate managers typically take an assignment for a one to four 

week period and then return home. 

Tung (1982) indicates that the failure rate of USA multinationals was from 20% up to 

40%, compared to European multinationals of between 11% and 15%, and Japanese 

counterparts from 11% up to 19%.  This indicates that failure rates are high and are 

typically found between 11% up to as high as 40%. 

This study showed that 76% of USA multinational companies have a failure rate 

equal or greater than 10% while Japanese multinational companies with a failure rate 

greater than 10% is only 14%, or greater than 6% is only 24%, and European 

multinational companies with a failure rate greater than 10% is only 3% and greater 
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than 6% only 41% compared to the poor USA performance (Tung, 1982).Tung’s 

(1982) work shows that the failure rate of USA multinationals is much higher than that 

of European or Japanese multinationals.  The main reasons given by the participants 

are listed below for USA and Japanese multinationals in order of highest to lowest: 

USA Multinationals’ top five reasons for failure: 

• Inability for spouse to adjust. 

• Manager’s inability to adjust. 

• Other family problems. 

• Manager’s personal / emotional maturity. 

• Inability to cope with larger overseas responsibility. 

Japanese multinationals’ top five reasons for failure: 

• Inability to cope with larger overseas responsibility. 

• Difficulties with new environment. 

• Personal / emotional problems. 

• Lack of technical competence. 

• Inability of spouse to adjust. 

Thomas (2002) suggests that the adjustment of expatriates to the host country 

environment follows a U shaped life cycle and consists of the following four steps: 

• The honeymoon stage during which the expatriate finds everything exciting 

and is interested in everything that they come across in the new host country. 

• The culture shock stage is when the reality sets in and the expatriate starts 

becoming frustrated by their new environment and the differences from the 

home country. 

• During the adjustment stage the expatriate starts to accept and adapt to the 

cultural differences, begins to find their rhythm for daily living in the host 

country and learns how to get things done. 

• The mastery stage is reached when the expatriate masters the host country 

conditions and starts to function equally well as if they were at home. 
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Thomas (2002) suggests a number of key indictors that can be used to assess for a 

successful expatriate experience, namely: 

• Whether the expatriate manager completes their agreed length of assignment.  

This is usually two to five years but for Japanese and European firms this 

typically is for a longer period of time. 

• The extent to which the expatriate has been able to overcome the culture 

shock of the host country. 

• The extent to which the manager adjusted to the new environment, which 

include factors such as satisfaction, absence of stress, psychological mood, 

conflict resolution, intercultural interaction, anxiety and life style changes. 

Jackson (2004) proposes that while the above body of knowledge might have its 

place in western management principles, it might not be totally appropriate for 

management in African countries.  He points out the need to understand and 

appreciate the diversity and complexity of sub-Saharan Africa and that it has been 

largely hampered by the apparent pejorative view of Africa, Africans and the 

contributions that can be made to the development of their own continent, but more 

especially to other continents and not least to the field of management.   

It is rare to find chapters in textbooks on African management and its contribution to 

international management.  The current literature on management in developing 

countries, and more specifically management in Africa, tends to present a poor 

picture that sees management in these countries as fatalistic, resistant to change, 

reactive, short-termist, authoritarian, risk reducing, context dependant and basing 

decisions on relationships.  There is also a danger that the objective of management 

development is to make the developing world, in this case sub-Saharan Africa, more 

like the developed world, as in the western countries, and that this is reflected in the 

direction of organizational change and the way people are managed in African 

organizations (Jackson, 2004). 

“If anything, ‘African Management’ is cross-cultural management.  One of our main 

objectives is trying to understand the complex cross-cultural dynamics in African 

countries.  The aim of managers and management developers should be to ensure 

the more effective management of these dynamics, by first understanding them, and 
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then addressing the need to develop effective cross-cultural management and 

management teams.” (Jackson, 2004: 16). 

This implies that for expatriate managers to be successful in Sub-Saharan African 

countries, they need to pay careful attention to cultural skills of potential candidates, 

and that the lack of these cross-cultural skills would lead to certain failure of 

expatriate assignments. 

Considering the similarities between Africa and Europe and the African renaissance 

and Asian (Japanese) management styles and attributes, this could possibly explain 

the reasons for similarly low failure rates of expatriate assignments.  

When comparing Africans in the African renaissance sense with East Asian and 

Japanese cultures, Jackson (2004) points out the following similarities in 

organizational management systems and attributes.  Both groups have a high 

humanistic and collectivistic approach to management, both have a high degree of 

people orientation and their sense of belonging is a major management motivator. 

Their management commitment is towards the group or corporation, they both have a 

moderate to high degree of external locus of control and trust plays a significant role 

in management principle. 

Jackson (2002) highlights some similarities between Europe and Africa: 

• A multi-cultural diversity. 

• A history of inter-cultural enmity. 

• Cross-border cooperation is increasing with the EU and AU. 

• Both undergoing and have undergone transitions from state control to free 

market economies. 

• A need to create synergy out of diversity. 

Yet, as Jackson (2002) portrays, the North sees the South in a very pejorative view: 

• North – Developed vs. South – Developing. 

• Events predictable vs. non predictable. 

• Resources obtainable vs. difficult to obtain. 

• Low vs. high uncertainty avoidance. 

• Lower vs. high power distance. 
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• Internal vs. external locus of control. 

• Long term vs. short term perspective. 

• Proactive vs. passive or reactive. 

• Participative vs. Authoritarian or paternalistic. 

The question then is; is the similar and favourable success rates of expatriate 

managers from Europe or Africa a simple matter of their multi-cultural diversity and 

cultural adaptability or is each environment unique and complex enough to justify the 

need for separate management principles and practices rather than trying to squeeze 

and shape the management styles of African countries to fit that of the Western 

management systems?  Jackson (2004) proposes the latter to be the case, and 

highlights that in the face of these complexities the current cross-cultural theories 

seem totally inadequate in explaining the cultural differences and interactions in 

Africa. 

Jackson (2004) states, “Culturally, sub-Saharan Africa is very complex.  This is not 

just in the number of ethnic groups that can be found in African countries, but in the 

different possible levels of cross-cultural interaction (Western / African, cross-border, 

inter-ethnic)… This complexity is also exhibited in the degree of crossvergence of 

cultures, and through the process of hybridization of management systems as a 

result of cultural crossvergence, and the extent to which power and ideology are 

important influences in cultural interactions in Africa.” 

Jackson (2002) points out that much can be learned from African management styles 

regarding managing environmental complexity and uncertainty, managing the 

interests of multiple stakeholders and multiculturalism, managing the relationship 

between work and home or community life as well as the relationship between 

Western instrumentalism and African humanism. 

Management in Africa can be understood through gaining an understanding of the 

locus of human value, the hybrid systems of management, the inter-ethnic 

differences and the dynamics of cross-border management (Jackson, 2002). 

Jackson (2002) highlights eight important criteria for developing effective and 

appropriate management in Africa: 

• Develop the ability to turn constraints into opportunities. 
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• To accommodate multiple stakeholders. 

• Develop effective decision processes. 

• Reconcile contradictions between home and community and work life. 

• Assess the appropriateness of management styles. 

• Management of multicultural dynamics. 

• Develop an awareness of your own culture. 

• Develop managers appropriately for Africa. 

Jackson (2002) proposes that to progress from this point in managing in Africa, the 

stakeholders have to do the following: 

• Start seeing things through a critical, cross-cultural lens. 

• Start assessing management impact through appropriateness, as well as 

effectiveness. 

• Start managing multiculturalism. 

• Start learning from Africa. 

• Start developing training that is appropriate and effective in process and 

content. 

While the body of knowledge above that covers the Western developed world cannot 

be ignored when it comes to the African developing world, it would be foolish to 

attempt to apply this knowledge blindly to sub-Saharan African countries as these 

countries are complex and respond to different stimuli.  The Western systems 

therefore need to be adapted to best support the African continent and make best 

use of its unique diversity and find synergy between that which has been learned 

from the Western systems and that, which is emerging from the above research on 

Africanism. 
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CHAPTER 3 

LITERATURE REVIEW 

 

3.1 Introduction 

“Cultural practices can vary dramatically from country to country, as can the 

education and skills level of the population, and countries are at different stages of 

economic development.  All these differences can and do have major implications for 

the practice of international business.  They have a profound impact on the benefits, 

costs, and risks associated with doing business in different countries; the way in 

which operations in different countries should be managed; and the strategy 

international firms should pursue in different countries.” (Hill, 2003: 38). 

For multinational companies (MNC) the essence of international business strategy is 

the decision between one that emphasizes “global standardization”, with the focus on 

low cost, and that of “local responsiveness”, which focuses on differentiation (Hill, 

2003). 

MNC make use of four general strategies to enter and compete in the international 

business environment, namely: an international strategy, a multinational strategy, a 

global strategy or a transnational strategy.  Each of these strategies has advantages 

and disadvantages and the appropriateness varies with the extent of pressure for 

either cost reduction or local responsiveness (Hill, 2003). 

Companies that follow a global strategy seek to take maximum advantage from the 

experience curve effect and local economies, and follow a low cost strategy.  They 

have standardized product ranges and manufacture in only a few locations that offer 

cost benefits and market and distribute products through a non-customized channel.  

These firms would make extensive use of expatriate management as they tend to 

retain their core competences in-house and the structures remain mostly centralized 

with a high need for coordination.  Parent country nationals (PCN) therefore run the 

few foreign operations that they have, operating as expatriates in the host country 

(Hill, 2003). 
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In international strategies the MNC creates value by attempting to transfer its core 

competencies from the home or parent country to that of the host country.  They 

retain control over the core competencies and decentralize the rest of the operations 

to the host country.  They still have a moderately high need for coordination, although 

not as high as in global strategies.  They will make use of host country nationals 

(HCN) to run their foreign operations but will still have key positions, particularly if 

they are the core competencies, filled by PCN (Hill, 2003). 

For multidomestic firms the key focus is on local responsiveness and differentiation of 

products and services.  They are therefore much decentralized and have a low need 

for coordination with parent countries.  Once established, they will be less dependant 

on the use of PCN as they will have the required skills and competencies to function.  

They will make extensive use of expatriate managers if they are a start up venture or 

are executing a significantly complex project and will need assistance from PCN 

expatriates or Third country nationals (TCN) that have the required skills (Hill, 2003). 

When the MNC firm is based on a transnational strategy, the use of expatriate 

managers from both PCN and TCN is likely to be the highest.  This strategy is based 

on the simultaneous achievement of both local responsiveness and economies of 

scale that tend to function with matrix structures.  These structures are filled with 

managers that have the skills to fulfill their designated assignments and in a truly 

transnational company will be filled with managers from all nationalities.  This type of 

firm has a very high need for cultural controls and integrating mechanisms and as a 

result a high need for coordination.  They will therefore be staffed by a high degree of 

multinational, multi-skilled personnel (Hill, 2003). 

It must be pointed out that the use of expatriate managers is highly circumstantial, 

and is not just a function of a firm's chosen international business strategy.  All four 

strategies can make use of both PCN and TCN expatriate managers, but it will be 

more likely to occur under the strategies as discussed above. 

3.2 Expatriate Management Defined 

Thomas (2002) describes an expatriate manager as any manager who works (or has 

worked) outside of their native country. 
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There are three categories of expatriate managers: 

• Classical expatriate managers typically span a three to five year period and 

the entire family relocates with the expatriate manager. 

• Suitcase expatriate manager’s assignments also typically span a three to five 

year period, but the family stays in the home country while the expatriate 

manager works in the host country.  The family or expatriate usually visits 

each other on a predefined visit schedule. 

• Roaming expatriate managers typically take an assignment for a one to four 

week period and then return home. 

Muller (2003) explains that expatriate managers no longer act solely as tools to 

implement parent country strategies.  They also play a major role in the identification 

of new markets and open up doors for the MNC in their activities in the host country.  

They also play a major role in global strategy development as a result of their 

valuable knowledge of the global, corporate and most importantly the local 

environment.  They respond to the dual pressures from headquarters on the one 

hand, and the local subsidiaries on the other. 

Muller (2003) quotes Wong-Rieger and Rieger (2002: 4475) who explains the 

changed role of the expatriate manager: “Gone are the days when the overseas 

manager was responsible merely for the implementation of headquarters strategy.  

Today the migrant manager is expected to play key roles in both developing the 

strategy and facilitate organizational learning.” 

Hawley (1995) reports that two thirds of MNC make use of expatriates to staff their 

foreign operations for three reasons:   

• The lack of skilled managers when operating in developing countries. 

• The importance of having control over offshore operations to ensure financial 

integrity. 

• To maintain trust in key overseas businesses. 
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3.3 Staffing Policies 

The human relations management (HRM) department plays a critical role in 

implementing the firms staffing policy.  There are three general types of staffing 

strategies in international business, namely: the ethnocentric approach, the 

polycentric approach and the geocentric approach (Hill, 2003). 

The ethnocentric approach is one in which all the key management posts are filled by 

PCN. This approach is used to overcome the lack of skilled managers in the host 

country, when a unified culture is essential and when the transfer of core 

competencies is vital.  The polycentric approach requires that HCN be recruited to 

subsidiary companies and the PCN fill the positions at headquarters.  The 

advantages of this approach are that it is inexpensive to implement and it alleviates 

cultural myopia.  A geocentric approach seeks the best staff for the key positions 

irrespective of where they are in the organization and which nationality they are from.  

The geocentric approach can be very expensive but can also be the most effective 

method and could fit in well with a transnational strategy (Hill, 2003). 

Both the ethnocentric and the geocentric approaches make use of expatriate 

managers and can both be very expensive to implement.  Companies seldom 

implement only one of these policies and generally have the appropriate mix of all 

three policies depending on the objectives of the business venture and the availability 

of skilled personnel.  While companies will consider the cost of expatriate 

assignments, and will strive to minimize this cost, there will always be circumstances 

in which the benefits of such an expatriate assignment outweigh the costs.  Cost, 

however, will always be a significant consideration (Hill, 2003). 

Bateman and Snell (1999) Point out the importance of using expatriate managers 

when entering a new underdeveloped country or region to support management and 

the growth of the project, but also point out the need to ultimately move away from 

expatriate managers to well trained HCN if the organization is to truly create a 

multinational culture.  As time goes on HCN become more experienced and able to 

fill the top management positions.  They are better positioned to handle the local 

cultures and languages, usually cost less and do not need to be displaced.  This 

trend is often key to the sustainability of a project and the trend over time with respect 

to employees is detailed in the graph below.  HCN will also develop, given the correct 
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training and opportunity, to the point where they can join the expatriate resource pool 

and become TCN in supporting the growth of the global organization, 

Figure 3.1 – Employee Trends over Time 
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Source: Bateman and Snell (1999) 

3.4 Cost of Failure 

Hawley (1995) has established that the cost of failure of a South African expatriate 

manager can amount to from R 250 000 and could be as high as R 1 million, 

depending on salary scale and whether the family transferred together with the 

expatriate manager.  Hill (2003) indicates that the estimated cost of expatriate 

managers is between $ 250 000 and $ 1 million.  He also indicates that 

approximately 30% to 50% of USA expatriates, whose annual remuneration averages 

$ 250 000, remain in their assignment but are considered either ineffective or 

marginally effective by their parent companies. 

As a result of these high costs to sustain expatriate managers, as well as the 

opportunity cost of having expatriate managers fail at their assignments, the success 

as measured by the failure rate of expatriate mangers becomes a vital measurement 

in the control of the above stated expenses. 

Tung (1982) indicates that the failure rate of USA multinationals was from 20% up to 

40%, compared to European multinationals of between 11% and 15%, and Japanese 
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counterparts from 11% up to 19%.  This indicates that failure rates are high and are 

typically found between 11% up to as high as 40%. 

This study showed that 76% of USA multinational companies have a failure rate 

equal or greater than 10% while Japanese multinational companies with a failure rate 

greater than 10% is only 14%, or greater than 6% is only 24%, and European 

multinational companies with a failure rate greater than 10% is only 3% and greater 

than 6% only 41% compared to the poor USA performance (Tung, 1982). 

Muller (2003) has indicated that the failure rate of South African expatriate managers 

is as low as 1,8% when working abroad.  This compares favourably when compared 

to first world countries and is as much as 6 to 22 times lower than the USA, 

European and Japanese multinationals. 

As Muller (2003) points out this high failure rate, and the associated costs, has raised 

concerns over the past years.  Hawley (1999) defined an expatriate manager as a 

failure if they either returned home prematurely from an assignment or they sat out of 

their contract non-productively.  Muller (2003) has also referred to Nasif, Thibodeaux 

and Ebrahimi (1987) who indicated that expatriate failure is far more complex than 

just the premature return of the expatriate.  According to them expatriate failure can 

also be defined in terms of poor overall performance, personal dissatisfaction with the 

experience, a lack of adjustment to local conditions, a lack of acceptance by HCN 

and the expatriate managers inability to identify or train a local HCN successor. 

3.5 Reasons for Failure 

Tung’s (1982) work shows that the failure rate of USA multinationals is much higher 

than that of European or Japanese multinationals.  The main reasons given by the 

participants are listed below for USA and Japanese multinationals in order of highest 

to lowest: 

USA Multinationals top five reasons for failure: 

• Inability for spouse to adjust. 

• Manager’s inability to adjust. 

• Other family problems. 

• Manager’s personal / emotional maturity. 



Russell Els 33274681 

   23

• Inability to cope with larger overseas responsibility. 

Japanese multinational top five reasons for failure: 

• Inability to cope with larger overseas responsibility. 

• Difficulties with new environment. 

• Personal / emotional problems. 

• Lack of technical competence. 

• Inability of spouse to adjust. 

Along with Tung’s (1982) study, many other studies support the findings that the 

inability of the spouse to adjust, the inability of the expatriate manager to adjust and 

other family problems are the top three reasons for failure and Hill (2003) quotes a 

study that states that over 60% of failures occur due to these three reasons. 

Hill (2003) goes on to quote “Expatriate assignments rarely fail because the person 

cannot accommodate to the technical demands of the job.  Typically, the expatriate 

selections are made by line managers based on technical competence.  They fail 

because of family and personal issues and lack of cultural skills that haven’t been 

part of the selection process.” 

Schell and Solomon (1997) indicate that when asked to identify the most common 

reasons why candidates turn down potential assignments, the leading reasons given 

by companies were given as spouse career concerns (48%), assignment location 

(32%), family issues (29%), concerns with or for children (27%), limited career 

opportunity (22%), not the right opportunity (18%), insufficient compensation (14%) 

and other reasons 9%.  They point out that the reasons for not accepting an 

assignment could be the same reasons for those who accept and then fail to 

complete the assignment. 

Hurn (2007) states that profound cultural shock, aggravated largely by the inability to 

recognize the fact, to come to terms with the fact and eventually learn to deal and 

adapt accordingly have been identified as major contributors to the failure of 

expatriates overseas. 
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3.6 Assignment Life Cycle 

Thomas (2002) suggests that the adjustment of expatriates to the host country 

environment follows a U shaped life cycle and consists of the following four steps: 

• The honeymoon stage during which the expatriate finds everything exciting 

and is interested in everything that they come across in the new host country. 

• The culture shock stage is when the reality sets in and the expatriate starts 

becoming frustrated by their new environment and the differences from the 

home country. 

• During the adjustment stage the expatriate starts to accept and adapt to the 

cultural differences, begins to find their rhythm for daily living in the host 

country and learns how to get things done. 

• The mastery stage is reached when the expatriate masters the host country 

conditions and starts to function equally well as if they were at home. 

Schell and Solomon (1997) talk about the Expatriate Adaptation Cycle that takes 

about one year depending on the adaptability of the expatriate and the family.  The 

cycle also has four phases and begins way before the family arrives in the new 

country, with the Pre-move phase.  This phase, as do the other three, lasts about two 

to four months during which time a combination of positive feels result from the 

recognition of employee competence that resulted in selection, excitement of the new 

adventure and feelings of well-being and enthusiasm.  The feeling is enhanced by 

the compensation increase and allowances, which lead to increased productivity.  

