International Human Resource Policies and Job Satisfaction of Expatriate Women Managers

Introduction
            Globalization of business is influencing the importance of international recruitments (Romero, 2002, Laabs, 1993, Stroh et al. 1994).  However, the growth of international assignments also brings changes and challenges to the organizations as they focus on their human resources.  The decision regarding recruiting has always been a controversial issue in management literature (Adler, 1984). The need for high quality human resources leads organizations to search for men and women professionals who will adapt to new policies and be able to succeed in their jobs.  Therefore, as opposed to past, companies have been hiring more women expatriates (GMAC, 2005).  The percentage of women assigned internationally now makes up 23% of the expatriate population.  This increase has been gradual over the years (Black et al. 1991). Increasing number of women has joined to workforce worldwide. This is, however, truer in developed economies of Western world.  More women managers have climbed organizational ladder in recent years.  As a result, we see increasing number of women expatriate managers in overseas posts.  MNCs have utilized this particular group by assigning women to key overseas positions.  Women expatriate managers have been successful in the overseas assignments and, as a result, they have been appointed to higher level managerial positions (Adler, 1984; Antal and Izraeli, 1993; Reynolds and Bennett 1991).  This rising number of women expatriate managers shows the important role that they play in multinational business.

As multinational corporations (MNCs) have become increasingly important players in the global economy, many researchers (Adler, 1986; Brewster, 1991; Dowling, Schuler and Welch, 1994; Tung, 1988 and Zeira and Banai, 1984) have studied human resource policies of these companies.  The literature on international human resource management (IHRM) suggests that affective human resource policies and practices determine overall performance of these organizations.
Human resource researchers in general have studied career and job satisfaction of employees in relation to company performance and practices.  Research in relation to company performance is linked to employee commitment, organizational mission and goals, and loyalty (Hackman and Oldham, 1980; Levin and Strokes, 1989).   Nauman (1993) examined the relationship between job satisfaction and expatriate commitment.  However, women as a separate group have not been studied systematically from this perspective.



Also, there has been numerous studies on expatiate managers, examining selection, adaptation, and repatriation dimensions.  We also find some studies specifically focusing on women expatriate managers (Adler, 1988; Adler and Izraeli, 1993; Napier and Taylor, 1995; Westwood and Leung, 1994).  These studies dealt with cultural adjustment, family matters, discrimination of women managers.  However, there is no specific study systematically inquiring work related issues of women expatriate managers, and their job satisfaction. The present study attempts to fill this void by summarizing the results of an empirical study with expatriate women managers.


This paper offers a conceptual framework in which international human resource policies of MNCs is linked to job satisfaction of women expatriate managers.  The results of the research findings are evaluated as part of the findings of the study.

CONCEPTUAL FRAMEWORK

International Human Resource Policies


Past research acknowledges the significant role of international human resource management (IHRM) in accomplishing parent company objectives and strategies   (Swaak, 1995).  IHRM policies determine on the success of overseas operations for MNCs.  An affective IHRM helps the achievement of competitive advantage in the global market place (Taylor, Beechler and Napier, 1996).  Even though the role of IHRM is noted in the global competition, it still remains in its early stages of development (Taylor, Beechler and Napier, 1996).   Swaak (1995) argues that many companies still lack strategic functions in staffing and planning globally.  In other words, international human resources have not received an attention that they deserve.  In practice, companies differ considerably in ways of handling their international human resources, especially in preparing their personnel for and transferring those to overseas posts.  Some companies have formal systems, while others have no policies whatsoever in this area (Borg, 1988).  However, recently human resource departments are engaged in developing programs which will help the selection of suitable expatriate managers.  They pay close attention to the career expectations of expatriates for present and the future positions. Yet, research findings on the subject show contradicting results.  While some companies recruit candidates on an informal basis, some experienced companies, on the other hand, have developed clear guidelines for recruitment of men and women expatriates (Antal and Izraeli 1993; Westwood and Leung, 1994 ;).  In the selection process, it is claimed that there is an issue of inequality in selection of men and women expatriates.  The views of women expatriate managers are important to know, since an inequitable selection procedure motivates them negatively.  Thus, the selection procedure is an important component of international human resource policy.  It is expected to have an impact on the level of job satisfaction of women expatriate managers.


The overseas assignments have been also considered as effective instruments in career advancements in return to home company (Edstrom and Galbriath, 1977, Brett and Werbel 1980; Adler, 1991).  In this regard, a promotion prior to and after assignment is likely to encourage high level of job satisfaction.  This, in turn, reinforces the company loyalty of and organizational commitment by expatriate managers.  The Oddou and Mendelhall’s research (1991) examines the impact of company policies on the expatriate managers.  Their research results show that expatriates who manage to improve their global perspectives, communication ability, conceptual and planning skills overseas generally receive promotion upon their return.   Some other research (Brett and Werbel, 1980; Estrom and Galbriath, 1977) also supports the positive influence of overseas assignments on career development of the expatriates. It is likely therefore, the expatriates who experience such advancements are likely to enjoy higher levels job satisfaction.  However, some research results do not agree with the observations of Oddou and Mendenhall (1991).  It is observed that some companies do not believe in the positive contribution of overseas assignment for the expatriates (Dunbar and Oddou, 1987; Oddou, 1991).  Some companies consider the experience acquired abroad is not that useful in the home company (Adler, 1991).  Therefore, they do not seem to be much interested in promoting the expatriates prior or after return to the home company. They do not appreciate in utilizing the cross-cultural skills of expatriates in their home operations. The attitude and orientation of the home company to cross-cultural experiences may have an impact on the job satisfaction of the expatriates.


