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eliminates language barriers, avoids
the adjustment problems of PCNs
and their families, and removes the
. expensive cost of maintaining PCNs.
Second, employment of HCNs allows
an MNC to take a lower profile in
* 'sensitive political situations, and looks
more favorable by host-country gov-
ernment. Third, the polycentric ap-
proach may help to satisfy the rising
ambitions -and expectations of many
HCNs. Last, HCNs are more accept-
able by host-country people.
_ Thepolycenteic approach has its
- own disadvantages as well. Perhaps
‘the major disadvantage is that of
‘bridging the gap between HCNs at
national subsidiaries and PCNs at
corporate headquarters. Language
* barriers, conflicting national loyalties,
and a range of cultural differences may
isolate corporate headquarters from the
various foreign. subsidiaries. The
second major- disadvantage concerns
with the career paths of HCNs and
PCNs. HCNs have limited opportuni-
ties to-gain experience outside their
own countries -and cannot progress
beyond- the senior positions in their
own -subsidiaries. PCNs have also
limited opportunities to gain overseas
experience. Organizational compe-
tence at running a global business can
thus be sefiously jeopardized.
The geocentric approach. This- ap-
proach utilizes the best people for the
- key jobs throughout the organization,
regardless the nationality. The main
advantage of the geocentric approach
is providing an MNC a greater pool of
" quality staffs who can be moved any-
where in the world whenever needed.
As with other staffing approaches,
there are disadvantages associated
with the geocentric approach. First,
there will be resistance from host-
country governments which want their
people to be employed in MNCs. The
governments will utilize immigration
control to force HCN employment if
enough people and adequate skills are

available. Another disadvantage is the-

geocentric can be expensive to imple-
ment because of increased training,
* relocation, and administrative (for
: human resource planning) costs.

4. The regiocentric approach. This

approach makestransfer of staffs from
country to country within the same
region possible. There are two advan-
tages of the regiocentric approach.

* First, it allows interaction bétween

staffs transferred to regional head-
quarters from subsidiaries in the region
and PCNs posted to the regional
headquarters. Second, the regiocentric
approach can be a way for an MNC to
gradually move from purely concentric
or polycentric approach to geocertric
approach. The disadvantages of the
regiocentric approach are it can pro-

*_ducefederalism at aregional level, and

it does not make the” possibility of
regional staffs to occupy positions at
parent headquarters greater.

In dec1d1ng Wthh stafﬁng approach is

the most ‘appropriate, an MNC needs: to

consider the environmental (country) fac- -

tors) and the characteristics of foreign sub-
sidiary (Boyacigiller, 1995): The environ-
mental factors consist of’: '

1.

The level of political risk. In countries
where political risk is high, it is
important to have a local profile, that
is, to appear to act and look like a local
Cultural distance.. When two' cultures

"~ (PCN’s or third country national’s

(TCN’s)! culture and HCN’s culture)
differ significantly, it is:more difficult
for PCNs or TCNs and HCNs to

* communicate and work well together.

Competition. If the local competition
exists, an MNC should employ more
HCNSs than PCNs or TCNs. The logical
explanation for this is HCNs are more
familiar with local competition and
have better contact with local govern-
ment which plays important role ini
local competition.

Cost. It.is quite expensive sendlng
PCNs or TCNs abroad:. The total
compensation for PCN orTCNcan be
2.5 times higher than HCN or PCN
who is employed at the headquarters.

But, MNCs need to address the. cost. .
~ issue within a broader framework of

what the company seeks to gain
through overseas assignments. The
asssignments appear more useful when
percelved as long-term investment:
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The most 1mportant charactenstlcs of

forelgn sub51d1ary are:

L

-Interdependence. Subsidiaries do not

“-operate as:closed systems. Typically,
- the have resource links to other units

within the MNC as well as ties to firms’

“and customers in host, home, and other

countries. ‘This interdependence cre-

“ates important implications for staff- -

ing. If a subsidiary has a high level of

-interdependence with the headquar-
‘ters, placing 'some PCNs in key

positions at that subsidiary facilitates
intraorganizational commumcatlon

‘and relations.

Complexity. Most MNCs are com-
prised of units that differ w1de1y in

" their level of complexity. Controlling

units that have disparate levels of

“complexity is difficult for MNCs."
"Complex tasks- imply-an increase in
- information' load, 1nformat10n diver-

sity, or rate -of ‘information change.