However, these feelings are followed by the realization that the assignment will result 

in separation from family, friends and local colleagues, and at this point the expatriate 

family starts to ponder the difficulties of adjusting to the new environment. 

The second phase is the Relocation phase during which the employee and family all 

experience the sense of excitement as they enter their new environment and 

experience new discoveries.  This is followed by the realization of the impact of 

having left family and friends and their familiar comfortable surroundings, and start to 

feel the challenges they are facing and the loneliness of being alone in a strange new 

country (Schell and Solomon, 1997). 
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The First adaptation phase follows during which the family starts to adjust to the new 

surroundings.  They start making new friends, business contacts and soon daily life 

begins to establish a pattern of stability.  The last phase, often the make or break 

stage, is the Cultural shock phase.  This is when the family starts to feel the weight 

and pressure of the new challenges and environment.  The forces and pressures 

cumulate into the sense of isolation and fatigue that brings on the commonly referred 

to phenomenon known as “Cultural Shock”.  This shock is followed by a slow 

recovery period after which life begins to return to normal as the family adjusts to and 

starts enjoying the new culture and environment.  It is only after this stage that the 

employee’s productivity returns to that of the Pre-move phase (Schell and Solomon, 

1997). 

Naturally different individuals and families would go through this cycle at different 

speeds and may even cycle back as other individuals in the family go through 

different stages at different times.  These experiences affect the family both positively 

and negatively, yet most agree that the honeymoon phase is over after the first six 

months period (Schell and Solomon, 1997). 

Schell and Solomon (1997) refer to the suitcase full of unique concerns and problems 

each family member carries around as they move through the cultural adjustment 

phase, namely: 

Children 

• Have educational and extracurricular needs 

• Have issues of self esteem 

• Want independence in a strange environment 

• Difficulty making and retaining new friends 

• Become “third culture kids” as they develop a hybrid culture 

Spouse 

• Challenges of setting up the new home 

• Loss of support network when they need it most 

• Confronting the new societal norms 

• Functioning as single parent because employee works long hours 

• Dial-career spouse coping with loss of second income 
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Expatriate 

• Entry into new job with increased visibility and responsibility 

• Meeting new people daily  

• Making decisions while needing to demonstrate creativity and insight 

• Extensive travel 

• Cross-cultural communication  

• Increased financial pressures 

• Work is more intense 

Schell and Solomon (1997) also put in context the difficulties that marriages could 

face, which is no wonder that problems with spouse is the most common reasons for 

expatriate assignment failure: 

• Communication between partners becomes difficult as home leisure time 

communication is replaced with information exchange between meetings 

• Greater dependence on the working partner to meet the needs of the 

nonworking spouse 

• Expatriate returning home tired from work and the new challenges and 

environment, the spouse who is out of their normal network of friends wants 

to talk and craves recognition, but the expatriate has lots on the mind or is 

tired and wants to sleep or rest. 

• Changing roles in the marriage as the expatriate’s work and travel schedule 

requires the spouse to take on additional family responsibilities.  This could 

add additional stress on the family and marriage. 

3.7 Assessing Success 

There are no empirical measurements of failure.  Many factors could lead to early 

repatriation namely, another job opportunity or assignment, a spouse or family issue, 

personal issue or any others.  In many cases failed ventures are blamed on a variety 

of issues rather than the real possibility that the wrong selection was made with 

respect to expatriate manager for that particular assignment.  Many personal 

burnouts are blamed on many other issues when in fact they could have been 

avoidable if the company used a proper selection process.  In fact few companies 
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really measure or assess the repatriates for a measure of success or failure (Schell 

and Solomon, 1997). 

Thomas (2002) suggests a number of key indictors that can be used to assess for a 

successful expatriate experience, namely: 

• Whether the expatriate manager completes their agreed length of assignment.  

This is usually two to five years but for Japanese and European firms this 

typically is for a longer period of time. 

• The extent to which the expatriate has been able to overcome the culture 

shock of the host country. 

• The extent to which the manager adjusted to the new environment, which 

include factors such as satisfaction, absence of stress, psychological mood, 

conflict resolution, intercultural interaction, anxiety and life style changes. 

3.8  Expatriate Managers Profiled 

Schell and Solomon (1997) refer to Windham international who have suggested that 

the profile of a potentially successful expatriate manager should be as follows: 

• Strong marriage. 

• Supporting spouse who is willing to “sacrifice” career or interests. 

• Flexible lifestyle and possessions. 

• Transferable hobbies and outside interests. 

• Financially stable. 

• Recognize the value of an expatriate assignment. 

• Feels that the assignment is career advancing. 

• Willing to learn the language. 

• Feels that it’s a good and fair deal. 

• Enthusiastic and wants the assignment. 

• Feels qualified and prepared. 

• Able to establish interpersonal relationships. 

• Possesses cross-cultural competencies. 

• Demonstrate ability to deal with stress. 

• Good communication skills. 

• Comfortable dealing with ambiguity. 
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• Non-judgemental. 

• Curious and adventurous. 

Windham International has also suggested the profile of a successful expatriate 

family to be as follows: 

• Small family. 

• Young children. 

• Adaptable to different lifestyles. 

• No dependants left behind. 

• Good health. 

• Healthy parents left in home country. 

• Children doing well at school. 

• No ongoing medical care required. 

• Enthusiastic about change. 

• Family supportive of the assignment. 

• Positive family attitudes towards the adventure. 

• Spouse willing to accompany employee on assignment. 

Michael Tucker of Tucker International identifies six basic characteristics that 

distinguish expatriate candidates that adapt well to a new culture or society, being 

Acceptance, Knowledge, Positive Emotions, Lifestyle, Interaction and 

communications (Schell and Solomon, 1997). 

Acceptance indicates that expatriates who are successful accept the local culture, 

customs and behaviors, without criticizing or making light of the culture even if it is 

different from their own.  Knowledge shows expatriates who take an interest in the 

assignment country and research its history and embraces the local people and 

interests.  Positive Emotions result from successful intercultural adjustment leading to 

positive feelings of well-being and positive self concept and attitude about the people 

and country.  Lifestyle shows that expats who adjust well lead an active lifestyle and 

participate in similar or new activities in the new country.  Interaction is key because 

people who adjust well to new assignments tend to mingle with local nationals on the 

job and socially making local friends who assist in enhancing their experience.  

Communication is vital and successful expats learn both verbal and nonverbal ways 

to communicate with local communities (Schell and Solomon, 1997). 
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The challenge in selecting the right candidate is in finding someone who exhibits the 

six characteristics above.  To help with this process, Tucker has developed an 

assessment instrument called the Overseas Assignment Inventory (OAI), which is a 

tool that identifies and measures 14 predictors of success.  These are detailed and 

explained below: 

1. Expectations – Candidates who expect to succeed and look forward to the 

assignment in their new country, while remaining aware of the challenges and 

difficulties to be faced, are far more likely to adjust and adapt to their new 

surroundings. 

2. Open-Mindedness – These people are far more receptive to different views 

and beliefs without feeling that their own value system is being challenged and 

threatened. 

3. Respect for Other Beliefs – Those non-judgemental of others religious and 

political beliefs are more likely to succeed.  They are neither openly 

conversant about their own convictions nor critical about the convictions of 

others. 

4. Trust in People – Faith and trust in people is key, and those who encourage 

mutual trust are more likely to develop meaningful relationships. 

5. Tolerance – The ability to interact with and live closely to people who are 

different to you is essential. 

6. Locus of Control – This measures the extent to which people believe they 

control the outcomes of the events of their lives.  People who believe they can, 

have a higher chance of success in shaping, controlling and directing the 

course of their lives and make more effort to make things work. 

7. Flexibility – This is the ability to consider alternative activities and points of 

view, willingness to receive feedback from others, and to realize that there is 

more than one valid approach to a problem or decision. 

8. Patience – Managers should accept that a “sense of time” means different 

things in different cultures and can find themselves very frustrated if they 

cannot adapt to the new culture. 

9. Social Adaptability – This is the ability to socialize comfortably with new people 

in strange or unfamiliar social situations and be accepted by the new 

surroundings and people. 
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10. Initiative – The ability for people to take charge of new and challenging 

situations and their willingness to control the outcome of success. 

11. Risk Taking – Willingness to take calculated risks, accept change and meet 

challenges. 

12. Sense of Humor – A good sense of humor is one of the most important 

attributes in being effective with intercultural adjustment.  This is the ability to 

bring humor into difficult and challenging situation to ease the tension and take 

control. 

13. Interpersonal Interest – Strong interpersonal skills, and in this case strong 

cross-cultural interpersonal skills, are critical to an expatriate’s success and 

effectiveness.  Those who are sincerely interested, accepting of, and 

concerned for others have an advantage in adjusting to other cultures. 

14. Spouse communication – This measures the extent and quality of 

communication between couples.  Experience shows that when 

communication is open and constructive, the relationship is often enhanced by 

the experience (Schell and Solomon, 1977). 

Cultural Toughness is a term used in measuring the level of cultural difference 

between the home country and the host country where the expatriate will spend his 

time during the assignment.  The greater the difference, hence the tougher the new 

cultural environment, the greater the intensity of cultural training required before 

leaving on assignment.  In a study of over 1’000 Swedish expatriates the difficulty for 

them to adjust to the new foreign culture was measured in decreasing regions of 

toughness, where the top region was the most difficult to adjust too, as detailed in the 

table below. (Huynh, Johansson & Tran, 2007). 

Table 3.1 – Decreasing order of Cultural Toughness 

1 Africa 
2 Middle East 
3 Far East 
4 South America 
5 Russia / Eastern Europe 
6 Western Europe / Scandinavia 
7 New Zealand / Australia 

Source: Huynh, Johansson & Tran (2007: 17) 
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Cross-cultural adaptation is essential, as pointed out by Avril and Magnini (2007) and 

one key trait necessary in order to adapt adequately is that of emotional intelligence, 

which is defined as the array of competencies, capabilities and skills that influence 

ones ability to adjust to the demands of the changing or new environment. 

The emotional intelligence of an individual includes the ability to assess and manifest 

emotions, the regulation of emotions in others as well as in one’s self, the ability to 

channel these emotions to promote intellectual and emotional growth and the 

capacity the generate emotions to assist in problem solving (Avril and Magnini, 

2007). 

Avril and Magnini (2007) provide a list of key personality and psychological traits that 

are included in emotional intelligence: 

• Tolerance for ambiguity 

• Low goal and task orientation 

• Open mindedness 

• Tolerance for difference 

• Communicativeness 

• Empathy 

• Flexibility 

• Curiosity 

• Warmth in relationships 

• Motivation 

• Self reliance 

Thomas and Inkson (2005) talk about cultural Intelligence and they say that this 

intelligence needs to be developed by moving through a set of stages and that this is 

a skill that can be learnt and taught.  Cultural Intelligence involves being flexible and 

skilled about understanding a culture, learning increasingly more and more about its 

makeup and continually shaping one’s thinking to be more sympathetic to the culture 

and one’s reactions to be fine tuned when interacting with others from different 

cultures. 

Cultural Intelligence involves three parts namely: Knowledge of a culture, 

Mindfulness as in the ability to be attentive to the culture and Behavioral Skills based 
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on the knowledge and mindfulness.  The development of this Cultural Intelligence 

occurs in five stages, namely: Reactivity to external stimuli, Recognition of other 

cultural norms and the motivation learn more, Accommodation of other cultural norms 

and rules, Assimilation of diverse cultural norms into alternative behaviors and 

Proactivity in cultural behaviors based on recognition of changing cues that others do 

not perceive.  Expatriate managers should be trained and seek to be proactive about 

cultural intelligence (Thomas and Inkson, 2005). 

Hurn (2006) says there is a demand for a new kind of expatriate manager.  One who 

is cosmopolitan, multinational, multifaceted and can operate across national borders.  

This trend has been noticed increasingly and a comparison between the old and new 

profile expatriate manager is found below in Table 3.2: 

Table 3.2 - Comparison of old and new profiled expatriate managers 

Traditional Expatriate Manager International Manager 

Focuses on one overseas country / area Deals with many countries, often in 
different regions 

Adapts to living in one culture Adapts to working in several cultures 
Uses cross-cultural skills primarily on 
foreign assignments 

Uses cross-cultural skills both at home 
and overseas 

Works with and coaches people from one 
country 

Works with and learns from many 
cultures 

Expatriation is primarily to get the job 
done 

“Transpatriation” is for career and 
organizational development 

Develops a one country perspective Develops a global perspective 

Source: Hurn (2006: 280) 

Hurn (2006) notes that it is still rare for companies to judge their potential candidates 

against any clearly defined criteria.  He notes that they are expected to have the 

stamina of an Olympic runner, the mental agility of an Einstein, The detachment of a 

judge, the tact of a diplomat and the perseverance of an Egyptian pyramid builder. 

3.9 Selection is Key 

The one element that comes across in the literature as being absolutely vital to the 

success rate of expatriate managers is that of an effective selection program.  As 

pointed out earlier, the expatriate assignment seldom fails because the expatriate 
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manager lacks the technical skills, but rather because they lack the cultural skills 

required to execute the assignment in the host country. 

Avril and Magnini (2007) propose a holistic approach, for the success of expatriate 

managers, with selection and training that includes elements such as the family 

status, emotional intelligence, dietary and exercise habits and their learning 

orientation.  They propose that selection is where it all starts.  The recruitment 

process, they add, is the key driver for the success of an expatriate manager.  After 

the candidates are assessed the selection process should hone in on the candidates 

ability to adapt, which they propose as the key driver of success for expatriate 

managers. 

Wong Rieger and Rieger (2002) point out that despite the significant influence that 

cultural adaptability plays in the successful outcome of an expatriate manager, the 

majority of selection processes focus solely on job-related competencies.  Avril and 

Magnini (2007) support this view by stating that the selection process must move 

beyond that of the résumé.  They highlight that while technical skills are important, 

attention must be paid to personal characteristics such as the ability to adapt to 

different norms and modes of behavior and have a high level of tolerance for 

ambiguity.   

In their research of three key Swedish companies, Huynh, Johansson and Tran 

(2007), show that all three still regard that technical skills and competences are the 

number one selection criteria considering that the reason for using expatriate 

managers is as a result of such skill shortages in the host country.  They all regarded 

cultural awareness and language skills as the second biggest selection criteria but 

felt that these could not out weigh the need for technical skills. 

Schell and Solomon (1997) point out that finding the correct candidates who have 

both the technical and cultural skills is as important a challenge and decision as 

raising the capital for business development.  They highlight that companies can 

thrive or fail depending on who occupies key positions and whether they have the 

skills, together with their families, to live and work in a foreign culture. 

Schell and Solomon (1997) also point out some of the challenges that make it difficult 

to find the correct expatriates in the selection process: 
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• Scarcity of qualified candidates.  

• Spouse careers and other family issues. 

• Need to make rapid deployment decisions. 

They highlight that the more one examines the global staffing problems the more 

complex it becomes.  Performance in one’s home country does not predict success in 

a host country, and even if a selection instrument could predict success accurately, 

one would still have to deal with the fact that a limited pool exists from which to make 

the choice (Schell and Solomon, 1997). 

An enormous challenge to contend with is the growing demand for expatriate 

managers as companies seek to expand their operations abroad, and the problem is 

the lack of qualified personnel from which to select an expatriate, and the strain that 

this places on local resources.  One way to overcome this challenge is to use a 

global awareness program to increase the size of the expatriate pool for future 

selection (Schell and Solomon, 1997). 

Significant dividends, according to Schell and Solomon (1997) are reported by 

companies that make use of the Business Globalization Cycle that has the following 

four steps: 

1. Building Global Awareness in the organization, so that employees think about 

the process before considering expatriate assignments 

2. Identify the characteristics of a successful expatriate and high potential 

performers 

3. Training: Build global business skills 

4. Create an effective repatriation process to enhance global awareness within 

the organization and also provide a good role model to potential expatriates. 

Schell and Solomon (1997) highlight typical contents of global awareness programs 

as they instruct candidates how to: 

• Appreciate cultural diversity 

• Recognize the cultural impact on business 

• Mastering global management skills 

• Understand how culture impacts business issues 
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• Impart knowledge regarding challenges that are faced by business people 

around the globe 

• Develop a framework for understanding cultural differences 

• Master strategies for cross-cultural problem-solving and negotiation skills 

• Learn decision-making strategies that work across cultures 

• Explore ways to build business relationships 

Wong Rieger and Rieger (2002) suggest that candidates be assessed along the 

following dimensions: 

• Self-efficiency.  This is a measure of technical competence and the ability to 

control stress, and can be measured from past performance and during an 

interview. 

• Relational risk.  This is the ability and willingness to interact with HCN and the 

desire and willingness to learn and speak a foreign language.  This can be 

assessed in the interview and through role-play. 

• Intercultural perception.  This is the ability to correctly understand the motives 

behind the culture of HCN and is best measured with a series of 

psychological tests. 

Research done by Graf (2004) highlights the importance of including into the 

selection process the cultural skill set found in the expatriate candidate.  In surveying 

USA and German expatriate managers she found that the ability to speak a foreign 

language was considered of top importance to both nationalities.  The following table 

details the results of the research. 

Table 3.3 – Intercultural Competencies stated as important skills 

Number of participants naming the competencies 

  USA German Total 

1 Speak Foreign Language 41 40 81 

2 Openness 19 39 58 

3 Knowledge of Culture, Religion, Customs etc. 21 30 51 

4 Diplomacy, Tolerance 6 28 34 

5 Adaptability 6 20 26 

6 Patience, Calmness 10 8 18 

7 Empathy 7 12 19 
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8 Respect 8 8 16 

9 Team Play Ability 3 12 15 

10 Self-confidence 3 6 9 

11 Business Knowledge 8  8 

12 Knowledge of Political & Monetary Differences 6  6 

13 Analytical Ability 6  6 

14 Previous Experience  4 4 

15 Courtesy  4 4 

16 Further Competencies 10 5 15 

 Total 154 216 370 

 Source: Graf (2004: 675) 

The study indicates that the ability to speak the language and knowledge about the 

culture are significant competencies.  When it comes to language skills the literature 

often emphasizes that knowing how to listen, how to interrupt, how to praise and how 

to scold are more important than the language skill itself, but studies have shown that 

insufficient language skills increase the risk of misunderstanding which could 

complicate effective cooperation (Graf, 2004). 

Graf (2004) points out that intercultural competencies that can be developed short 

term, such as understanding the religion, customs and beliefs, are less important to 

develop over time as they can be learned, but language skills cannot be taught 

overnight and the ability to speak a foreign language should be part of the selection 

process along with those other skills that take time to develop. 

Hurn (2007) reported that the general perception is that English is the international 

business language while in reality in many parts of the world English is not spoken in 

the business environment, and indeed not everyone wants to speak English.  Hence 

it becomes imperative that the foreign language is then understood and spoken if a 

company expects to be successful in that business environment. 

3.10 Planning is Vital 

Muller’s (2003) assessment of the body of knowledge suggested eleven aspects that 

needed to be addressed during the planning of an expatriate assignment: 

• Job specification. 

• External recruitment. 
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• Selection. 

• Training. 

• The pre-departure planning period. 

• Relocation and orientation. 

• Performance appraisal. 

• Continuous support. 

• Repatriation back to home country. 

• Human resource development. 

• Human resource planning. 

Schell and Solomon (1997) suggest the content of an expatriate policy that will assist 

in the effective planning of expatriate assignments: 

• Phase one: Pre-decision: 

o Statement of corporate philosophy. 

o Intent of the policy. 

o Spirit of the program. 

o Assistance available. 

o Self-selection counseling. 

o Special needs 

o Statement of eligibility and assignment definitions. 

o Introduction to the worldwide administrative team. 

o An overview of the expatriation process. 

• Phase two: Pre-departure: 

o Immigration, visa, work permits. 

o Tax impact of expatriate assignment. 

o Initial home finding trip and schooling arrangements. 

o Cross-cultural training. 

o Language training. 

o Health and physical examination. 

o Home and automobile disposal. 

o Storage provision in the home country. 