From a gender perspective, the pay policies of companies have been a subject of debate.  It has been argued that there is a controversy on pay equity between women and men.  Women have generally been paid less than men (Francisine and Lawrence, 1992).   When there is a discrepancy in pay between men and women, it is likely that such inequity decreases the level of job satisfaction of women expatriate managers.


Repatriation process is another important aspect of international assignments.  Employees need a realistic picture of the potential impact of their assignment on their future positions in the organization (Oddou, 1991).  An expatriate, as an employee upon his/her return to home company expects a similar position.  However, most of the time repatriates are not offered suitable positions in their return (Borg, 1992).  Research, on women expatriates in Japan, for example, indicates the lack of planning for the returning expatriates (Taylor, 1996). Most women complained that the positions they receive make little use of the skills and knowledge that they gained overseas.  Another research finding shows that expatriates received no appropriate jobs suitable for their past career experience (Oddou, 1991).  Black (1991) found that many expatriates leave their companies within the first year of their return.  However, sensible companies realize the importance of repositioning and start preparing their expatriates approximately six months before their return. They make strategic efforts to utilize new skills and perspectives and, therefore, they initiate development plans for their returning employees (Oddou, 1991).  It seems that while some companies are paying close attention to development of new policies and methods for hiring and maintaining personnel suitable for top level overseas positions, others are not concerned that much with the recruitment and career development of expatriate personnel.  In case of repatriation, for example, Napier and Peterson (1991) found that career path implications were infrequently addressed by companies.  In such situations, opportunities for promotion of expatriates are limited (Harvey, 1982).  We believe that that the possibility of repositioning of the expatriates for a suitable position in return will likely increase the level of job satisfaction of these managers. Of course, this is also true for women expatriates. 


Due to the inconsistencies mentioned above regarding to company policies for the selection and career development of expatriates, the present research investigates the relationship between company policies and the job satisfaction level of women expatriates.  As the literature review above demonstrates, the company policies can comprise of repatriation aspect, pay equity between men and women expatriates, career advancement and promotion, and fairness of selection process between men and women expatriates.

Women Expatriates and Job Satisfaction


Women’s entry into the international workforce is relatively new, but gradually increasing because women probably have seen overseas positions interesting, challenging, and rewarding.   However, most of the past research has noted the obstacles to women’s entry into international business.  These obstacles stem from the factors associated with women expatriates including such diverse matters as family issues, cultural issues, and human resource policy issues (Adler, 1984).  Recently, Taylor (1996) and Westwood and Leung (1994) identified the cultural adjustment and local discrimination of women expatriates as major problems.  The acceptance and rejection of women expatriates were discussed in depth by many researchers.  Far eastern countries which are different from the western cultures were studied from the perspective of local people’s acceptance of women expatriates. The decisions concerning expatriate women’s adjustment was somehow only limited to the host country culture.  However, the job satisfaction level of expatriate women managers is equally important since they reflect the degree of women managers’ adjustment to local culture from the personal standpoint of women managers.


Literature on job satisfaction of expatriate managers is relatively new and.  Most of these studies are general in nature, but do not consider gender differences. Only as a part of their comprehensive study of women expatriates in Japan, Napier and Taylor (1995) found differences between men and women expatriates in the way they perceive their job satisfaction and career development.  Women perceived themselves highly insecure for their future careers.  According to the researchers, even though women performed well, they were not necessarily satisfied with their jobs. Women surveyed considered pay, autonomy, career growth and work relationships as indicators of job satisfaction (Napier and Tyler, 1995).  These findings are considered highly exploratory and their generalizations are limited to specific countries (Nauman 1993; Napier and Taylor, 1995).  A more comprehensive research investigating the job satisfaction of expatriate women managers working in different parts of the globe will help to understand the major issues pertinent to that group.


Job satisfaction constitutes an important component of performance and motivation of employees. It has been defined as the “positive emotional state resulting from appraisal of one’s job or job experiences” (Locke, 1976).  The concept specifically focuses on task environment where employees perform their duties.  The worker attitudes and job satisfaction develop social context of the work environment where the interaction between the worker and the people in the work environment takes place (Salanick and Pfeffer, 1978).  According to the literature on job satisfaction, the concept is not univariate and has been conceptualized over the years in many ways.  It has been operationalized with various facets of the job (Hackman and Oldham, 1980; Rice, McFarlin 1989).  It has also been conceptualized as a more generalized concept, measuring the general level of job satisfaction (Hackman and Oldham, 1980, Levin and Strokes, 1989). 