• Phase three: Relocation: 

o Host country housing. 

o Home finding support. 
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o Shipment and storage of household goods. 

o Health and safety. 

o Personal finance. 

o Temporary living expenses. 

o Relocation allowances. 

o Educational allowances. 

o Automobile allowances. 

• Phase four: Settling-In: 

o New country settling-in support. 

o Spouse and family support. 

o Home leave and travel. 

o Emergency leave and travel. 

o Miscellaneous expense allowance. 

o Other special company benefits. 

• Phase five: Ongoing support: 

o Tax returns. 

o Home leave. 

o Family visits. 

o Home- and Host-mentoring programs. 

o Emergencies. 

o Periodic adjustment for currency fluctuations and inflation. 

• Phase six: Repatriation: 

o Advice and counseling regarding personal pre-departure and post-

arrival activities. 

o Reimbursement forms and procedures. 

Line Managers are responsible, according to Schell and Solomon (1997), for making 

sure that they understand as much as possible about the host country and 

challenges of the expatriate assignment, to ensure that the correct pre-departure 

training is carried out.  The list below is what Line Managers should know about Pre-

Departure Training for Culture and Language: 

• Importance of culture to the success of the business 

• Allowing time for assignments to overlap 

• The importance of relationships in destination country 
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• What are realistic and meaningful time lines 

• Characteristics of leadership in the destination culture 

• How business meetings etc. are conducted and what they are intended to 

achieve 

• Importance of titles and authority 

• Negotiation techniques in host country 

• Political and legal structures of host country 

• Role of gifts and other social niceties 

Huynh, Johansson and Tran (2007) demonstrate that companies understand the 

importance of pre departure cultural training but some devote as little as one day on 

such training programs.  They do recognize the importance of cultural awareness and 

plan to increase the time spent on such training.  Most programs include the spouse 

and family and are not limited to cultural training alone. 

Due to the fact that there is often great pressure on selection of a candidate that has 

the correct skills and the fact that seldom do you find candidates that are competent 

both technically and having the right knowledge of the host country, the ideal 

emotional and family situation and a high learning orientation, training in cross 

cultural skills becomes important (Avril and Magnini, 2007). 

Avril and Magnini (2007) agree that as a minimum the training must include coaching 

in business culture, etiquette, interpersonal communication and conflict resolution.  

They also propose that the training be done in three stages in order for it to be 

effective.  These include training in the home country, training on arrival in the host 

country and real time training.  They conclude by stating that this real time training 

could very well be the key driver in expatriate success as it is unrealistic to assume 

that effective cross cultural training can be covered in the class room during the first 

two stages of training. 

Hurn (2007) suggests that cultural awareness training is vital for the success of an 

assignment.  In such training the participants, that should include the spouse and 

family, learn that their behavior stems from the deep roots in their own culture and as 

they continue they start to understand how much their view of reality is conditioned 

by learned and unconscious preconceptions and prejudices.  They learn to recognize 
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this as they come in contact with local people from other cultures and realize that 

perceptions are indeed reality.  

Lee (2005) talks of the five dimensions that have emerged as components of the 

cross cultural adjustment process: 

1. Pre-departure training 

2. Previous expatriate experience 

3. Selection mechanisms 

4. Individual skills 

5. Nonwork factors 

The first three dimensions are at play prior to the expatriate manager entering the 

host country, and the last two become critical as the expatriate arrives in the host 

country to take on the new assignment.  Much literature exists that focuses on pre-

departure and post-entry and the variables that are relative, but more needs to follow 

on the adjustment that takes place, and the impact this has on the success, with 

managers that enter the international workplace.  Lee (2005), therefore, proposes 

that the individual skills an expatriate, and family members, take with them into the 

host country and the nonwork or social environment in which they find themselves, or 

are placed, have a profound effect on how well the cross-cultural adjustment takes 

place.  The figure that follows gives a good graphical display of Lee’s proposition. 
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Figure 3.2 – Framework of International Adjustment 

 

Lee (2005) researched the relationship between cross-cultural adjustment and job 

satisfaction, learning orientation, organization socialization and cross-cultural training 

and found that the strongest correlation to cross-cultural adjustment was job 

satisfaction.  The research states that for an expatriate to adjust to his cultural 

surroundings s/he must have job satisfaction, without which s/he will find it more 

difficult to make the adjustment.  Lee (2005) also showed strong correlation to the 

link between cross-cultural adjustment and organization socialization.  This research 

highlights the fact that purely concentrating on planning and training prior to 

expatriation would result in a greater chance of failure and that the training and 

interaction with home country should continue into the assignment phase. 

Pires, Stanton and Ostenfeld (2006) state that technical and current cross-cultural 

training programs, together with expatriate networks, are inadequate in addressing 

expatriate failure.  Particularly when the assignment involves countries that are 

culturally diverse from the home country, the training seems to fall short in 

addressing ethnic networks and other socializing resources within the host country.  

They state that ICT (Information and Communication Technology) resources, such as 

the internet and video conferencing, that allow the expatriate and family to retain the 

In-Country Adjustment Anticipatory Adjustment 

Individual 
 

Training and Previous 
Experience 

 
Accurate Expectations 

 

Organization 
 

Selection Mechanisms 
and  

Criteria 

Individual 
 
Self-Efficacy 
Relation Skill 
Perception Skill 

Organization 
Culture 

 
Culture Novelty 
Social Support 
Logistical Help 

Job 
 
Role Clarity 
Role Discretion 
Role Novelty 
Role Conflict 

Organization 
Socialization 

 
Social Tactics 
Social Content 

Nonwork 
 

Culture Novelty 
Family and 
Spouse 
Adjustment 

Mode of Adjustment 

Degree of Adjustment 
 
Work, Interaction and 
General Adjustment 

Source: Lee (2005: 276) 



Russell Els 33274681 

   42

communication links with family back in the home country should facilitate the 

adjustment process of the expatriate and family.  They also talk about the impact that 

the internet and ICT resources can and should have on reducing the cultural distance 

during the planning and assignment phases of expatriation. 

Williamson (2007) explains in a paper written on her experience when she moved 

from Australia to Canada how the modern day ICT advancements impacted on the 

outcome of her career change.  She was able to extract information over the internet 

about schools, housing and relocation costs.  She could review the host country and 

city and learn about the culture and norms of Canada before she even visited.  Once 

the relocation was complete she could communicate effectively with family back 

home and exchange emails and pictures instantly and could use webcam technology 

to talk and view family and friends when ever she wished. 

Cultural distance is explained as the gap in cultural norms between two societies and 

hence the greater this difference, the larger the cultural distance.  This is one of the 

significant areas of focus for planning an expatriate assignment (Waxin and 

Panaccio, 2005). 

Waxin and Panaccio (2005) talk of three facets of adjustment in the new assignment 

arena namely that of work adjustment, interaction adjustment and general 

adjustment.  They have done work that is helpful in understanding the impact that 

training has on the potential outcome of the assignment and the impact training has 

on the three facets of adjustment. 

Their first hypothesis, that they verified, was that cross cultural training has a positive 

impact on the ability to adjust, and length of the adjustment, in all three of the facets.  

They also verified that the type of cross-cultural training had significantly varying 

levels of success between the three facets, suggesting that different types of training, 

on average, are more effective for each facet than other types.  They also showed 

that prior international experience has a positive impact on the adjustment facets and 

of specific interest is the effect that the cultural distance has on the effectiveness of 

cross-cultural training (Waxin and Panaccio, 2005). 

The results on the effectiveness of cross-cultural training varied according to the 

expatriate’s culture of origin, and training appeared to have more impact on 

expatriates with larger cultural distance.  Their results, however, did not prove this 
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conclusively but the evidence is significant enough to pursue (Waxin and Panaccio, 

2005). 

Lee and Croker (2006) support the research above as they have tackled the same 

issues from a slightly different angle.  They show a correlation between the 

expatriate’s perceived need for training and the resultant effectiveness of the training 

showing that the higher the perceived need, the greater the effectiveness of the 

training.  They round off their study by showing that if the expatriate has a high level 

of personal competence, so they have a lower level of perceived need for training.  

This is also found with the perceived challenges of the task ahead and as expatriates 

perceive the levels of the challenge to be high, so to do they perceive the need for 

training to be high. 

Lee and Croker’s (2006) work also draws a correlation between the cultural distance 

and the need for training.  Should the expatriate perceive the cultural distance to be 

high, so too was their perception higher with respect to the need for training.  They 

also touch on the teaching mode and the learner’s style of studying, proposing that 

when the mode of teaching was aligned with the style of learning of the expatriate, 

the training was perceived to have been more effective.  

The research on cultural distance has been taken even further with the hypothesis 

that if cultural distance was so significant then with reciprocal transfers there should 

be identical extent of general, interaction, work and psychological adjustment.  In a 

study examining American and German expatriates on reciprocal assignments 

however, the results in all four aspects of adjustment showed that the Americans in 

Germany had a lower level of adjustment than German expatriates in the USA.  This 

study shows that expatriates on reciprocal assignments, or other assignments over 

the same cultural distance, may need more or less cultural training as they may 

encounter different combinations of cultural differences (Selmer, Chiu and Shenkar, 

2007). 

Varner and Palmer (2005) argue that cultural self-knowledge is a critical variable in 

adapting to other cultures, but yet this is foreign to current training programs.  They 

propose that training in developing a conscious understanding of our own culture 

helps us understand the cultures of others.  They propose a four-part process that 

involves both selection and training of potential candidates.  Part one suggests that 
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candidates be screened for personality characteristics that are commonly accepted in 

literature as contributing to expatriate success followed by part two which states that 

expatriates should focus on developing a conscious self-awareness of their 

preferences, likes and dislikes.  During stage three expatriates study the other culture 

and their reaction to that culture, developing a cognitive map of behaviors in both 

cultures.  Then they are prepared to explore adaptation possibilities and strategies. 

Their view is that one’s own cultural background will greatly influence how successful 

the expatriate will be in the foreign environment, so developing self-awareness, 

analysis of one’s own value system, and the effect on their behavior needs to be an 

integral part of expatriate training both before and during the assignment period. 

3.11 Compensation 

Compensation for expatriation can follow many different methods but the most 

commonly used method is the balance sheet approach that attempts to equalize the 

purchasing power that the expatriate manager had in their home country in the host 

country (Hill, 2003). 

The balance sheet approach sets out the costs, expenses and compensation that the 

expatriate manager can expect in the host country and relates them back to the 

home country.  Hill (2003) suggests that the typical compensation package for 

expatriate managers should consist of the following main components: 

• Base salary.  This is the same salary the expatriate can expect in their home 

country doing an equivalent job function and is paid either in the home or host 

countries currency. 

• Foreign Service premium.  This is the extra incentive that the expatriate earns 

for accepting an assignment to work outside of their home country.  After all 

other areas of remuneration have been equalized to reflect the host countries 

purchasing power; this is the premium that lures the expatriate manager 

towards the foreign assignment. 

• Allowances.  The four main allowances that are given to expatriate managers 

are: hardship allowances, housing allowances, cost-of-living allowances and 

education allowances. 
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• Taxation.  Expatriates must be compensated for any additional taxation 

incurred to both foreign and home governments, as the expatriate cannot be 

expected to pay tax to both governments if tax treaties do not exist. 

• Benefits.  Expatriates must receive the same medical and pension benefits, as 

well as other benefits, which they received at home. 

While the compensation of expatriate managers is vital in creating the incentive for 

them to take on expatriate assignments, and the selection of the correct candidate 

through the proper selection protocols plays a vital role in the success of these 

candidates, we must not lose sight of the fact that research has indicated to us that 

cross-cultural skills are at least as important as technical skills in determining the 

success of such expatriate assignments (Hill, 2003). 

3.12 Dimensions of Culture 

As far back as 1966 Hofstede (1980) did research which was set to reshape the way 

we viewed cultural differences in the model world for years to come.  He surveyed 40 

different countries, obtaining thousands of responses to questionnaires, at two 

different intervals in 1968 and 1972.    

Hofstede (1980) defined culture as collective programs of the mind.  Culture 

describes entire societies and subculture is used to describe groups within a 

particular society.  He states that “Culture is to a human collectivity what personality 

is to an individual”.  His work defines four main dimensions that can be used to define 

or determine culture namely, Power Distance, Uncertainty Avoidance, Individualism 

and Masculinity. 

 Power Distance is the basic issue of human inequality which can occur in areas such 

as prestige, wealth and power.  Different societies place a different value or 

emphasis on status consistency in this area.  In organizations the difference in power 

is inevitable and is generally formalized in hierarchical structures but can also exist in 

informal structures.  The Power distance Index (PDI) was used to compare the 

countries and South Africa was found to have a PDI of 49.  Countries such as 

Philippines, Mexico and Venezuela had very high PDI ratings while countries like 

Denmark, Israel and Austria very low PDI ratings.  Japan’s PDI was rated at 54, the 

USA at 40 and Britain at 35 (Hofstede, 1980). 
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Uncertainty Avoidance is a measure of how likely societies are to want to avoid 

uncertainty.  Uncertainty in any society is inevitable, with respect to the future and 

given the turmoil in our political and legal systems and advances in technology and 

lifestyle.  Tolerance for uncertainty varies considerable from society to society and 

was measured in the Uncertainty Avoidance Index (UAI).  South Africa had a UAI of 

49 compared to Japan who was rated at 92, the USA at 46 and Britain at 35.  

Countries with high UAI ratings were Greece, Portugal, and Belgium and with low 

ratings were Sweden, Denmark and Singapore (Hofstede, 1980). 

Individualism measures or describes the individual and the collectivity that exists in 

any given society, and reflects the way people live together.  It was measured via the 

countries Individualism Index (IDV).  South Africa rated a 65 compared to Japan’s 46, 

USA’s 91 and Britain’s 89.  The top three countries were the USA, Australia and 

Britain and the bottom three Pakistan, Colombia and Venezuela.  What is interesting 

about this index is the trend that emerges when the PDI and IDV is plotted on a 

graph together.  We find that countries like Japan fall in the high PDI low IDV quartile 

and countries such as USA and Britain fall in the low PDI high IDV quartile.  South 

Africa was found in the high PDI high IDV quartile together with countries such as 

France.  It is also interesting that in this research the IDV ratings were plotted against 

National Wealth (GNP/capita) and the trend that followed implied that the lower the 

IDV rating the better the wealth of a country would be, although there were some 

outliers on the scatter plot graph (Hofstede, 1980). 

Masculinity, and its opposite pole Femininity, is the measure of the extent to which 

biological differences in sexes affects the roles of social activities.  This was 

measured on the Masculinity Index (MAS).  Countries that rated high on this index 

were Japan, Austria and Venezuela and low on the index Netherlands, Norway and 

Sweden.  South Africa rated a 63 against the USA of 62 and Britain of 66 (Hofstede, 

1980).   

It is difficult, however, to draw parallels to Africa from this research given that the only 

country in Africa that was analyzed was South Africa.  Other countries in Africa are 

not all the same as South Africa and so we should be careful in how we use the 

above research.  However the research on Jackson (2004) puts this in perspective. 
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3.13 The African Twist, Adapt or Risk Failure 

Jackson (2004) proposes that while the above body of knowledge might have its 

place in western management principles, it might not be totally appropriate for 

management in African countries.  He points out the need to understand and 

appreciate the diversity and complexity of sub-Saharan Africa and that it has been 

largely hampered by the apparent pejorative view of Africa, Africans and the 

contributions that can be made to the development of their own continent, but more 

especially to other continents and not least to the field of management.   

It is rare to find chapters in textbooks on African management and its contribution to 

international management.  The current literature on management in developing 

countries, and more specifically management in Africa, tends to present a poor 

picture that sees management in these countries as fatalistic, resistant to change, 

reactive, short-termist, authoritarian, risk reducing, context dependant and basing 

decisions on relationships.  There is also a danger that the objective of management 

development is to make the developing world, in this case sub-Saharan Africa, more 

like the developed world, as in the western countries, and that this is reflected in the 

direction of organizational change and the way people are managed in African 

organizations (Jackson, 2004). 

“If anything, ‘African Management’ is cross-cultural management.  One of our main 

objectives is trying to understand the complex cross-cultural dynamics in African 

countries.  The aim of managers and management developers should be to ensure 

the more effective management of these dynamics, by first understanding them, and 

then addressing the need to develop effective cross-cultural management and 

management teams.” (Jackson, 2004: 16). 

This implies that for expatriate managers to be successful in Sub-Saharan African 

countries, they need to pay careful attention to cultural skills of potential candidates, 

and that the lack of these cross-cultural skills would lead to certain failure of 

expatriate assignments. 

Considering the similarities between Africa and Europe and the African renaissance 

and Asian (Japanese) management styles and attributes, this could possibly explain 

the reasons for similarly low failure rates of expatriate assignments.  
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When comparing Africans in the African renaissance sense and East Asian and 

Japanese cultures, Jackson (2004) points out the following similarities in 

organizational management systems and attributes.  Both groups have a high 

humanistic and collectivistic approach to management, both have a high degree of 

people orientation, the sense of belonging is a major management motivator, 

management commitment is towards the group or corporation, they both have a 

moderate to high degree of external locus of control and trust plays a significant role 

in management principle. 

Jackson (2002) highlights some similarities between Europe and Africa: 

• A multi-cultural diversity. 

• A history of inter-cultural enmity. 

• Cross-border cooperation is increasing with the EU and AU. 

• Both undergoing and have undergone transitions from state control to free 

market economies. 

• A need to create synergy out of diversity. 

Yet, as Jackson (2002) portrays, the North sees the South in a very pejorative view: 

• North – Developed vs. South – Developing. 

• Events predictable vs. non predictable. 

• Resources obtainable vs. difficult to obtain. 

• Low vs. high uncertainty avoidance. 

• Lower vs. high power distance. 

• Internal vs. external locus of control. 

• Long term vs. short term perspective. 

• Proactive vs. passive or reactive. 

• Participative vs. Authoritarian or paternalistic. 

The question then is; is the similar and favourable success rates of expatriate 

managers from Europe or Africa a simple matter of their multi-cultural diversity and 

cultural adaptability or is each environment unique and complex enough to justify the 

need for separate management principles and practices rather than trying to squeeze 

and shape the management styles of African countries to fit that of the Western 

management systems?  Jackson (2004) proposes the latter to be the case, and 
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highlights that in the face of these complexities the current cross-cultural theories 

seem totally inadequate in explaining the cultural differences and interactions in 

Africa. 

Jackson (2004) states, “Culturally, sub-Saharan Africa is very complex.  This is not 

just in the number of ethnic groups that can be found in African countries, but in the 

different possible levels of cross-cultural interaction (Western / African, cross-border, 

inter-ethnic)… This complexity is also exhibited in the degree of crossvergence of 

cultures, and through the process of hybridization of management systems as a 

result of cultural crossvergence, and the extent to which power and ideology are 

important influences in cultural interactions in Africa.” 

Jackson (2002) points out that much can be learned from African management styles 

regarding managing environmental complexity and uncertainty, managing the 

interests of multiple stakeholders and multiculturalism, managing the relationship 

between work and home or community life as well as the relationship between 

Western instrumentalism and African humanism. 

Management in Africa can be understood through gaining an understanding of the 

locus of human value, the hybrid systems of management, the inter-ethnic 

differences and the dynamics of cross-border management (Jackson, 2002). 

Jackson (2002) highlights eight important criteria for developing effective and 

appropriate management in Africa: 

• Develop the ability to turn constraints into opportunities. 

• To accommodate multiple stakeholders. 

• Develop effective decision processes. 

• Reconcile contradictions between home and community and work life. 

• Assess the appropriateness of management styles. 

• Management of multicultural dynamics. 

• Develop an awareness of your own culture. 

• Develop managers appropriately for Africa. 

Jackson (2002) proposes that to progress from this point in managing in Africa, the 

stakeholders have to do the following: 
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• Start seeing things through a critical, cross-cultural lens. 

• Start assessing management impact through appropriateness, as well as 

effectiveness. 

• Start managing multiculturalism. 

• Start learning from Africa. 

• Start developing training that is appropriate and effective in process and 

content. 

3.14 Conclusion 

While the body of knowledge above that covers the Western developed world cannot 

be ignored when it comes to the African developing world, it would be foolish to 

attempt to apply this knowledge blindly to sub-Saharan African countries as these 

countries are complex and respond to different stimuli.  The Western systems 

therefore need to be adapted to best support the African continent and make best 

use of its unique diversity and find synergy between that which has been learned 

from the Western systems, and that which is emerging from the above research on 

Africanism. 

It is therefore imperative that International HR policies and practices best integrate 

the knowledge of the Western business models with that of the complex cultural and 

business environment of the African continent.  They must adapt these policies and 

practices to meet the challenges and complexities of conducting business in the 

various countries and regions of Africa, and ensure that their expatriate managers 

understand and are equipped to handle their new assignment in a diverse, unique 

and often under developed arena.  After all this is the attraction for most businesses 

in Africa, as they seek to expand their businesses abroad. 
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CHAPTER 4 

RESEARCH METHODOLOGY 

4.1 Introduction 

The researcher embarked on studying the success rates, and determinates, of South 

African expatriate managers, by engaging directly with the expatriate manager via an 

anonymous response without involving the expatriates host company.  Such an 

approach, and in particular on the African continent, has not been done in any 

significant detail in the past and for this reason, given the uncertainty of the response 

rate and problems that may have be encountered, the researcher engaged in an 

exploratory research study. 

The objectives, therefore, of this study as highlighted in chapter 1, were to compare 

the success rates of South African expatriate managers who have worked in sub-

Saharan African countries to those of First World countries and identify key 

determinants for success with possible differences between the two regions and to 

identify variations within management demographics, levels and experience.  Other 

objectives included conducting a needs analysis for the improvement of expatriate 

success rates in sub-Saharan African countries. 

The researcher also proposed possible future areas of formal study that arose from 

the data analysis and propositions that this study outcome has supported, with 

theoretically sustained reasons for the results.  

4.2 Research Problem 

In conducting international business in a foreign country, the dilemma that 

management faces is whether to staff the operations with expatriate managers from 

the MNC or with local management from the host country.  When HCN lack the 

required technical skills to fulfill the position, expatriation assignments becomes 

mandatory, but they come at a high cost and have a significant failure rate.  When a 

MNC desires to do business in Africa, they are faced with additional challenges from 

the African environment, such as cultural differences with Western cultures. 

The questions facing management are thus, how to balance cultural differences 

against technical skills, where to find the appropriate expatriate managers, how to 
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equip expatriate managers for these assignments and how to reduce the potential for 

failure? 

The research problem was thus defined as: 

The lack of cultural skills of MNC can hinder their success in doing business in sub-

Saharan African countries despite their technical knowledge and proven Western 

management styles, and this requires an expatriate workforce that understands the 

African environment and management systems in order to reduce the risk of failure. 

The sub-Problems defined: 

• An understanding of the difference in the success rates between South African 

expatriate managers who have worked in sub-Saharan African countries relative to 

those who have worked in First World countries.     

  

 

 

• An understanding of the major reasons that lead to failure of expatriate 

managers in sub-Saharan African countries compared to First World countries. 

 

        

 

 

 

 

 

• The key determinants that lead to expatriate management success in both 

sub-Saharan African and First World countries. 

Proposition Statement 1:  There is a difference between the success rates of 

South African expatriate managers who have worked in sub-Saharan African 

countries compared to First World countries. 

Proposition Statement 2:  The major reasons given in the literature for the 

failure of expatriate managers will be dominant in the reasons found for South 

African expatriate managers. 

Proposition Statement 4:  The majority of expatriate managers who are 

unsuccessful fall out during the cultural shock or early in the adjustment stages 

of the life cycle. 

Proposition Statement 3:  Cultural differences will appear as one of the major 

reasons for failure of South African expatriate managers in sub-Saharan African 

countries. 
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Hypothesis Statement 1:  HO: A clearly defined job specification and outline of 

assignment requirements does not increase the success rate. 

HA: A clearly defined job specification and outline of assignment requirements 

increases the success rate. 

Hypothesis Statement 2:  HO: The appointment of an expatriate manager with 

the correct attributes and skills does not increase the success rate. 

HA: The appointment of an expatriate manager with the correct attributes and 

skills increases the success rate. 

Hypothesis Statement 3:  HO: An effective selection process does not increase 

the success rate. 

HA: An effective selection process increases the success rate. 

 

Hypothesis Statement 4:  HO: The correct training, including cross-cultural and 

language training, does not increase the success rate. 

HA: The correct training, including cross-cultural and language training, 

increases the success rate. 

Hypothesis Statement 5:  HO: The effective training of the entire family, and not 

just the expatriate manager, does not increase the success rate. 

HA: The effective training of the entire family, and not just the expatriate 

manager, increases the success rate. 

Hypothesis Statement 6:  HO: An effective pre-departure planning process does 

not increase the success rate. 

HA: An effective pre-departure planning process increases the success rate. 

 

Hypothesis Statement 7:  HO: An effective relocation and orientation program 

does not increase the success rate. 

HA: An effective relocation and orientation program increases the success rate. 

 



Russell Els 33274681 

   54

 

 

 

 

 

 

 

 

 

• Variation in success rates with respect to management demographics, 

management level, and expatriate management experience. 

 

 

 

 

 

 

 

• Variation in success rates between sub-Saharan African countries and their 

key determinants. 

 

 

Hypothesis Statement 8:  HO: The appropriate continued support, while on 

assignment, does not increase the success rate. 

HA: The appropriate continued support, while on assignment, increases the 

success rate. 

Hypothesis Statement 9:  HO: The appropriateness and effectiveness of the 

management style used in the host country does not increase the success rate. 

HA: The appropriateness and effectiveness of the management style used in the 

host country increases the success rate. 

Hypothesis Statement 10:  HO: The greater the cross-cultural adaptability of the 

expatriate family does not result in a change in the success rate. 

HA: The greater the cross-cultural adaptability of the expatriate family, results in 

a change in the success rate. 

Hypothesis Statement 11:  HO: The demographics of the expatriate manager, 

and the family, will have no impact on the success rate. 

HA: The demographics of the expatriate manager, and the family, will have an 

impact on the success rate. 

Hypothesis Statement 12:  HO: Management level and experience will not 

increase the success rate. 

HA: Management level and experience will increase the success rate. 

 

Proposition Statement 5:  As the demographics of South African management 

changes, it will have an impact on the success rate. 

Proposition Statement 6:  There will be a difference in success rates across the 

countries in sub-Saharan Africa. 
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4.3 Research design 

The research question was answered using mostly quantitative statistical study 

techniques, but also included qualitative case study.  The difficulty in making use of 

entirely statistical techniques was that the population size was not quantifiable, 

limiting generalizations of the study to the sample taken.   

The research design took the form of a cross sectional dimension, collecting primary 

data which was ex post facto in nature as the researcher had no influence over the 

variables that effected the outcome of the research question. 

The study was an exploratory study and the purpose was to produce descriptive 

data, without induced causality, with the view of providing direction for future study 

and hypothesis formulation.   

The data was collected using interrogation and communication techniques as 

detailed further below under sample design and measurement instrument.  This 

resulted in the data collection having taken place under participant’s actual work 

routine without any modification as this would have biased the outcome of the 

measurement. 

The research took place under field conditions and no manipulation of the setting 

took place as this would have biased the outcome of the study. 

4.4 Sample design 

The target population was any South African who completed a contract working, at a 

management level, in a sub-Saharan African or First World country for longer than 

two years.  The expatriate managers therefore fitted the description of either a 

classical or a suitcase expatriate.   

The main parameters of interest were the percentage failure rates of expatriate 

managers in sub-Saharan African and First World countries and the comparison of 

these two results to determine if there was a difference between the two.   

Proposition Statement 7:  The determinants will fall within the same framework 

as tested between sub-Saharan Africa and First World countries but differences 

in key determinants will vary. 
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The sampling frame from which the sample was taken was the same as the target 

population.  The size of the population was unknown and so the sample 

representation was a non-probability sample, as not all expatriate managers had a 

known non-zero chance of being selected in the sample.  

Since the unknown size of the population resulted in a non-probability sample, 

generalizations about the target population would not be able to be made, and would 

therefore be limited to the sample.  For this reason the sample size needed to be as 

big as possible so that the results were likely to be as close to the population as 

possible.  Therefore no maximum sample size was stated, only a minimum sample 

size of sixty valid participants. 

The sample type was a convenience sample, given the cost constraints of reaching 

the entire expatriate population, and the requirement was to have two similar size 

samples of expatriate managers who worked in sub-Saharan African and First World 

countries.   

The researcher made use of convenience and snowball sampling techniques in order 

to attract the required amount of each class for the sample. 

4.5 Measurement instrument 

The measurement instrument used was a predominantly quantitative questionnaire 

with a qualitative question that allowed the respondent to indicate any difficulty 

experienced other than those listed in the questions. 

The questions were formulated around the propositions and hypotheses to be tested, 

drawing from the relevant theory as presented in Chapters 2 and 3 above. 

The questionnaire existed in web format as well as excel format for ease of use. 

The desired response rate was around 5% and was driven through telephonic and 

mail follow-ups to assist in increasing the response rate.   

A qualified industrial interviewer administered the questionnaires, when required, but 

most of the responses were online on the website.  The interviewer assisted the 

researcher when contacting companies to identify their willingness to participate in 

the study.  
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The questionnaire was approved by Mr. Jopie Coetzee, the researchers study leader. 

The measurement instrument matrix is attached as appendix 1. 

The consistency matrix is attached as appendix 2. 

4.6 Data Collection 

The data was collected predominantly by posting the measurement instrument on a 

web hosted internet site together with all other relevant details.  The address of this 

website was www.pluto.co.za/expat/ and had been live on the internet for the past 

two and a half years.  Appendices 3 to 8 show the various pages of the website. 

The website was marketed in numerous ways and the potential respondent could 

either access the website to complete the questionnaire online or they could have 

responded to the researchers e-mail address and submit the questionnaire in excel 

format, over fax or on paper. 

Once the data had been submitted on line it was saved in an online database, which 

was password protected for data security, and could be downloaded by the 

researcher as needed. 

The questionnaire was marketed in the following ways: 

• The website address was emailed out together with a request to complete the 

questionnaire to all business associates of Mr. Jopie Coetzee who he had 

contact with in the International Business Management field. 

• The email was sent out to all MBL3 students for 2005, 2006 & 2007 as well as 

all MBL1 & MBL2 students for 2007. 

• The email was sent out to over 4’000 business associates of the researcher 

including many corporate top 100 and SME companies within South Africa. 

• The email was sent out to many friends who passed it on to contacts that they 

had in the field. 

• The website was marketed on “The Leadership Platform” a leadership talk 

radio station in 2005 and all listeners were requested to visit the website.  This 

engagement gave the researcher the opportunity when interviewed on air to 

push the objectives and desired outcomes of the study as well as the Unisa 

SBL and the department of International Business Management. 
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• The snowball effect was encouraged where possible to try and increase reach. 

• The researcher contacted other universities and MBA colleges who have an 

international business management department to request assistance in trying 

to reach the desired minimum sample size. 

4.7 Data Analysis 

Several techniques were used and have been discussed in the methodology below.   

Firstly simple descriptive statistics were generated in order to ensure for data integrity 

and to gain an insight into the outcome of the results obtained.  It was anticipated 

that the measure of central tendency or location would be the arithmetic mean, the 

measure of spread would be variance, and the measure of shape would be 

skewness.  The minimum and maximum would also be reported. 

The failure rates were reported as a percentage of the sample size, and a table was 

used to display the outcome.  Bar graph diagrams were used to display the reasons 

for failure.  Bar graph and t-test tables were used to display data on determinants of 

success. 

The one-tailed t-test for independent samples was used to test for significant 

difference between the group that failed and the group that succeeded (Levine, 

Berenson and Stephan, 1999; Cooper and Schindler, 2003). 

The data editing, coding and entry into an excel database was done by the 

researcher.  Since one person did all the responses, this helped eliminate any bias 

and errors that may have occurred.   

The resultant database was then examined for miscoded, missing, out of range data 

and other problems so they could be rectified or excluded from the relevant data set.  

A set of descriptive statistics was generated for each set of questions, reflecting the 

appropriate measures of location, spread and shape in order to establish data 

integrity. 

The results of all questions dealing with specific potential determinants of success 

were averaged for each respondent in adjacent spreadsheets of the excel file in 

preparation for construction of graphs and execution of statistical analyses. 
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The percentage failure rates for the two classes, namely sub-Saharan African and 

First World countries were calculated and the results displayed in tables for 

comparative purposes.  The reasons for failure were tabulated in a table and a bar 

graph constructed for each class. 

For exploratory purposes smoothed trend line graphs were constructed for each 

examined determinant of success and for each of the three groups of interest, 

namely those expatriates that had failed from the sub-Saharan African counties 

(sSAF group) and those that were a success from the sub-Saharan African countries 

(sSAS group) and the First World countries (SFW group).  These curves graphically 

present to the reader the differences in responses for the groups that were 

successful compared to the group that failed and highlight the more dominant 

determinants of success. 

The data from these questions, which analyze the determinants of success, were 

interval data and so parametric tests could be used to statistically test for significant 

difference between the group that failed and the groups that succeeded.  The three 

sets of data were independent and the sample size was to be small for the group that 

failed, so the one-tailed t-test was used to test for significant difference, given that the 

shift in mean for the failed group was expected to have moved left on the graphs 

produced should there have been a difference. 

 

 

 

 

 

 

 

 

 

 

 

 

 



C Russell Els 33274681 

   60

CHAPTER 5 

RESEARCH RESULTS 

 

5.1 Introduction 

In this chapter the results are presented as interpreted by the researcher, based on 

the trends observed and limited statistical analysis performed on the data set as 

described below.   

5.2 Questionnaire Response Rate 

The questionnaire was distributed and marketed to a wide variety of potential 

respondents via e-mail, telephone, MBL student databases, word of mouth, radio, 

corporate companies and business associates.  The snow ball effect would have 

further increased the reach to potential respondents.  The potential respondents 

reached are estimated in the following table. 

Table 5.1 – Estimated Potential Respondents Reached 

Promotional Aspect Expected Reach 

e-mail + 4’000 

Telephone + 300 

MBL student database + 2’000 

Radio + 5’000 

Corporate Companies + 200 (15 companies) 

Business Associates + 100 

Word of Mouth + 150 

Snow Ball Effect + 20% 

Total + 14’100 

Hence the estimated response rate to the questionnaire, with 69 valid responses, 

would calculate to be 0,49%. 

5.3 Response Demographics 

The questionnaire attracted 74 responses over the two and a half year active period, 

with 69 responses being valid responses with respect to being South African 
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expatriate managers.  The sample was evenly split between sub-Saharan African 

and other 1st, 2nd or 3rd world countries, and the full split by country and world regions 

are detailed in the table below. 

Table 5.2 – Country Split of Expatriate Sample 

Country Demographic of Expatriate Sample 
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Kenya 4 

36 

Eastern Africa 9 

Sudan 1 

Tanzania 1 

Uganda 3 

Angola 2 

Southern Africa 26 

Botswana 7 

Malawi 1 

Mozambique 11 

Swaziland 1 

Zambia 3 

Zimbabwe 1 

Nigeria 1 Western Africa 1 
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Australia 2 

20 

All Countries other than 
sub-Saharan African 

Countries 

33 

Canada 2 

Germany 2 

New Zealand 1 

Switzerland 3 

United Kingdom 6 

United States 4 
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Algeria 1 

13 

Bahrain 1 

China 1 

India 1 

Malaysia 2 

Papua New Guinea 1 

Russia 2 

Saudi Arabia 2 

Suriname 1 

UAE 1 

The researcher is particularly interested in the sample of 36 expatriates assigned to 

sub-Saharan African countries and the 20 assigned to First World countries.  

However the entire sample is used at various points of the analysis. 

The period that has elapsed since the return of the expatriate manager is interesting 

in that the majority of the assignments, totaling 95%, have been completed within the 

past 10 years, which adds credibility to the findings of this research report.  The 

spread is represented graphically below. 
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Figure 5.1 – Period since return from Assignment  
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With respect to the racial demographics the majority, at over 80%, of the sample was 

White and the balance split between Asian, Black and Coloured Expatriates.  This is 

detailed in the figure below. 

Figure 5.2 – Race Demographics of Expatriate Sample 
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The researcher was hoping to get a broader spread of racial groups so several of the 

propositions could be tested effectively.  However, the above demographics are 

possibly in line with historical management trends and experience within South 

Africa, and it is possible that companies are sending suitably qualified white 

expatriate managers into African countries as part of their expansion strategy into 

Africa and hence making space in South Africa for BEE strategies and developing 

black managers. 
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The sample is also made up of dominantly married expatriates that have more than 

one child as demonstrated in the figures below. 

Figure 5.3 – Marriage Status of Expatriate Sample 
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Figure 5.4 – Family Size of Expatriate Sample 
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There was other demographic data that the researcher attempted to survey, but due 

to problems with the way the data pulled through the website into the database the 

data was corrupted.  Hence the researcher opted not to attempt to make use of this 

data.  These demographics were measures such as gender and age of the 

expatriate.  The researcher does not believe that this error negatively impacts on the 

study as the researcher was able to measure management experience which is 

deemed to be more important than age.  This measure is displayed in the following 

figure. 
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Figure 5.5 – Management Experience of Expatriate Sample 
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Hence the assignments have been filled with Expatriates that are mostly white 

married managers with more than one child and a medium level of management 

experience, within a range of sub-Saharan African and First World countries. 

5.4 Data Analysis 

The “Final Codified Data Table” as found in Appendix 9 was obtained by 

downloading the database from the internet web site and scanning the data for 

invalid entries and false data.  The data was scanned to ensure that all respondents 

complied to the first two questions in that they were South African citizens and that 

they had indeed completed an expatriate assignment.  The data was sorted by sub-

Saharan African (sSA), First World (FW) and other (other) countries and the sSA sub 

group was sorted by African economic regions.   

It was found that five responses did not meet the requirements in that the respondent 

did not fill in any of the questions.  These five responses were therefore removed 

from the sample.  

The researcher also found that the answers to Questions 12, 26 and 62 did not pull 

through into the database.  As a result the third most challenging aspect of the 

assignment (Question 12), the company’s extent of measure on ability to handle 

stress (Question 26) and the Expatriate’s age (Question 62) could not be included in 

the analysis. 
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The researcher also found inconsistencies in the results on Questions 57, 60 and 65 

resulting in the researcher not being able to include content such as the 

consideration for the workforces home life (Question 57), Gender (Question 60) and 

whether the family relocated (Question 65) into the analysis.  Once again the 

researcher feels that this setback did not adversely affect the study. 

To avoid the redundancy of analyzing each and every question separately, the 

researcher had designed the Questionnaire (Appendix 7) and Measurement 

Instrument Matrix (Appendix 1) in such a way that by combining the results of all 

questions pertaining to a specific proposition or hypothesis, the parameter could be 

analyzed as a whole by reviewing the combined data graph and t-test outputs.   

Hence each aspect of the study will be analyzed in the following sections with data 

that is relevant to that topic.  The potential for analysis from this vast questionnaire 

are almost endless, but given the scope of this study, and its exploratory nature, the 

researcher will stick to the proposed analyses criteria. 

5.5 Expatriate Failure Rates 

Firstly the entire sample was analyzed for failure and successes with respect to the 

assignment undertaken.  There were three measures built into the questionnaire to 

screen for potential failure modes.  While there was the temptation to blindly assume 

that anyone who met any one of these three measures was a failure, the correct 

assessment was to review these responses in detail to determine whether there was 

a reasonable degree of certainty that they were either a success or a failure at the 

assignment.  Hence each possible failure was examined in detail. 

The three indicators built into the questionnaire were as follows: 

1. The Expatriate returned home prior to the end of the contract period. 

2. The Company or Expatriate terminated the contract. 

3. The Expatriate declared a low level of success. 

Question 4 tested the original contracted period and Question 6 tested the actual 

contract period prior to returning home or changing jobs.  Any period in Question 6 

that was less than Question 4 was flagged as a Premature Return 
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Question 7 tested the main reason for termination of the contract.  An answer that 

indicated that the Company or the Expatriate initiated premature return was an 

indication of a potential failure. 