Another conceptualization of job satisfaction has been on the intrinsic and extrinsic distinction of satisfaction (Weiss, Davis, England and Loftquist, 1967).  Intrinsic satisfaction is derived from actually performing the work and experiencing feelings of accomplishment, self actualization, and identity with the task.  Extrinsic satisfaction is derived from the rewards bestowed upon an individual by peers, superiors or organization in forms of recognition, compensation and advancement. The most of research focuses on the extrinsic level of job satisfaction as differentiated by Weiss, Davis, England and Loftquist (1967). Because of the differences of conceptualization of job satisfaction and the limited prior research of job satisfaction of expatriate women managers, the present study examines human resource policies of home companies and explores how these policies influence the level job satisfaction of women managers.

Model Development


On the basis of literature review presented above, a conceptual model is developed to investigate the relationship of human resource policies and the job satisfaction of expatriate women managers.  The company human resource policies include: (1) equitable selection procedures between men and women expatriates, (2) promotion and career planning policies. (3) equitable pay policies between men and women expatriates, and (4) repatriation policies. They all are considered as deterring variables of the job satisfaction of women expatriate managers.


On the other hand, job satisfaction is viewed as the feelings of expatriate women managers.  The experience and attitudes of women expatriates regarding how they view their positions and home company’s treatment reflect an important job and individual dimension of women expatriate managers. 




            Conceptual Model
Company Policies
Equitable selection

Promotion prior and after assignment---------------Job Satisfaction 
Equitable pay between men and women

planned career development and repatriation
Hypotheses 
Based on recent literature on job satisfaction of employees and on international human resource policies discussed above, the following hypotheses are developed:

Hypothesis I:  The expectation of receiving a promotion on return to home company increases the degree of job satisfaction of women expatriates in their present job...
Hypothesis II:  Receiving a promotion prior to overseas positions increases the level of job satisfaction of women expatriates.

Hypothesis III:  The positive perception of women expatriate managers of their company’s readiness in preparing future positions for return managers enhances their level of job satisfaction.
Hypothesis IV: The positive perception of women expatriates on equal pay received by both men and women is likely to increase their level of job satisfaction in the overseas assignments.

Hypothesis V:  The positive perception of women expatriate managers of equal selection of both women and men mangers for overseas positions enhances their level of job satisfaction.

RESEARCH DESIGN


Based the conceptual model described above a multiple regression model predicting job satisfaction is developed.  Job satisfaction is considered as dependent variable while company policies are deemed as predicting variables.  The company policies are defined in five dimensions as shown below.

y= b0 + b1x1+b2x2+b3x3+b4x4+b5x5
where

y   job satisfaction

x1 equal selection

x3 promotion on return

x3  promotion to overseas

x4  pay equity

x5  preparation for future position



RESEARCH FINDINGS


Profile of Women Expatriates


The expatriate women managers surveyed worked in total of 31 countries, but mostly in Europe and Far East Asia.  Most of the women managers were highly educated with bachelors (47.1%) and masters degrees (32.9%).  Also some of them (11.4%) had Ph.D. degrees.  In general they were highly qualified professionals.  Almost a half of them (44.3%) spoke a second language fluently, but most of them did not use a second language at work.  The ages of the sample ranged between 24 and 55.


Women responded to their company policies in the following way:

The majority of the expatriates (65.8%) considered their present positions as a promotion.  However, only 41.4% expected a promotion on return to their home company. The most of women (80%) surveyed responded that their selection for the new assignment was made on an equal on the basis of gender.  With reference to their payment overseas, 50% of the women managers agreed that they are paid less than their male colleagues. 


The majority of the women managers (60%) did not seem to believe that their company is preparing them for their future jobs.  But, the slight majority of the sample (53.3%) agreed that their companies assessed their cross-cultural skills favorably.


Multiple Regression Model

Table 1 shows intercorrelation among the predicting variables and correlation of predicting variables with the dependent variable of job satisfaction.  

[Insert Table 1 about here]
[Insert Table 2 about here]

Table 2 demonstrates the results of multiple regressions. Overall, the model predicts the job satisfaction in a statistically significant way as indicated by the F statistic (2.27 at .05 significant levels).  Of the predicting variables, promotion in overseas and equal selection has more predicting power than other variables.  In other words, these two variables particularly have a positive influence on job satisfaction of expatriate women managers. 

y= 1.13+.23x1-.08x2+.32x3+.04x4-.01x5


Given the above results, Hypotheses II and V are confirmed, but Hypotheses I, III, and IV are not supported by the model. However, the total model is able to predict job satisfaction of women expatriates.

CONCLUSION

We can conclude from this research that IHRM should pay close attention to the company policies defined above to increase job satisfaction level of women expatriate managers.  Our research indicates that women expatriates seem to be more concerned with the present policies directly related with their current status rather than policies with future implications.  This can be explained by the pressing immediate issues and concerns of expatriate women managers.  It seems that they need more support and reward in their local posts.  


It is recommended that IHRM departments to make periodic inquiries to find out the needs of women expatriates.  They should have close contact and open communication to keep women expatriates satisfied with and committed to their jobs.
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