Question 8 asked the Expatriate the extent to which they accomplished the 

assignment they were contracted to perform on a scale of 1 to 5 with 1 being zero 

compliance and 5 being total compliance.  Any answers with 1, 2 or 3 were regarded 

as a failure. 

When analyzing the first indicator for failure it was found that 16 of the 69 Expatriates 

(23%) had returned home prematurely.  The second indicator showed that 8 of the 69 

(12%) had either initiated or their company initiated premature returns, and with the 

third indicator it was found that 5 of the 69 (7%) admitted that they had not 

accomplished the full requirements on the assignment.  When reviewing anyone who 

met any one of these criteria it was found that 18 of the 69 (26%) could potentially 

have failed their assignment. 

However, it was realized that three of the Expatriates, although they returned home 

early, they all moved on to another assignment and regarded themselves as having 

fully completed the assignment requirements.  These three Expatriates were 

regarded as a success and the balance (15 of the 69) were regarded as a failed 

assignment making the failure rate for the total sample of South African Expatriate 

Managers 22%.   

Reviewing those that had returned home early or whose return had been prematurely 

initiated, the researcher found that 9 of the 69 met this requirement making 13% 

failure rate.  There were an additional 2 of the 69 that had worked full term but 

indicated that they did not achieve what they needed to achieve, hence sitting out 

their contracts.  These 2 make the total 11 out of 69 (16%) and it was clear to the 

researcher that 4 other respondents were border line but had strong indicators that 

they had failed.  This made up the 15 out of 69 or the 22% failure rate for the total 

South African sample. 

Hence using the first approach, the researcher could have concluded that the failure 

rate was between 7% and 23% with a possible maximum of 26% if one combined the 

three indicators.  Using a more logical approach the researcher proposes that the 
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true failure rate lies between 13% and 22% with the more likely value being closer to 

22% and certainly above 16%.  These results are tabulated below. 

Table 5.3 – Failure Rates of entire SA Sample 

Failure mode # of Expatriates % Failure Rate 

Assignments less than Contracted period 16 23% 

Initiated premature returns 8 12% 

Acknowledged unsuccessful 5 7% 

Combination of above 3 indicators 18 26% 

Less the 3 who moved to new assignments 15 22% 

Failure due to premature return 9 13% 

Including Failure due to sitting out contract 11 16% 

Including those who were border line 15 22% 

As interesting as the above analysis and results are, the results become even more 

interesting when the analysis is conducted on the sub groups detailed in Table 5.2.  

The following analysis of failure rates look at the sub-Saharan African and non sSA 

countries sub groups as well as dividing these groups down further into First World 

and Southern and Eastern African sub groups. 

When we analyze the 15 Expatriates who are accepted to have failed their 

assignments, we find that 13 of the 15 or 13 out of 36 (36%) are from sub-Saharan 

African countries.  Only 1 is from First World countries and the other from 2nd / 3rd 

World countries.  These 2 out of 33 make up a failure rate of 6% for non sSA 

countries.  Due to the difference in sample size the mathematical rate for First World 

countries is 5% and 2nd / 3rd World countries 8%.   

Of the 13 Expatriates from sSA, 9 come from Southern Africa and 4 from Eastern 

Africa.  This makes the Southern African failure rate 35% and Eastern African failure 

rate 44%.  The only country that had enough Expatriates to consider calculating the 

failure rate was Mozambique who had 2 failures out of 11 (18%) which is below the 

Southern African failure rate.  The table below tabulates the results of the sub 

groups. 
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Table 5.4 – Failure Rates by Regions 

Failure mode # of Expatriates % Failure Rate 

Failure Rate in sub-Saharan Africa 13 36% 

Failure Rate outside of sub Saharan Africa 2 6% 

Failure Rate in First World countries 1 5% 

Failure Rate in 2nd / 3rd World countries 1 8% 

Failure Rate in Southern Africa 9 35% 

Failure Rate in Eastern Africa 4 44% 

Failure rate in Mozambique 2 18% 

Hence we can conclude that the failure rate in sub-Saharan African countries is more 

than 7 times higher than in First World countries or 6 times higher than in countries 

outside of sSA.  In the following sections we examine why this trend occurs. 

5.6 Major Challenges on Assignment 

The graphs that follow in this section detail the challenges that were faced by the 

sample of Expatriates.  Question 9 and 10 surveyed the aspect of the assignment 

that the Expatriate found the most challenging, and Question 11 the aspect that they 

found the second most challenging.  A list of the most common challenges, as in 

Expat Adjustment, Spouse Adjustment, Family Problems, Personal Problems, Larger 

Assignment and Technical Skills were listed and then the respondent had the 

opportunity to select another challenge and specify it in Answer 10. 

In analyzing the data, the researcher pooled the above answers, thus measuring the 

top two challenges from each sample.  The comparison was then made between the 

sSA and the Rest of the World (RoW) sample and then the failed and succeeded 

groups from this same data set.  The process was repeated to include a comparison 

between sSA and FW data sets as well as Southern and Eastern African data sets. 

The interesting result of this analysis is that there is a significant spread across all of 

the potential challenges listed in the survey for all three data sets analyzed.  

Specifically looking at the comparison between sSA and RoW samples it is seen that 

Expatriate and Spouse Adjustment and Family and Personal Problems were 

significant in both groups.  Of particular interest is that a much higher level of sSA 

Expatriates battled to cope with the larger foreign assignment, which was the 
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dominant challenge in this group.  The majority of the RoW Expatriates selected 

another challenge, other than the six specified but failed to give a reason in Answer 

10.  It is interesting that, although the group finds the six challenges significant they 

also had challenges that came from other areas.  Had they specified the challenge it 

may have been possible to allocate the challenge to one of the six areas, but there is 

logical evidence that they battled with areas outside of the normal challenges.  The 

graph also included those that singled out culture as an additional challenge.  This 

seems to be small compared to the other reasons given, but the reader should 

consider that culture is evident across all the specified challenges and cannot be 

separated into a distinct isolated challenge.  The results for this data set are found in 

the graph below. 

Figure 5.6 – Major Challenges between sSA and RoW groups 
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The same data set was then sorted into two sub groups, one that succeeded with 

their assignment and the other that failed to complete the requirements.  The data 

was analyzed in exactly the same way.  It was interesting that the same trend 

emerged from this analysis in that the group that failed was the group that battled 

with coping with the larger foreign assignment and the group that succeeded battled 

with other unspecified challenges.  This is a symptom of the fact that the majority of 

the failures came from the sSA sub group and the failure rate of the RoW sample 

was only 6% with a relatively small data set.  The results are displayed graphically in 

the figure that follows. 
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Figure 5.7 – Major Challenges of Failed Assignments with sSA & RoW 
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The same analysis between sSA and FW Expatriate assignments yielded very much 

the same trend as between sSA and RoW countries with some variation in the 

magnitude of the specific challenges.  The same trend emerged with respect to the 

FW group having a high degree of unspecified challenges which did not fall within the 

survey frame work.  These two graphs are found below. 

Figure 5.8 – Major Challenges between sSA and FW groups 
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Once again the researcher points out that although the expectation could be that 

cultural challenges would have been more significant and the difference from sSA 

and FW more dominant, the cultural impact could have been the root cause of many 

of the challenges which manifest themselves in other areas of this graph. 
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Figure 5.9 – Major Challenges of Failed Assignments with sSA & FW 
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The analysis done between the Southern and Eastern African sub groups was also 

very interesting and a very different picture emerged compared to the analysis above.  

The biggest challenge sited for both groups was still the coping with the larger foreign 

assignment, but other more dominant challenges emerged.  For the Eastern African 

group Technical Skills was also very dominant and for the Southern African group 

Expatriate and Spouse Adjustment issues appeared.  The Eastern African group 

battled more with the Larger Assignment and Technical Skill which could be as a 

result of the fact that the challenged faced in East Africa and the business 

environment is significantly different to South Africa which is closer to home.  It was 

interesting to notice that Southern African countries gave more challenges with 

respect to adjustment, and in particular Spouse Adjustment, considering the larger 

differences in Eastern African lifestyle, but this could be due to the fact that the 

Technical Challenges outweighed the other challenges particularly since this analysis 

has only looked at the top two challenges for each respondent.  This graph is 

represented in figure 5.10 below. 

Of interest is that in the data set reviewing the differences between failed and 

succeed Expatriates in Southern and Eastern African countries, the differences are 

not significant within each challenge.  This indicates that even though the assignment 

may have been a success the challenges faced and the order of these challenges 

appear to be identical.  This graph is found in Figure 5.11 below. 
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Figure 5.10 – Major Challenges between South and East Africa 
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Figure 5.11 – Major Challenges of Failed Assignments with sSA 
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5.7 Culture and Expatriate Failure 

The reader would have already formulated the idea that culture has played a 

significant role in the success or failure of Expatriate managers.  This section 

highlights without doubt the challenge that cultural distance plays in the outcome of 

an assignment. 

Question 13 surveys the respondent’s perception, on a scale of 1 to 5, the extent to 

which cultural differences impacted the challenge of the assignment, with 1 being a 

negligible impact and 5 a significant impact.  The three groups of interest in this study 

were the sub-Saharan African group that failed (sSAF), the same group that 
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succeeded (sSAS) and the First World group that succeeded (SFW).  It is clear from 

the graph that follows that the majority of the SFW group felt the impact of culture to 

have been mostly negligible while the two sSA groups felt that the cultural role was of 

significant impact.   

Figure 5.12 – Cultural Impact on Assignment Outcome 
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The t-test results for p-values confirm that the difference in the mean between the 

SFW and sSAF groups was significant at a confidence level of 95% and that the 

sSAS and sSAF groups mean difference was insignificant at the same level.  This 

result is interesting as it implies that for the same set of sSA countries the sample 

found the cultural difference challenging irrespective of whether the respondent was 

successful or not.  The t-test results are tabulated below. 

Table 5.5 – t-Test - Cultural Challenge between sSAF an sSAS  
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Table 5.6 – t-Test - Cultural Challenge between sSAF an SFW 

  

With a clear understanding that culture has a significant impact on the assignment 

and challenges faced, and in particular the fact that the failed and successful groups 

who were assigned into sSA both had similar views on the extent of this challenge, it 

was interesting to analyze the positioning of culture among the other well accepted 

reasons for failure or difficulties while on assignment. 

Question 14 gave the respondent the opportunity to place the cultural challenge on a 

scale of 1 to 8 indicating where in the list of challenges they felt culture fell.  What 

emerged from this was a graph that shows several trends.  Three peaks were noted 

for both the sSAF and sSAS groups.  For the sSAS group the 1st peak shows that 

about 25% of the respondents in that group place culture 2nd on the list and a 2nd 

peak show they place culture 6th and then the 3rd peak which is less pronounced is 

8th on the list.  The sSAF group shows an interesting shift in their three peaks with the 

1st, with over 30% of the responses, being positioned in 1st place and the 2nd peak in 

4th place on the list with the 3rd peak between 7th and 8th.   

The researcher notes two key lessons from this graph. Firstly the 1st peak in each 

group probably represents the respondents that seriously battled with cultural issues 

while on assignment, the 2nd peak for each group are the respondents that 

acknowledge cultural issues to have been significant but had challenges central to 

those on the list in section 5.6 above.  The 3rd peak are those respondents that either 

were well prepared for their assignment, had experience or knowledge of the host 

culture, were culturally adaptable or perhaps with the failed group were unaware or 

unconscious to the impact of culture on their experience.  The second lesson is that 

there is a definite shift higher up the priority order for the sSAF group who failed 
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indicating that cultural issues and differences was in fact a contributor to their failure 

and the higher failure rates of Expatriates fulfilling assignments in sSA vs those in 

FW countries.  The graph is detailed below. 

Figure 5.13 – Cultural Positioning amongst list of Key Challenges 

Cultural Challenge

0%

5%

10%

15%

20%

25%

30%

35%

Most 1 2 3 4 5 6 7 8 Least

Degree of Challenge

sSAF

sSAS

 

This finding is of key importance and significance to this study and adds credibility to 

the higher failure rate in sSA countries compared to FW countries and proves that 

culture is one of the significant reasons for failure or difficulty along with the well 

accepted reasons and challenges and that culture is high on this list as a challenge in 

sSA countries. 

5.8 Cultural Adaptability 

Questions 58 and 59 were included in the survey to measure the adaptability of the 

sample, the former measuring awareness of ones own culture and the latter the 

adaptability to other cultures.  Questions 22, 27 & 28 measure the willingness of the 

Expatriate and family to interact with the host country nationals and learn a foreign 

language. 

The graph on multicultural adaptability shows the sSAS and SFW groups to peak at a 

4 on a scale of 1 to 5 indicating a strong adaptability index, while the sSAF group has 

less of a peak with a split result across 3s, 4s & 5s, with a slight skew to the neutral 

3.  This is seen in the following graph. 
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Figure 5.14 – Cultural Adaptability 
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The t-Tests show that the difference in means are insignificant because the sSAF 

groups mean averages out at 4 along with the other two groups, but clearly from the 

graph there is indication of a difference trend with the sSAF group.  The t-Test tables 

follow. 

Table 5.7 – t-Test - Cultural Adaptability between sSAF an sSAS 
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Table 5.8 – t-Test - Cultural Adaptability between sSAF an SFW 

 

The trend with respect to the Expatriates own cultural awareness is more pronounced 

with the peaks for sSAS and SFW groups resembling the cultural adaptability peaks 

while the sSAF group peak has a definite peak at the 3 rating shifting to the left 

compared to the cultural adaptability graph.  Hence it is evident that there is a 

difference in awareness between groups that succeed and those that fail their 

assignments, with the failed sample being less aware than the successful sample.  

This can be seen from the relevant graph. 

Figure 5.15 – Own Cultural Awareness 
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The t-Test result also shows that the difference in mean between the sSAF and sSAS 

groups to be significant at 95% confidence level, while the result for the difference in 

means between sSAF and SFW groups was not significant.  The graph clearly shows 

the slight shift to the left of the SFW group which causes the mean to shift closer to 
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that of the sSAF group, but clearly there is a difference in trend graphs.  These tables 

are listed below. 

Table 5.9 – t-Test - Own Culture Awareness between sSAF an sSAS 

 

Table 5.10 – t-Test - Own Culture Awareness between sSAF an SFW 

 

When reviewing the willingness of the Expatriate and Family to interact with the host 

culture and even learn a foreign language we find that all three group’s data is widely 

spread and unfortunately all groups appear narrow minded with respect to opening 

themselves up to other cultures.  This result, even despite our political history, was 

quite alarming to the researcher, in that it was felt that Expatriates would have been 

more open minded.  Anyway there is a hint at a shift in the trend with those that were 

successful from both the sSAS and SFW groups versus the sSAF group.  This graph 

is displayed below. 
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Figure 5.16 – Willingness to Interact with Host Nationals 
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The t-Test results show that the difference in means between the sSAF and SFW is 

significant while the difference between the means of the sSAF and sSAS groups is 

not significant.  This supports the higher failure rate in sSA countries.  The tables are 

shown below. 

Table 5.11 – t-Test – Willingness to Interact between sSAF and sSAS 
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Table 5.12 – t-Test – Willingness to Interact between sSAF and SFW 

 

5.9 Expatriate Life Cycle  

Plotting a graph of the contract lengths of the two sSA groups yields a very 

interesting trend that further supports the findings of the study thus far.  The sSAS 

group shows a strong peak at 3 to 5 years contract length were the majority of the 

respondents lay.   The sSAF group has two peaks, one at 3 to 5 years contract length 

and another more dominant peak at less than 2 years contract period.  This graph 

highlights the premature returns of the bulk of the failed sSA sample (less than 2 

years) as well as those who sat out the contract before return (3 to 5 years).  This 

data was verified with the difference between the initial contract period and the actual 

contract period as displayed in this graph which follows. 

Figure 5.17 – Assignment Life Cycle 
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This finding supports the view that those who return home prematurely fail during the 

cultural shock or adjustment phase of the project.  The researcher cannot be totally 

sure of exactly which stage of the life cycle the failed Expatriates would have fallen 

out but believes that given the cultural distance in sSA countries that the average 

time of each phase, and in particular the cultural shock and adjustment phases, 

would be longer than in most other regions of the world.  This then clearly highlights 

those Expatriates that fell out in these two stages and returned home prematurely 

and those who sat out the period but where less effective than the sSAS group. 

5.10 Management Experience 

Logic often tells one that the more experience one has the better they will perform, 

but perhaps with an Expatriate work force experience is about the time spent on 

foreign assignments rather than time spent in their home country.  In a graph plotted 

showing the years experience that each respondent had in any management 

function, with the unsuccessful assignments plotted on the z-axis as a comparison, 

the proportionate spread of failed assignments over the years experience is noted.  

This can be seen in the graph that follows. 

Figure 5.18 – Management Experience in years 
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We see from the above graph that the failure rate is similar for each period of years 

experience showing that home experience, while it could be an indicator of a 

successful manager, it does not reduce the chances of failure on a foreign 

assignment.  Does this mean that experience is not important?  If so, what are the 

overriding determinants of success? 
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We should then look at experience in terms of foreign experience and so the 

researcher reviewed the same trends but this time using the number of previous 

assignments the Expatriates had fulfilled.  This graph is also found below. 

Figure 5.19 – Management Experience on foreign assignments 
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This graph shows that the majority of the failed assignments came from Expatriates 

who were on their first assignment.  The sample of Expatriates who had previously 

fulfilled an assignment was relatively small but the failure rate of the group who had 

not been on a previous assignment was found to be 30% which is higher than the 

22% found for the total sample and the failure rate for the group that had fulfilled 

previous assignments was found to be only 8%.  Hence the failure rate of the 

inexperienced Expatriates is almost 4 times higher than the experienced group.  This 

analysis clearly indicates that previous experience on Expatriate assignments carries 

far more weight when considering experience than did general management 

experience. 

5.11 Management Level 

As would be expected, there was a fairly high number of respondents who moved up 

a management level and received a promotion as they moved to their foreign 

assignment.  The data indicates that 31 of the 69 respondents (45%) received a 

promotion and when reviewing the failed sample 7 of the 15 Expatriates (47%) fall in 

the group who got a promotion.  The graph that follows clearly shows the shift in 

management level before and during the assignments.  
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Figure 5.20 – Management Level before and during assignment 
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The question that needs answering is whether this high level of promotion inspires 

the Expatriates to make a success or increases the risk of failure in their new 

assignments.  Do the Expatriates have the required experience if they are embarking 

on their fist Expatriate assignment and are promoted to a higher level of management 

at the same time? 

The results clearly show that management level has little bearing on failure rate, even 

though the senior group had a slightly lower rate than the middle management group.  

The results highlight the 50% of Expatriates who are on their first assignment.  While 

it would be unfair to state that this is a cause of failure considering that this is the 

percentage for the total group, but the researcher feels that this could increase the 

risk of failure compared to Expatriates who have moved to a second or third 

assignment on the same management level that they are used to functioning in.  It is 

therefore clear that expatriate management experience is the key driver and not 

overall management experience or management level. 

5.12 Assignment Definition 

Questions 15 through 18 dealt with elements of Assignment Definition with respect to 

job specification, technical and cultural aspects.  A graph plotted with the combined 

results from these four questions for each of the sSAF, sSAS and SFW groups, show 

that the Assignment Definition for each of these groups was generally adequate and 

the majority of the respondents rated their Assignment Definition as a 3, 4 or 5 

indicating that the assignment was well defined.  There were also no apparent 
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differences between the degree of definition between any of these three groups as 

seen in the graph below. 

Figure 5.21 – Assignment Definition 

Assignment Definition

0%

5%

10%

15%

20%

25%

30%

35%

None  1  2  3  4  5 Total
Degree of Definition

sSAF

sSAS

SFW

 

This result does not undermine the importance and need for a clearly defined job 

specification and assignment but rather that there was no evidence that this was the 

cause of failure in this particular sample of Expatriate managers.  The t-test results 

support the graphical trends. 

Table 5.13 – t-Test – Assignment Definition between sSAF and sSAS 
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Table 5.14 – t-Test – Assignment Definition between sSAF and SFW 

 

5.13 Attributes and Skills 

Examining the match of skills and attributes to the requirements of the Expatriate 

assignment shows evidence of a mismatch of skills within the sSAF group when 

compared to the sSAS and SFW groups.  There is a definite shift in the sSAF graph 

to the left compared to the other curves.  This analysis includes the combined results 

of Questions 19 through 23 that dealt with a match in technical, cultural and language 

skills as well as a willingness to interact with host country conditions.  The graph is 

displayed below. 

Figure 5.22 – Attributes and Skills 
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The t-Test results follow and show that there is a significant difference between the 

means for sSAF and SFW but not between the sSAF and sSAS groups even 
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although the p-value was only marginally out.  The small peak to the left on the sSAS 

curve reduced the mean which prevented the difference between the sSAF and 

sSAS means from being significant.  These tables follow. 

Table 5.15 – t-Test – Attributes & Skills between sSAF and sSAS 

 

Table 5.16 – t-Test – Attributes & Skills between sSAF and SFW 

 

5.14 Family Support 

Family support as indicated in Question 23, shows that there is a shift to the left of 

the sSAF curve which suggests that Family Support is important and the lack of 

support contributed to the failure rate reported in this study for the sSAF group.  The 

graph below shows that the support for the sSAF was not as strong as for the other 

two groups. 
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Figure 5.23 – Family Support 
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While the t-Test results for p-values do not support a significant difference between 

these means the graph once again suggests that there is a difference.  The t-Test 

results are tabulated below. 

Table 5.17 – t-Test – Family Support between sSAF and sSAS 
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Table 5.18 – t-Test – Family Support between sSAF and SFW 

 

5.15 Selection Process 

The graph plotted using Questions 24 through 30 except for 26 gave a split result 

with there being two peaks for each of the sSAF, sSAS and SFW groups.  This graph 

was difficult to analyze due to the shape which did not follow a normal distribution 

with a single peak.  This could have been due to the fact that the questions examined 

a wide range of selection techniques such as technical skills, willingness to interact, 

past experience and psychometric analysis.  However the outcome is clear in that all 

groups had respondents that felt the Selection Process was effective and those that 

felt it was ineffective.  It was also noted that the sSAF group had a higher percentage 

of respondents that felt the process was ineffective compared to the other groups, 

highlighting the importance of an effective and holistic 360 degree Selection Process.  

The graph is displayed below in figure 5.24. 

Figure 5.25 highlights the reason for the split in which the researcher highlights the 

various selection mechanisms used in the Selection Process of the sSAF group.  It 

was clearly seen that companies still follow the traditional approach to selection as 

they continue to look predominantly at technical skills, past performance and 

experience, and to a small extent psychometric analysis, as the indicators of 

success.  It has already been established in a former section that this sample’s 

experience was dominantly based on home experience and so the selection was 

heavily reliant on technical skills. 

The graph highlights that companies still neglect as selection criteria the willingness 

to interact with HCN and the learning of a new language as well as psychometric 
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analysis.  Hence companies are leaving out the most important criteria for selection 

and potentially increasing the risk of failure. 

Figure 5.24 – Selection Process 
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Figure 5.25 – Selection Process - sSAF 
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The t-test results do show, however, a significant difference in means between the 

group’s data represented in Figure 5.24 above and are displayed below for 

reference.  The researcher points out that the t-Test with this set of data is not totally 

compliant with the rules for the test but includes the result for consistency with 

respect to the other results in other sections. 

 

 



C Russell Els 33274681 

   90

Table 5.19 – t-Test – Selection Process between sSAF and sSAS 

 

Table 5.20 – t-Test – Selection Process between sSAF and SFW 

 

The researcher felt the difference in results of the various selection criteria to be 

significant enough, as indicated in Figure 5.24, to further split the selection process 

up into the Technical Aspects which included Questions 24 and 30 that examined the 

technical skill and past performance and experience, and into the Cultural Aspects 

which included Questions 27 and 28 that examined the willingness to interact with 

HCN and learn a foreign language.   

These graphs are presented in Figures 5.26 and 5.27 respectively below.  The first 

lesson that stands out dramatically is that with the Technical Aspects the peaks for all 

three groups are left skewed with the peak far right indicating that the Technical 

Aspects of the group had been effectively tested within the Selection Process, while 

with the Cultural Aspects the result is more mixed but the curves are all right skewed 

with the peaks on the left of the neutral line indicating that the Cultural Aspects had 

not been effectively tested in the Selection Process. 
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Figure 5.26 – Selection Process – Technical Aspects 
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Figure 5.27 – Selection Process – Cultural Aspects 
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The t-Test shows that the difference in the means between the sSAF, sSAS and 

SFW groups for the Technical Aspects was not significant which indicates, as does 

the above graph, that the Technical Aspects of the sSAF group did not contribute to 

the failure rate.  Since the t-Test and graphs of the overall selection process did show 

a significant difference, it implies then that the reasons for the difference lay with the 

Cultural Aspects. 

The graph for the Cultural Aspects shows a part of the respondents in groups sSAS 

and SFW agree that these aspects were ineffectively tested and a part feels they 

were reasonably tested for, while the entire sSAF group showed that they felt these 

aspects had been ineffectively tested as seen by the shape of this curve in the graph. 
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The t-tests show that the differences in means of the sSAF and SFW groups were 

significant, while the sSAF and sSAS groups had no significant difference.  All t-Test 

tables are found below. 

Table 5.21 – t-Test – Technical Aspects between sSAF and sSAS 

 

Table 5.22 – t-Test – Technical Aspects between sSAF and SFW 

 

Table 5.23 – t-Test – Cultural Aspects between sSAF and sSAS 
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Table 5.24 – t-Test – Cultural Aspects between sSAF and SFW 

 

5.16 Expatriate Training Process 

The next two sections are probably the most alarming findings of this analysis.  The 

Degree of Training was measured by taking Questions 32 through 38 and combining 

them to understand as a whole the effectiveness of the training received before 

embarking on the assignment and to understand if there is a difference between the 

successful and failed groups. 

The graph below shows that the number of respondents that received any training 

was very low which is a shocking finding and means that companies send their 

Expatriates out into foreign countries believing that they will either adapt or are 

themselves naive to the challenges that Expatriate managers face.  They then must 

be wondering why they are then unsuccessful and probably then blame the 

Expatriate and side line them for yet another risky attempt, until they get it correct.  It 

has to be said at this point that if you fail to plan (train) you plan to fail. 

This graph includes training elements that cover a structured training program, 

whether it involved the entire family, host country conditions and environment, host 

country business and management practices and naturally cultural and language 

training.   
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Figure 5.28 – Training Programs and Process 
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Further to the fact that very little training is conducted in any group the t-Test results 

show a significant difference in the means of both the sSAF and sSAS groups and 

the sSAF and SFW groups.  This is due to the small amount of sSAS and SFW 

respondents that received some training and the fact that an overwhelming number 

of the sSAF group fell on the Ineffective side of the neutral line.  The tables are found 

below. 

Table 5.25 – t-Test – Training Process between sSAF and sSAS 
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Table 5.26 – t-Test – Training Process between sSAF and SFW 

 

5.17 Family Training Process 

Given the lack of Expatriate Training, it would not be surprising that there is an equal 

lack of Family Training and involvement.  This analysis includes Questions 33 and 39 

through 41 following the same methodology above.  The graph highlights the same 

lack of training involvement from the family perspective. 

Figure 5.29 – Training Programs for Families 
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The t-Test results also show a significant difference in means between the tested 

groups and the results tabulated below.  The Expatriate and Family may very well 

adjust to the technical aspects of the assignment but there is no planned intervention 

to ensure that the family is equipped to handle the cultural aspects of the assignment 

and new environment. 
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Table 5.27 – t-Test – Family Training between sSAF and sSAS 

 

Table 5.28 – t-Test – Family Training between sSAF and SFW 

 

5.18 Pre-Departure Planning 

The effectiveness of Pre-Departure Planning was measured by combining the 

answers to Questions 42 and 44 and plotting them as done with the above data.  

These results showed a diffused spread, but what was seen from the data was that 

the peaks are shifted to the left indicating that the little Pre-Departure Planning that 

took place was regarded as mostly ineffective.  Also the t-Test results showed that 

the means between sSAF and sSAS groups were not significant and between sSAF 

and SFW were significant.  One could argue that there were respondents that were 

found on the effective side from the sSAS and SFW groups but the peaks from these 

groups were, however, shifted far left, particularly with the sSAS group which is why 

there was no statistical evidence of a difference in means.  The graph and t-Test 

tables are found below. 
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Figure 5.30 – Pre-Departure Planning 
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Table 5.29 – t-Test – Pre-Departure Training between sSAF and sSAS 

 

Table 5.30 – t-Test – Pre-Departure Training between sSAF and SFW 
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We see a similar trend when we plot a graph of the length of the Pre-Departure 

Planning cycle.  The majority of the sample had a planning period of up to three 

months with the average of the sSAS group being 2,3 months, the SFW group 2,4 

months and the sSAF group the longest at 3,1 months.  The length of time for the 

sSAF group does not make sense that it would be longer and the point is not so 

much the time difference between the groups but rather the fact that the time period 

is short for all three groups.  Pre-Departure Planning cycles shorter than six months 

have to be questionable and the graph below highlights the fact that the majority of 

the respondents had planning cycles of less than 3 months. 

Figure 5.31 – Pre-Departure Planning Cycle Length 
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5.19 Relocation Process 

This section examined the effectiveness of the Relocation Process and surveyed for 

the extent to which the Expatriate and family was assisted with finding new 

accommodation and schools, assistance with settling into the new environment and 

the provision of a host country mentor. 

Questions 45 through 48 were combined to test this aspect of an Expatriate 

assignment.  The sSAS group reported a high level of support and effectiveness with 

a shift in the peak to the right, and mean of 3,5, while the SFW group showed a more 

neutral response with the mean at 3,1.  The sSAF group had a fairly neutral peak but 

also showed a peak which was far to the left indicating a degree of ineffective 

relocation planning and support processes, and a mean of 2.7.  The graph is shown 

below. 
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Figure 5.32 – Relocation Process 
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The t-Tests indicated a significant difference between the means of these three 

groups indicating that there is a statistically acceptable difference between the sSAF 

group and the sSAS and SFW groups highlighting the importance of a successful 

relocation in the overall success of the Expatriate assignment.  These results are 

tabled below and indicate the importance of getting off to a good start with an 

Expatriate assignment. 

Table 5.31 – t-Test – Relocation Process between sSAF and sSAF 
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Table 5.32 – t-Test – Relocation Process between sSAF and SFW 

 

5.20 Assignment Support 

Equally important to getting off to a good start with an effective relocation is the 

continued support while on assignment.  This section examines the support provided 

once the Expatriate had been on assignment for 6 months and included performance 

management feedback, support with cultural and country difficulties and the overall 

support from management from both the home and host country. 

Here Questions 49 through 52 were combined to analyze the overall impact of this 

support on the success of the groups.  All three groups show a high level of 

ineffective or insufficient amount of support, but when examining the tail skewed to 

the right, one finds that there were more respondents who felt that the support was 

sufficient and effective.  This is seen in the graph below. 

Figure 5.33 – On Assignment Support 
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The respondents in  the sSAS and SFW groups who reported sufficient support and 

the lack of respondents from the sSAF who reported the same, has caused the 

difference in means to be significant between the sSAF group and the sSAS and 

SFW groups.  This re-enforces the need for continuous support of Expatriates while 

on assignment as tabled below in the t-Test results. 

Table 5.33 – t-Test – On Assignment Support between sSAF and sSAF 

 

Table 5.34 – t-Test – On Assignment Support between sSAF and SFW 

 

5.21 Management Style 

The Management Style construct is a very complex subject and was measured using 

Questions 53 through 59 excluding 57 and 58.  This analysis examined the 

Expatriates ability to manage constraints, be adaptable between home country policy 

and host country conditions, decision making style, consideration to all stakeholders 

and their multi-cultural adaptability. 
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The above results were first combined to measure the overall impact of the 

Management Style and the graph that follows was plotted showing the interesting 

shift in peaks between the three groups.  It is interesting to note that the sSAF group 

has a peak to the left of the other two groups indicating that they were the least 

effective in their management style and that the sSAS group was the peak that was 

to the right of the other two indicating, perhaps, that their style was different to the 

SFW and sSAF groups.  This graph shows a positive shift in the sSAS groups 

Management Style and a negative shift in the sSAF group. 

Figure 5.34 – Management Style 
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The t-Test statistics show that the shift in peaks are significant enough to make the 

point that the styles, on average, were if fact different as shown in the tables below. 

Table 5.35 – t-Test – Management Style between sSAF and sSAS 

 

 



C Russell Els 33274681 

   103

Table 5.36 – t-Test – Management Style between sSAF and SFW 

 

It is important to dissect this construct into the various aspects surveyed to better 

understand the drivers of this result.  The interesting finding was that two aspects 

stood out as key drivers.  One of them was the Decision Making process in which the 

sSAF group was more content with only considering the company impact and ignored 

the host national’s view or failed to make a balanced decision.  The following graph 

shows that there was a percentage from all groups that make effective decisions as 

seen by the small peaks to the right, but the peaks to the left show the ineffective 

decision making that contributed to the failure of the sSAF group. 

Figure 5.35 – Management Style – Decision Making 
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The t-Test showed the significance of the difference between the sSAF and sSAS 

groups while the SFW group showed no significant difference from the sSAF mean 

as shown below. 
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Table 5.37 – t-Test – Decision Making Style between sSAF and sSAS 

 

Table 5.38 – t-Test – Decision Making Style between sSAF and SFW 

 

The other main driver for the difference in the Management Style results was the 

consideration for all stakeholders in the assignment environment as can be seen 

from the graph below.   

There is a distinct difference in the averages of these peaks with the sSAF group’s 

peak having an average of 3,4 and whose peak is shifted to the left of the other two 

groups indicating that the consideration of all stakeholders was not always 

considered.  The sSAS group’s peak is found to the right of the other two groups with 

an mean of 4,1 indicating that this group showed the most consideration for all 

stakeholders and as a result added to the success of this group’s assignments. 

It is therefore found that the consideration of all stakeholders in the decision making 

process improves the chances of a successful Expatriate assignment. 
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Figure 5.36 – Management Style – Stakeholders 
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Table 5.39 – t-Test – Stakeholder Style between sSAF and sSAS 

 

Table 5.40 – t-Test – Stakeholder Style between sSAF and SFW 
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While there was no statistical significance between the differences of the various 

groups with respect to Cultural Adaptability, Adaptability towards local conditions and 

the management of constraints, there was a slight shift in the graphs for the sSAF 

group compared to the sSAS and SFW groups indicating that these elements are 

also important.  The graphs for these dimensions measured are found below. 

Figure 5.37 – Management Style – Cultural Adaptability 
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Figure 5.38 – Management Style – Constraints 
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Figure 5.39 – Management Style – Local Adaptability 
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5.22 Results Summary 

There is potentially a lot more analysis that could be done with the data obtained 

from the surveys, but as a result of the small sample size and exploratory nature of 

this research report, the researcher will not analyze the data in any more detail.  The 

results obtained from the analysis done thus far are quite comprehensive and are 

summarized below. 

The failure rate of assignments in sub-Saharan Africa was found to be 36% versus 

that of First world countries of 5%, and the overall failure rate of all South African 

Expatriates was recorded as 22%. 

The main challenges found in previous studies were all present in the sample 

analyzed with the largest difference between sub-Saharan Africa and the rest of the 

world sample was sSA’s inability to handle the larger foreign assignment, and the 

rest of the world sample reported a higher level of unspecified reasons other than the 

main challenges expected.  This same trend was seen when reviewing the failed 

versus the successful groups of the sample. 

The sSAF and sSAS groups found culture to be a significant challenge while the 

SFW group reported it as having a negligible impact on the outcome of the 

assignment.  The sSAF group reported the positioning of culture as a more significant 

challenge than the sSAS group when compared to the other main challenges 

experienced.  There was evidence that the sSAF group was less adaptable to other 
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cultures although the difference was not statistically significant.  There was statistical 

significance when it came to own culture awareness of the sSAF group compared to 

the other two groups.  Also the sSAF group appeared less willing to interact with the 

host nationals or learn a foreign language. 

There was strong evidence that those that failed their assignments either sat out their 

contracts or returned home prematurely during the cultural shock or adjustment 

phase of the assignment life cycle. 

Management experience from the point of home experience had no influence over 

the success of the assignment, but those who were on their first assignment have a 4 

times higher failure rate meaning that Expatriate experience rather than general 

management experience is important.  Almost half of the respondents received a 

promotion along with their assignment and although there is no increase in failure 

compared to those who did not receive a promotion, it is felt that along with 

experience this is a key factor for success. 

There was found to be a significant difference between the means of the sSAF and 

sSAS samples with the Selection Process, Expatriate and Family Training 

Processes, Relocation Process, On-Assignment Support and Management Style with 

the two key drivers with Management Style being the Decision Making Process and 

Consideration of All Stakeholders. 

There was a noticeable trend in the graphs to suggest that there was a difference 

between the shape of the curves, and potentially between the sSAF and sSAS 

groups, with Attributes and Skills, Family Support, the Technical and Cultural 

Selection Processes, Pre-Departure Planning and Cultural Adaptability.  There was 

no statistical evidence or trend in the graph to suggest that Assignment Definition, or 

the lack thereof, contributed to the failure of the sSAF group. 
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CHAPTER 6 

DISCUSSION, CONCLUSION and RECOMMENDATIONS 

6.1 Discussion 

6.1.1 Proposition 1 

 

 

 

This proposition was found to be true, in this study, with the failure rate of South 

African Expatriate Managers who worked in sub-Saharan African countries being 

36% while those who worked in First World countries being only 5%.  This means 

that those who work in sub-Saharan Africa have a 7 times greater chance of failure.  

The overall failure rate for the entire South African sample was 22%.  This 22% fits 

within the failure rate range as presented by Tung (1982) as between 11% and 40%.  

If we consider South Africans to be multicultural and adaptable, and draw the 

parallels that Jackson (2004) draws between Africa and Europe, then we could relate 

this to Tung’s (1982) failure rate of her European sample which was between 11% 

and 15%.  This fit adds credibility to the findings of this study. 

This failure rate of 22%, while it is found to be in line with Tung’s (1982) study, it 

appears to contradict the work done by Muller (1993) in which he found the South 

African failure rate to be as low as 1,8%.  When examining the country split of his 

sample it was found to have a similar split of sSA and FW countries to this study, but 

it should be noted that the two studies data collection and angle of approach were 

different.  

The focus of this study was to concentrate on the success or failure rates of 

Expatriates who work in sub-Sahara Africa and compare them to First World 

countries as a standard.  The failure rate of the First World country group was low at 

5% which indicates that South African Managers can hold their own on the 

international business front, and so this study agrees, from that perspective, with the 

view of Muller (1993) that South African Managers are multi-culturally adaptable and 

able to handle the often vast changes between home and host country conditions. 

Proposition Statement 1:  There is a difference between the success rates of 

South African expatriate managers who have worked in sub-Saharan African 

countries compared to First World countries. 
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The conditions in sub-Saharan African countries, as pointed out by Huynh, 

Johansson and Tran (2007), are considered the most difficult and so it is expected 

that any group working in these countries would have a higher failure rate and battle 

more with the greater cultural distance and environmental challenges facing them 

compared to those working in western countries.  Hence the 7 times higher failure 

rate is understandable and does not undermine the South African manager’s ability 

to function in the international business environment.  

What it does mean is that companies that send their expatriate managers into sub-

Saharan African countries must pay more attention to the challenges they will face 

and not take for granted their chances of success.  Jackson (2004) points out that 

countries doing business in Africa cannot expect to succeed if they blindly adopt the 

western business models and expect the host countries to fall in line with what does 

not suit their local cultures and conditions. 

6.1.2 Proposition 2 

 

 

 

Tung’s (1982) work shows that the major reasons given in literature for the failure of 

expatriate managers are for USA Multinationals the inability of the spouse to adjust to 

the new environment, the expatriate’s own inability to adjust, other family problems, 

the expatriate’s personal or emotional maturity and the inability to cope with the 

larger overseas responsibility.  This list compares to a similar list for Japanese 

Multinationals whose top five reasons for failure are the inability to cope with the 

larger overseas responsibility, difficulties with their new environment, personal or 

emotional problems, lack of technical competences and the spouse’s inability to 

adjust to the new environment. 

Hurn (2007) stated that cultural shock and the inability to adapt accordingly was a 

major contributor to the failure.  Schell and Solomon (1997) quoted reasons such as 

the spouse’s career concerns, assignment location, family issues, concern for the 

children, limited career opportunities and insufficient compensation as reasons for 

failure. 

Proposition Statement 2:  The major reasons given in the literature for the 

failure of expatriate managers will be dominant in the reasons found for South 

African expatriate managers. 
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When looking at the sub-Saharan African group the top five reasons quoted were: 

Table 6.1 – Top Five Challenges of the sSA Group 

1 Inability to cope with the larger assignment 

2 Expatriate adjustment issues 

3 Inability of the spouse to adjust 

4 Lack of technical competence 

5 Family problems  

The First World group gave a very different set of top five reasons as can be seen 

from the table below: 

Table 6.2 – Top Five Challenges of the FW Group 

1 Inability of the spouse to adjust 

2 Family problems 

3 Personal / Emotional problems 

4 Other: Unspecified 

5 Expatriate adjustment / Technical skill issues 

The interesting aspect was the differences between these two sets of findings with 

the most dominant reason for failure amongst the sSA group being the inability to 

cope with the larger assignment and this was found to be the smallest reason for the 

FW group.  The other biggest difference, and of particular interest, was that 16% of 

the FW group reported issues other than those in literature as reasons for failure, but 

did not specify their reason while this was low for the sSA group.  Other differences 

found were with Family and personal problems. 

When looking at the sub Saharan African group and splitting them into successful 

and failed assignments, we find the same differences as listed above with the larger 

assignment as the single biggest reason why this group had such a high failure rate. 

When looking specifically at the group that failed, these top five reasons, or 

challenges, become the all important list to review. These are the dominant reasons 

that caused their failure, and hence need to be addressed in the future with any 

training and planning programs.  These are tabled below. 
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Table 6.3 – Top Five Challenges of the Failed Group 

1 Inability to cope with the larger assignment 

2 Expatriate adjustment issues 

3 Inability of the spouse to adjust 

4 Family problems 

5 Lack of technical competence 

Culture was shown amongst the reasons but these were respondents that selected 

the other option and specified culture as a key reason.  It must be noted that cultural 

aspects and differences are inter-twined into the above challenges and by inference 

from the section that follows, is the very essence of the challenges that cause 

adjustment and personal or family problems with the assignments. 

One of the key issues that will be discussed in the section on management level is 

the fact that 50% of the respondents received a promotion when accepting the 

expatriate assignment. While the ratio stayed the same in the failed sample, by 

inference, the researcher suggests that this is why the major reason for failure or the 

major challenge faced was the inability to cope with the larger foreign assignment. 

The above findings support the proposition that the major reasons in literature will be 

the dominant reasons for failure or challenges faced in the sample studied.  

6.1.3 Proposition 3 

 

 

 

The literature is full of research that promotes culture as perhaps the single biggest 

challenge that will be faced when entering a foreign country.  Waxin and Panaccio 

(2005) spoke of cultural distance and defined this as the gap in cultural norms 

between the home and host country and the more pronounced the differences the 

larger the cultural distance. 

Proposition Statement 3:  Cultural differences will appear as one of the major 

reasons for failure of South African expatriate managers in sub-Saharan African 

countries. 
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Jackson (2004) highlights the complexity of the sSA cultural environment.  Huynh, 

Johansson and Tran (2007) speak of cultural toughness and have shown Africa to be 

the toughest region globally for cultural difficulties.   

This study shows that both the sSAF and sSAS groups acknowledged the impact that 

culture and the host country environment played in the challenges faced and that 

cultural distance was a significant difficulty.  There was a significant difference 

between the means of these two groups compared to the SFW group which 

highlights that Africa requires a high degree of cultural toughness to manage and is 

significantly more difficult than western countries whose culture is closer to the 

predominantly white sample surveyed.  The fact that there was no significance in the 

difference between the means of the sSAF and sSAS groups also showed that 

whether the expatriate was successful or not, the cultural distance was a key 

challenge that had to be mastered. 

This, however, did not mean that there was no difference between the sSAF and 

sSAS groups.  When the groups were given the task to rank the cultural challenge 

against the list of challenges in literature, a distinct shift emerged between the results 

of the two sSAF and sSAS groups.  The sSAS group placed culture between second, 

third and sixth on the list and the sSAF group placed it mostly first followed by fourth.  

Hence the sSAF group placed culture higher up the list of challenges than did the 

sSAS group, indicating that the sSAF group found culture a bigger challenge than the 

sSAS group and a contributor to the failure of their assignments. 

This proves the proposition on cultural differences to be true as it shows that the 

sSAF group found cultural differences more of a challenge than did the sSAS group, 

and both these groups found it a greater challenge compared to the SFW group.  

However, this is a vast subject on its own and this discussion would not be complete 

unless we review the trends in cultural adaptability and own culture awareness. 

Several studies have shown, as did Avril and Magnini (2007) that cultural adaptation 

is a key trait to possess and is essential to the success of an expatriate assignment.  

This study did not show this to be statistically significant as all three groups has a 

relatively high level of adaptability, but there was no doubt a percentage shift of the 

sSAF group away from the adaptable, and towards the un-adaptable, side of the 
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continuum indicating that to some extent this group was less adaptable and this 

could have contributed to some of the failures experienced. 

There was a more distinct shift of the sSAF group away from cultural self awareness 

or own culture awareness when compared to the sSAS and SFW groups and this 

difference in means between the sSAF and sSAS groups was statistically significant, 

proving that the sSAF group was less aware of their own cultural standing and views 

and hence were less aware of cultural differences which would have made them 

insensitive to cultural distance.  This study clearly shows that cultural self awareness 

is a key element when it comes to the selection and in this study resulted in a 

material difference between the sSAF and sSAS groups success rates.  This finding 

supports the argument by Varner and Palmer (2005) that put cultural self-knowledge 

as a critical variable in adapting to other cultures. 

Another indicator highlighted by this study was the Expatriates’ willingness to learn 

and interact with the foreign culture and here once again the sSAF group showed a 

lack of willingness to interact and to learn the foreign language.  Wong Rieger and 

Rieger (2002) proposed that candidates be assessed for their willingness to interact 

with host nationals and learn a foreign language as part of their relational risk 

assessment.  Graf (2004) points out that openness is an important cultural 

competence to have to be accepted by the host nationals and that having the ability 

to speak the foreign language is advantageous and allows the expatriate to 

communicate better.  Hurn (2007) points out that not every country regards English 

as the international language, and in fact, not every country is prepared to conduct 

business in English, so learning or being able to speak the foreign language may be 

vital to the expatriates success. 

6.1.4 Proposition 4 

 

 

 

The graph obtained between the sSAF and sSAS groups when plotted over the time 

spent out on assignment shows that the average contract length was between 3 to 5 

years for the sSAS group and when compared to the sSAF group the graph yielded 

Proposition Statement 4:  The majority of expatriate managers who are 

unsuccessful fall out during the cultural shock or early in the adjustment stages 

of the life cycle. 
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two distinct peaks, the lesser peak at the same 3 to 5 year period and the major peak 

at less than 2 years.  For the sSAF group this shows the group (3 to 5 years) that sat 

out the assignment, but were ineffective in completing the task, and the group (less 

than 2 years) that prematurely returned home without completing the assigned task.  

The data did not differentiate at what time period less than 2 years these expatriates 

returned home, but when we examine this graph along with the above cultural 

graphs, it is logical to assume that many of these premature returns happened either 

during the cultural shock or adjustment stages of the assignment life cycle. 

Thomas (2002) spoke of a four stage life cycle during which the second and third 

phases were the cultural shock phase in which the expatriate and family start 

becoming frustrated by the new environmental conditions and the host country 

cultural differences, and the adjustment phase during which they start to accept and 

adjust to the new culture and start learning how to get things done.   

Schell and Solomon (1997) speak of a similar four stage process where the fourth 

stage is the cultural shock phase and propose that this stage occurs six to twelve 

months into the assignment and depends on the adaptability of the person as to how 

long it lasts and how they get through this phase.  We have already seen from the 

cultural adaptability results of this study that the sSAF group was less adaptable and 

hence this will result in them entering this phase later than normal and prolonging the 

period of this phase.  

The researcher, therefore, proposes that this study has supported the fourth 

proposition and that the sSAF group predominantly fell out during the cultural shock 

or early in the adjustment phase of the assignment life cycle. 

6.1.5 Hypothesis 1 

 

 

 

 

The comparison between the three groups, namely the sSAF, sSAS and the SFW 

groups, shows that in all three cases the level of assignment definition was adequate.  

Hypothesis Statement 1:  HO: A clearly defined job specification and outline of 

assignment requirements does not increase the success rate. 

HA: A clearly defined job specification and outline of assignment requirements 

increases the success rate. 
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Sure there was room for improvement, but all groups indicated that, in general, they 

understood the requirements of their assignment.  There was no apparent difference 

in trends from the graph and the means were all similar.   

The p-values from the t-Test comparisons also show that there is no significant 

difference between them and so the null hypothesis cannot be rejected and it is seen 

that there is no difference between the definition of the assignments for the sSAF 

group compared to the sSAS and SFW groups. 

This result does not undermine the importance for the job specification to be well 

defined, but rather is evidence that companies out there understand this and ensure 

that the assignments are well defined as highlighted by Muller (1993) and the body of 

knowledge. 

6.1.6 Hypothesis 2 

 

 

 

 

Statistically the null hypotheses cannot be rejected when the sSAF and sSAS groups 

are compared to each other even though there is a definite shift of the sSAF group 

towards the side of mismatched attributes and skills and the men of the sSAF group 

was 3,6 compared to the mean of 3,9 for the sSAS group.  The p-value was 0,053 

which is very marginal and almost leads to a rejection of the null hypothesis at a 95% 

confidence level.  When one examines the curve of the sSAS group, it is seen that 

there are a small number of respondents that had a high mismatch of attributes and 

skills which led to the reduction of the mean of the sSAS group and hence resulted in 

the null hypothesis from not being rejected compared to the sSAF group. 

However, when the comparison of the sSAF group is done against the SFW group 

which does not have the small degree of mismatch, the differences between the 

means is found to be significant  with a p-value of 1,5E-05, hence resulting in the null 

hypothesis being rejected and there being a significant difference between these 

samples. 

Hypothesis Statement 2:  HO: The appointment of an expatriate manager with 

the correct attributes and skills does not increase the success rate. 

HA: The appointment of an expatriate manager with the correct attributes and 

skills increases the success rate. 
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Hence given the fact that the null hypothesis was rejected for the sSAF and SFW 

groups, marginal for the sSAF and sSAS groups, and the fact that the graph clearly 

indicates that there is a shift towards the mismatched end away from the sSAS and 

SFW peaks on the matched end, it is fair to infer that the appointment of an 

expatriate manager with the correct attributes and skills has a positive impact on the 

outcome of an assignment. 

The body of knowledge and the included literature review cover the specifics of the 

attributes and skills required for a successful assignment and to avoid repeating the 

content of the literature review, and more importantly the fact that the specific 

attributes and skills required may vary from assignment to assignment, the 

researcher will not go into detail on the attributes and skills required.  Suffice it to say 

that the general view of both technical and cultural skill was surveyed. 

It is, however, fair to assume that the basic attributes and skills will remain the same 

such as cultural adaptability, own culture awareness and willingness to learn and 

interact in a foreign culture which have all been tested and the negative trend of the 

sSAF group highlighted.  Adding to these important trends are those from literature 

such as cultural toughness (Huynh, Johansson & Tran, 2007), emotional intelligence 

(Avril and Magnini, 2007), cultural intelligence (Thomas and Inkson, 2005) and of 

course the technical skills to do the job, to mention but a few. 

The one attribute that does deserve to be singled out and comes out of the literature 

as a common theme is the support of the expatriate’s family while on assignment and 

preferably relocation with the expatriate.  The sample showed only one respondent 

that had a problem with family support, and whose family did not relocate with him. 

This expatriate was reported amongst the sSAF group as a failed assignment, but no 

direct correlation drawn as to the reason for his failure. 

 Generally the support was reported as sufficient from all groups and the statistical 

analysis showed no significant difference in the means of the groups.  The graph, 

however, did show a shift towards the mismatched support for the sSAF group which 

highlights the need for family support to be successful, or to give a realistic chance of 

success. 
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6.1.7 Hypothesis 3 

 

 

 

The data in this section was analyzed holistically as a selection process and then 

divided into the technical and cultural aspects of the selection process.  Of course it 

is difficult to separate the selection process from the attributes and skills considering 

that the selection process is designed to test for the correct attributes and skills 

required to fulfill a particular assignment. 

The difference in the means of the sSAS and SFW groups when compared to the 

sSAF group were both found to have significantly different means.  The mean of the 

sSAF group was 2,8 while the sSAS mean was 3,2 and the SFW mean was 3,3.  

This proves that the null hypothesis is rejected and there is a significant difference 

between the sSAF group and the groups of the sSAS and SFW samples.  Hence the 

selection process made a material difference to the group that failed and is thus 

regarded as one of the reasons for their failure. 

This finding supports the holistic approach to expatriate selection as proposed by 

Avril and Magnini (2007) which is to include a wide range of elements involving family 

status, emotional intelligence, dietary and exercise habits and learning orientation.  

The literature proposes many different criteria for selection processes and although 

they all differ slightly they have the same basic views. 

Many of these programs focus on the technical skills required for the assignment and 

tend to ignore the cultural aspects as pointed out by Wong Rieger and Rieger (2002) 

amongst other academics.  The split of the selection questions into those covering 

the technical aspects and those covering the cultural aspects supported the concern 

that companies tend to ignore the importance of the cultural dimension when 

embarking on a selection process. 

The graph showing the technical aspects of the selection process was left skewed 

with all three peaks over to the right supporting the effectiveness of the selection 

based on technical attributes.  The mean of the sSAF group was 3,8 and of the sSAS 

Hypothesis Statement 3:  HO: An effective selection process does not increase 

the success rate. 

HA: An effective selection process increases the success rate. 
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group 4,1 and the SFW group 3,9, but the p-values show the differences to be 

insignificant.  However when one examines the shapes of the curves it is evident that 

there is a shift of the sSAF curve towards the ineffective end and away from the other 

two groups.  However what is more interesting is that all groups show the technical 

selection process as effective. 

A very different picture emerges when the cultural aspects are plotted and reviewed.  

Here the means are all much lower and support an ineffective selection process.   

The mean of the sSAF group was 2,1 and of the sSAS group 2,5 and the SFW group 

2,9, but the p-values show the differences to be insignificant between the sSAF and 

sSAS groups and significant between the sSAF and SFW groups.  Once again the 

curves yield a different impression as it is clear to see that the sSAF group’s cultural 

selection process was less effective than the other two groups. 

This supports the various studies that state that companies concentrate solely or 

mostly on the technical skills and either fail to test for cultural skills or ignore the 

imbalance as the expatriates have traditionally been selected on technical 

competence and not a balance between technical and cultural competences. 

6.1.8 Hypothesis 4 

 
 
 
 
 

 

It is hard to imagine that if companies do not understand the need to select 

expatriates based on cultural skills that they would then include in any training 

program the cultural aspects of preparing for an assignment.  In fact the results 

obtained in this section support this thinking of companies as they remain ignorant to 

the need for cultural training.  Well, if this was their point of view, then why conduct 

any training, particularly if their selection process focuses of technically skilled 

managers who get selected based on home based technical competence, as the 

above section highlighted.  After all why is there a need to train people who already 

have the skills they are looking for in the selection process? 

Hypothesis Statement 4:  HO: The correct training, including cross-cultural and 

language training, does not increase the success rate. 

HA: The correct training, including cross-cultural and language training, 

increases the success rate. 
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Well this is exactly what the results tell the researcher.  Alarmingly all three groups 

had averages well on the ineffective side of the training continuum with the sSAF 

mean at 1,5 while the sSAS mean was at 1,9 and the SFW mean at 2,1.  This 

showed that the level of training was very low and it probably did not include much, if 

any, cultural training. 

The p-values show that the differences between the sSAF group and the sSAS and 

SFW groups was statistically significant supporting further that the sSAF group, who 

got the least amount of training, were negatively effected by this lack of training which 

reduced their chances of success and in fact contributed to their failure. 

If the training levels were as low as indicated, then maybe just a small amount of 

training could have greatly increased their chances of success. 

Hurn (2007) suggested that cultural awareness training was vital to the success of an 

assignment.  Avril and Magnini (2007) agree that at a minimum training must include 

coaching in business culture, etiquette, interpersonal communication and conflict 

resolution.  These views are supported by the results in this section.  Pires, Stanton 

and Ostenfeld (2006) state that technical and current cross-cultural training 

programs, together with expatriate networks, are inadequate in addressing expatriate 

failure. 

Thus the null hypothesis is rejected supporting the fact that the correct training, 

including cross-cultural and language training, can reduce the failure rates amongst 

expatriate managers. 

6.1.9 Hypothesis 5 

 

 

 

 

It is further not surprising that, since expatriate training was not taking place, that 

family training would also not have received high priority, since it would be important 

to see the need for the former, in order to see the need for the latter. 

Hypothesis Statement 5:  HO: The effective training of the entire family, and not 

just the expatriate manager, does not increase the success rate. 

HA: The effective training of the entire family, and not just the expatriate 

manager, increases the success rate. 
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The averages of the family training were very similar, perhaps slightly lower, to the 

training averages above and the p-values once again cause that the null hypothesis 

be rejected supporting the theory reviewed in that training of the entire family will 

result in a lower risk of failure provided this training focuses on the cultural 

awareness and host country specific cultural dynamics. 

The researcher could perhaps even forgive the apathy towards training of the family 

members, as it is often overlooked that the expatriate manager is part of a family unit 

that needs to face the assignment together, but then at least training the expatriates 

themselves with the hope that they will pass some of the knowledge gained onto their 

families. 

6.1.10    Hypothesis 6 

 

 

 

This result appeared to have an anomaly in the sSAS group and perhaps skewed the 

test, but there were lessons to be learned nevertheless.  There appeared to be a very 

high number of respondents in the sSAS group that received little or no planning and 

a smaller amount in the same group that received a fair amount of planning.   

The means of the sSAS and sSAF groups were both 2,0 and the mean for the SFW 

group was 2,4.  The concern with this is that all groups seem to have done or 

assisted with very little pre-departure planning.  The saying ‘If you fail to plan, you 

plan to fail’ comes to mind and one cannot help but notice that the lowest level of 

respondents who feel their planning was efficient came from the sSAF group. 

For the sSAF and sSAS groups the null hypothesis was not rejected and it is 

therefore possible, but based on the graph, unlikely that pre-departure training does 

not increase the chances of success.  The fact that the sSAF and SFW groups did 

reject the hypothesis and the anomaly is obviously with the sSAS group. The 

researcher proposes that there is enough evidence to suggest that the alternate 

hypothesis is true and that pre-departure training can in fact improve the chance of 

success. 

Hypothesis Statement 6:  HO: An effective pre-departure planning process does 

not increase the success rate. 

HA: An effective pre-departure planning process increases the success rate. 
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Schell and Solomon (1997) highlight the importance of pre-departure planning in 

order to plan for visas, locating schools and accommodation, conducting cultural 

training and learning the foreign language and planning storage of furniture or selling 

housing in the home country.  They do not specify any time frame but this will not 

happen effectively in a 2 to 3 month period as seen below. 

A similar result, and anomaly, is observed when the graph is plotted using the pre-

departure planning length.  It is observed that the average length of planning for the 

sSAS group was 2,3 months, for the SFW group 2,4 months and for the sSAF group 

3,1 months.  Bar the apparent anomaly, the planning length is regarded as very 

short, and as a result could have contributed to the difficulties experienced in the 

relocation process which is examined below with a more negative outcome. 

6.1.11    Hypothesis 7 

 

 

 

The same literature from Schell and Solomon (1997) that refers to pre-departure 

planning covers the relocation process and they refer to issues such as host country 

housing, home finding support, shipment and storage of household goods, health 

and safety, personal finances, living expenses and allowances.  Many of the topics 

covered here are also part of the pre-departure planning phase since the relocation is 

the activity resulting from the pre-departure planning.  By the same token then, it is 

fair to assume that if the former is not effective then the latter will also be ineffective. 

The results show that the relocation of the sSAF group was the most ineffective, with 

a mean of 2,7 followed by the SFW group, with a mean of 3,1 and then the sSAS 

group with a mean of 3,4.  All these processes were fairly ineffective but the 

differences were statistically significant supporting the rejection of the null hypothesis 

and supporting the fact that a poor relocation process sets the scene for a poor 

assignment and increases the chances of failure, as seen by the high failure rate of 

the sSA groups. 

 

Hypothesis Statement 7:  HO: An effective relocation and orientation program 

does not increase the success rate. 

HA: An effective relocation and orientation program increases the success rate. 
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6.1.12   Hypothesis 8 

 

 

 

 

This phase of the relocation process is vitally important as it is in this stage that the 

expatriate and family start entering into the cultural shock phase and if they do not 

get the appropriate support may never get through the adjustment phase onto the 

mastery phase where they start making a success of their assignment. 

The graph of the three groups shows that the sSAF group had little results on the 

side where the expatriates receive sufficient support and hence we find that the 

average is lower than that of the other two groups, resulting in the support being 

insufficient.  The mean of the sSAF group was 2,0 with the sSAS group at 2,6 and 

the SFW group at 2,8.  The p-values show that the differences in means are 

significant and hence the null hypothesis is rejected indicating that the correct 

support while on assignment will increase the chances of success and contributed to 

the failure of the sSAF group. 

This result supports the literature of Schell and Solomon (1997) who talk about 

support as assistance with tax returns, home leave arrangements, family visit plans, 

help with emergencies and a mentoring system.  Avril and Magnini (2007) suggest 

that this support also include real time training of host country culture and conditions, 

which makes the host mentor a vital entity.  Performance appraisals and measures 

against the assignment definition can help assess deviation form assignment goals, 

and assist re-alignment, before the assignment is deemed to have been a failure and 

the expatriate manager is side lined through poor company planning and through no 

fault of they own. 

 

 

 

Hypothesis Statement 8:  HO: The appropriate continued support, while on 

assignment, does not increase the success rate. 

HA: The appropriate continued support, while on assignment, increases the 

success rate. 
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6.1.13   Hypothesis 9 

 

 

 

 

Management style is a complex construct and so it is first measured holistically and 

then examined individually.  The overall management style graph was very 

interesting in that the sSAS group curve shifted right of the SFW group and the sSAF 

group’s curve shifted left of the same point.  This does not imply so much that the 

sSAS group was more effective than the SFW group since they operated in very 

different cultural environments, but suggests that their management styles were 

suitably adjusted to the requirements of their regions.  The sSAF group’s style was 

significantly shifted left of the sSAS group who operated in the same cultural 

environment so the management style or effectiveness of the sSAF and sSAS groups 

is the interesting outcome. 

The p-values for these three groups show that there are significant differences 

between the means suggesting that the null hypothesis be rejected.  As was 

acknowledged above this result is misleading for the SFW group but very significant 

for the sSAS group.  Hence the null hypothesis is rejected and the management 

styles of the sSAS and sSAF groups are accepted to have been significantly different 

and hence the style of the sSAF group less effective in sSA that the sSAS group. 

Jackson (2004) points out that ‘African Management’ is cross-cultural management 

and that the same western management models will not necessarily work in the 

African cultural environment, suggesting a change in management style and 

approach.  Jackson (2004) points out that to be successful in Africa, companies and 

expatriates will need to learn to manage the complex cultural and ethnic environment 

and will need to: 

• Develop the ability to turn constraints into opportunities. 

• To accommodate multiple stakeholders. 

• Develop effective decision processes. 

• Reconcile contradictions between home and community and work life. 

Hypothesis Statement 9:  HO: The appropriateness and effectiveness of the 

management style used in the host country does not increase the success rate. 

HA: The appropriateness and effectiveness of the management style used in the 

host country increases the success rate. 
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• Assess the appropriateness of management styles. 

• Management of multicultural dynamics. 

• Develop an awareness of your own culture. 

• Develop managers appropriately for Africa. 

These elements were incorporated into the measurement of management style and 

so add credibility to the fact that the null hypothesis was rejected and that the 

management style does in fact play a significant role in the success of expatriate 

management in sub-Saharan African countries. 

Out of the specific management style elements surveyed two of them stood out as 

key drivers in the difference between the sSAF and sSAS groups with respect to 

management style.  These were the management decision making process and the 

inclusion or exclusion of all stakeholders in the management style. 

Both of these showed a statistical significance between the means of the sSAF group 

and the sSAS group indicating that the sSAF group used the incorrect decision 

making processes and did not include all the stakeholders in the process.  The 

difference with the SFW group was not significant in these two cases, but given the 

different cultural environment this becomes irrelevant.  

While there was no statistical significance between the differences of the various 

groups with respect to Cultural Adaptability, Adaptability towards local conditions and 

the management of constraints, there was a slight shift in the graphs for the sSAF 

group compared to the sSAS and SFW groups indicating that these elements are 

also important.   

The second last bullet point of Jackson (2004) above is interesting, but was not 

included in the management style construct.  It was analyzed under the cultural 

construct and found to be a significant contributor to expatriates ability to be culturally 

adaptable, showing a difference between the sSAF and sSAS groups.  It is thus clear 

that not all management styles fit all cultures, and that expatriate managers must 

have the ability to be culturally aware and adaptable and must be able to understand 

which management styles will be effective in which cultural settings in order to get the 

best out of the situation and be successful in the outcome of the business objectives. 
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6.1.14   Hypothesis 10 

 

 

 

 

The issue of cultural adaptability has already been covered along with proposition 3 

which discussed cultural difference, but this is such a key ingredient in the success 

recipe of an expatriate manager that it is worth looking at again and from a slightly 

different angle. 

It has already been seen that the cultural adaptability of the expatriate managers of 

the sSAF group was not significantly different from the sSAS and SFW groups, but 

when examining the graph it was clear that there was a shift in the sSAF curve away 

from the two other, more adaptable, groups and shows that there was a degree of 

inadaptability.  This trend was also seen when the own culture awareness and 

willingness to interact graphs were reviewed with the sSAF curve showing deviation 

from the other two group norms.  The saying ‘where there is smoke, there is fire’ 

comes to mind. 

When the family support element is brought into this equation, which showed the 

same negative shift of the sSAF group, it is logical to draw the parallel between the 

adaptability of the expatriate and the family.  It is also fair to assume that if the correct 

attitude with respect to willingness to interact with and learn the language of the host 

country exists in the expatriate, then it would more likely be induced in the attitudes of 

the other family members.  

Hence, even though the null hypothesis was not rejected statistically, there is 

compelling evidence that with the sSAF group the expatriate, as well as the family, 

were on the whole not as adaptable as the other two groups.   

It must be pointed out here that this adaptability that has been measured appears to 

have been instinctive because the level of training of both the expatriate and the 

families were very low. Therefore not much, if any, cultural adaptability or awareness 

training could have taken place.  This supports further the inadequate selection 

Hypothesis Statement 10:  HO: The greater the cross-cultural adaptability of the 

expatriate family does not result in a change in the success rate. 

HA: The greater the cross-cultural adaptability of the expatriate family, results in 

a change in the success rate. 
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process when it comes to measuring and detecting, as a selection criteria, the 

cultural awareness and adaptability of the expatriate and even the family or spouse. 

However the researcher is not saying that this is purely a selection problem, as it is 

logical to see that if there is no awareness then there cannot be adaptability and so 

this finding also highlights the desperate need for pre-departure cultural awareness 

training to build on the adaptability attributes of the candidates and foster in them a 

greater willingness to want to interact and learn the new culture and language. 

6.1.15   Hypothesis 11 

 

 

 

This hypothesis could not be tested properly due to errors in the data obtained for 

demographics.  The question on male or female gave results that conflicted with the 

response required and the age group question came out blank.  Hence the only 

demographic that could be measured was race. 

However from the results section the reader would have seen that 82% of the sample 

was white managers and so the sample of non-white managers was too small to 

conduct any statistics analysis.  The percentage failure rate of the white sSA group 

(11 of 28) was found to be 39% and the non-white sSA group (2 of 8) was only 25%.   

If this result was accurate, then it would make some sense, in that the researcher 

would argue that the rest of Africa could still see white South Africans as racist and, 

given this stereotype, they could have a greater challenge adapting to the new 

environment.  Also the cultural distance would be greater with white South Africans 

than it would be with black South Africans. 

The higher number of white managers is as a result of two potential mechanisms, 

one being the white dominance in management in South Africa and the experience 

base that would exist as a result of this dominance, and secondly there is a possibility 

that SA companies are sending white experienced managers out of South Africa on 

expatriate assignments to make space for BEE strategy implementation. 

Hypothesis Statement 11:  HO: The demographics of the expatriate manager, 

and the family, will have no impact on the success rate. 

HA: The demographics of the expatriate manager, and the family, will have an 

impact on the success rate. 
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The experience and management level issue is addressed in a later hypothesis but 

this does include an analysis on race.  This unfortunately, as interesting as it would 

be, cannot be done given the small sample size of non-white responses. 

6.1.16   Proposition 5 

 

 

Given that the experienced work force is dominantly white and that the non-white 

group appears to be better accepted in sub-Saharan African countries and would 

probably understand the cultural dynamics better, then as time progresses and this 

demographic shifts to include a higher percentage of non-white managers, the 

likelihood of a reduction in the failure rate in a realistic expectation.  

6.1.17   Hypothesis 12 

 

 

 

The statistical analysis between the failed and successful groups show that the null 

hypothesis cannot be rejected and hence indicates that with this sample the 

management level and management experience were no difference between the two 

samples.  Hence the researcher cannot conclude that management level and 

experience assist the expatriate and aid the outcome of the assignment. 

The experience measured in this analysis was total years experience in management 

before embarking on the assignment.  Schell and Solomon (1997) highlight the fact 

that performance in one’s home country does not predict success in a host country.  

This would be particularly true the greater the cultural distance and complexities of 

the assignment compared to the home assignment. 

The results on management experience and level were, however, interesting when 

comparing these with the failed sample and the expatriate experience outside of the 

home country environment. 

Proposition Statement 5:  As the demographics of South African management 

changes, it will have an impact on the success rate. 

Hypothesis Statement 12:  HO: Management level and experience will not 

increase the success rate. 

HA: Management level and experience will increase the success rate. 
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The above finding with overall experience is supported when a graph is plotted 

showing the experience of the respondents on the x-axis and the number of 

respondents falling in that level of experience on the y-axis as found in Figure 5.18.  

The support comes from the overlay of the failed sample and their experience, only to 

find that the same trend is followed and the failure rate at each step of years 

experience is very similar, supporting the fact that general experience does not set 

one up for success on an expatriate assignment in a host country. 

However if one plots a graph of the number of previous expatriate assignments 

completed and overlays the failed sample as done above, as found in Figure 5.19, 

the result is a slightly different picture with the failure rate of those who were out on 

their first assignment have a higher failure rate of 30% compared to the sample 

failure rate of 22% and those who had completed previous assignments having a 

lower failure rate of only 8%.  Hence the failure rate of inexperienced expatriate 

managers is 4 times higher than the experienced managers, but only when reviewing 

host country experience and not including home country experience. 

When studying the outcome of the management level data, as already stated, we see 

that there is no difference between the management levels of the failed and 

successful groups.  When we examine the data closely we also see that around 50% 

of the group received a promotion as they accepted their new assignment and 

started in a foreign country, with a different culture, doing a new and higher level job.  

However, the promotion rate was 50% for both the failed and successful groups so it 

is not possible to blame the high failure rate on a high level of promotions. 

But, it was noted in the section dealing with proposition 2 that the main challenge 

given for the failed group was in fact difficulty in coping with the larger foreign 

assignment.  This could have been aggravated by the fact that this sample, in 

addition to trying to adjust to their new environment and culture, also had to adjust to 

new work pressures from the higher level task to be performed, which contributed 

along with other facts to their demise. 
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6.1.18   Proposition 6 

 

 

There were not enough responses by country to test this proposition in that much 

detail, but the researcher was able to measure the failure rates of the Southern 

African respondents, the Eastern African respondents and those who worked in 

Mozambique. 

The failure rate of the Southern African group was found to be 35% and the Eastern 

African group 44%.  This slight increase in failure rate of the Eastern African group 

could be explained by the greater cultural difference that exists in those countries 

compared to many of the countries closer to home in the Southern region of Africa.  

However the difference was not that significant given the small sample size. 

The only country that could be measured was that of Mozambique and the failure 

rate was only 18% compared to the 36% failure rate of sSA or 35% for Southern 

Africa.  This rate was even lower than the overall 22% rate. 

6.1.1    Proposition 7 

 

 

 

The results support this proposition in that the reasons given fall within the same 

framework and the key determinants vary slightly between the Southern African and 

Eastern African groups. 

First the results are tabulated showing the top five challenges for each region as 

seen by the following table. 

 

 

 

Proposition Statement 6:  There will be a difference in success rates across the 

countries in sub-Saharan Africa. 

Proposition Statement 7:  The determinants will fall within the same framework 

as tested between sub-Saharan Africa and First World countries but differences 

in key determinants will vary. 
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Table 6.4 – Top Five Challenges of Southern & Eastern Africa 

 Southern Africa Eastern Africa 

1 Coping with larger assignment Coping with larger assignment 

2 Expatriate adjustment Technical skills 

3 Spouse Adjustment Expatriate adjustment 

4 Family problems Other: Unspecified 

5 Technical skills Spouse Adjustment 

Taking the same group and looking at those who failed their assignment, and the top 

five challenges compared to the successful group and their top five challenges.  

These are tables below. 

Table 6.5 – Top Five Challenges of Failed & Successful groups 

 Failed group Successful group 

1 Coping with larger assignment Coping with larger assignment 

2 Expatriate adjustment Expatriate adjustment 

3 Spouse Adjustment Spouse Adjustment 

4 Technical skills Technical skills 

5 Family problems Family problems 

The interesting thing with this table is that even though there are slight differences in 

the order of challenges for the Southern and Eastern African, the same order exists 

for the failed versus the successful groups in Southern and Eastern Africa and the 

magnitude of each, as seen from the graph on chapter 5, are not vastly different. 

6.2 Conclusion 

In conclusion, this research report was a successful undertaking in that the 

researcher was able to calculate the success / failure rates of the target countries / 

regions and examine the determinants against theoretical norms.  These results have 

key implications to those whose interests lay within the scope of this research, such 

as expatriate managers or potential candidates who consider an assignment in sub-

Sahara Africa or companies who are conducting or planning to conduct business in 

these regions and whose staffing policy necessitates the use of expatriate managers. 
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While the major part of this report’s findings are in line with literature, and perhaps 

even predictable, its outcome gives companies and expatriates the confidence to 

plan and conduct business in Africa with a clear knowledge that the environment, and 

its challenges, are understood. 

It is important for expatriates and companies entering into sub-Sahara Africa to 

understand that this environment is far more challenging than First World 

environments and that there is a significantly higher risk of failure.  This study 

predicts this risk of failure and highlights to them the main reasons for the failure of 

this expatriate sample and what could or should have been done to increase the 

chances of success.   

Companies should know that the selection of a manager with the correct attributes 

and skills including the cultural awareness and toughness is vital for success and to 

further improve his or her chances of success the candidate should undergo a broad 

spectrum of cultural and skills training and should embark on an effective planning 

cycle all before the expatriate even enters the host country.  This cost of training and 

planning could be insignificant compared to the cost and setback of failure.  The 

company and expatriate should know what to expect when entering the host country 

and how to maximize the chance of succeeding.  All these issues have been 

examined and highlighted through this study and report. 

Companies can now build these elements into their strategic staffing policies and 

international human resource management plans and engage in ongoing scouting 

and training of potential expatriate candidates to develop a sizable pool of resources 

prior to entering into new emerging regions. 

This report also promotes the success rates of South African expatriate managers 

and positions them for the international labour market as potentially strong 

candidates for expatriate management assignments in culturally distant countries 

including the sub-Saharan African countries. 

Academics and researchers will find that this report, although exploratory in nature, 

adds to the vast body of knowledge, in that very little was known about the 

management dynamics on Africa. As Africa’s economic vitality improves and she 

becomes more attractive to international business opportunities, this study will form 

the basic platform from which to position further understanding of this great continent. 
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6.3 Recommendations 

There are a vast number of possible recommendations for future research as a result 

of the findings from this exploratory study and the main possibilities are listed below: 

• A more in depth analysis as to the reasons for the higher failure rate in sSA 

could be conducted.  The researcher focused on identifying whether the key 

reasons in the literature as well as cultural differences were dominant reasons, 

but given the high amount of unspecified reasons means that there could be 

other reasons which this study did and could not identify. 

• The cultural construct is a significantly large subject and more detailed studies 

would be able to identify exactly what aspects of culture the expatriate 

manager finds challenging. 

• This study identified that the selection process is a key determinant of 

success, but the development of the guidelines for developing a highly 

effective selection process was outside the scope of this study. 

• Also this study identified that expatriate and family training was lacking and 

that it was a significant contributor to success.  Further research could 

concentrate on developing the ideal training module/s for such training and 

more importantly develop a strategy for educating companies and expatriates 

on the importance of such training. 

• One of the key unanswered questions in the mind of the researcher was the 

race demographic dynamic and what will happen to failure rates over time as 

the demographics of the SA workforce changes and the expatriate workforce 

is dominated by other race groups other than white managers.  This study may 

be outside the scope of a MBL research report and may be premature as the 

local workforce and experience is still dominated by white managers. 

• The impact of BEE strategy implementation in SA and the impact this will have 

on the migration of white SA managers is a key research opportunity as it is 

becoming more attractive to seek assignments outside of SA.  The crime 

element also adds to this attraction. 

• An interesting research topic would be to profile the ideal expatriate manager 

but from the perspective of host country nationals in potential target 

economically active regions.  Combining this profile with the ideal selection 

model could lend to the perfect process in reducing failure rates. 
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• The link between SA own culture awareness and the transition to cultural 

adaptability in a host country would be an interesting analysis for an MBL 

student to focus on with a qualitative analysis over time of a few expatriate 

cases starting through from before the assignment and conducting periodic 

interviews with the same candidates over the entire assignment period.  Such 

longitudinal studies are however difficult for MBL students to undertake. 

• An in depth study on dissecting the cultural adaptability construct into its 

components would add value to the selection, training and pre-departure 

planning cycles of future expatriates. 

• The researcher has developed a keen interest in the effects of promotion on 

the added challenges, along with cultural adaptation, on the expatriate’s 

success rates and the real impact on trying to cope with larger assignments. 

• The development of a dynamic model for identifying needed attributes in 

expatriate managers before engaging the selection process is a critical 

research opportunity, given that any set of attributes that may be appropriate 

for one assignment and country may / will not necessarily be appropriate for 

the next. 

• The management style and identifying the appropriate style for each situation 

and assignment needs to be unpacked as in this case it is certainly not a case 

of one fits all.  The cultural aspects on management style would be of primary 

interest in this study. 

• A study should be conducted to identify the risk of the brain drain trends on 

SA’s pool of expatriate managers to understand at what point, if ever, this pool 

or mangers could dry up and understand to what extent expatriation and 

immigration compete against each other. 
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