;b Consequently;- the ‘amount of infor-
.maWonprocessing necessary to control
“complex operations is much greater

_“than the information processing re-
“quired to control less complex units.
So; it is not surprising that PCNs-and/
or TCNs are more. preferable to be -

* assignéd to the complex units because

~they have more experience in main-

taining the speed of information pro-
cessing in such-units. The low speed
rate of information processing in-one
subsidiary may impede the informa-
tion flow of the whole MNC'’s net-
work.-

Control There are two types of

‘control: direct or behavioral -control

and indirect or output control (Phatak,
1989;:Davis; 1994a). One important
device of direct control is staffing of

- foreign subsidiaries by PCNs. On the

other hand, the indirect control mostly
relies on the periodical reports submit-
ted to the headquarters.

International Transfer

-~ Basically, the reasons for international

transfer are filling out the positions when
qualified HCNS ‘are unavailable or diffi-
cult to train, giving staffs international ex-
perience and train them for future impor-
tant tasks-in subsidiaries abroad or with
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fthe parent company (management devel—
opment reason) and: soc1ahzmg staffs and .

-reating. 1ntemat10nal communication net-
: work (orgamzatlonal developrnent reason)
. (Borg and,Ha.rzmg, 1995 pp 181- 183)

Eh TCNs transfer After'

'(Borg and Harzmg, 1995) ‘The ﬁrst step

is recruitment and selectlon Accordmg to
Dowhng, Schuler and. Welch (1994 p-

51), recrurtment is defmedas sea.rchmg for
' -and: obtaining potential: job candidates in
- sufficient numbers and quality so-that the
- organization can select the most. appropn— .
" ate. people. to: ﬁll its: _]Ob needs They de-
fine selection as the process of gathering.
*information: for the purposes. of .evaluat-

ing and deciding who-should be employed
in particular jobs: Con51der1ng the costs of
PCNs or TCNis failure, selecting. the ap-

- propriate staffs for overseas: assignmentis..
.important. What are. the- cntena usually
used in selectmg staffs forroverseas assrgn—
- .ment Here are. some important criteria; o
'*:"’technlcal ablhty, ‘managerial ‘skills; lan- .
~guage -ability; diplomacy: skills (mteractlve_'

fskrlls) cultural empathy‘adaptablhty and

 moves:to'a more i utral state After a pe—-
. nod of four tofive. years ‘the PCNs and/or".f .
TCNs is: neutrahzed 10 ‘some. extent Itis: ot 5
fan advantage 1f the personnel department

' .'-}’The last. step is: P

‘_whrch have close relatlons

it 'J_ex1t and is mternal_ly"
L ?-among its: components in

P _fundamental propertres of career systerns »
s ﬁrst, the movement into-and out of the firm

.- than entry Evels The assrgnment flo

phases (Dowllng, Schuler, and ‘Welch
1994): - -
1. Preparatlon which. 1nvolves develop-
‘ing plans for the future and gathenng
: vmformatlon about the new posistion.
2 Phys1cal relocation which refets to
" removing personal effects, breakmg
ties ‘with colleagues and fnends -and
- traveling to'the home country. .
* 3.-~Transition which means, setthng into
= {eIMPOIary accommodation, making
i arrangements for housmg and‘school-
ing, and-carrying out other adrmmstra—
_ tive tasks. .
: Readjustment and reestabhshment

" pattemsv ;,These models Wi

.mens1on descnbes the: cntena by
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-assignment and promotion decisions are
- made. In particular, the choice of individu-
als for assignments can be made primarily
on.the basis of their individual perfor-
mance or on the basis of their contribu-
tion to the general group. From these two
dimensions, the four models of career sys-
tems can be developed (see Figure 1).
The first model of career system is
academy. It rewards individual perfor-
mance and prefers to promote from within
(close to outside labor markets), and strives
to develop the members’ knowledge,
skills, and commitment. Staffs in the com-
pany that adopts academy, see professional
growth as a personal goal and a commu-
nity obligation. Most of the huge global
companies, such as Kodak, IBM, Apple,
P&G, GM, and Xerox, are the “academy
compames
The second model is club. It also uses

an internal labor supply, but pays more at-
tention to group factors in deciding assign-

ments. In club model, security and mem-
bership are the essence of commitment.
Such huge global companies as oil com-
panies, airlines, banks, and telecommuni-
cation companies adopt this model.
The third model of career system is
baseball team. It is:open to external labor
-markets at all levels, and assign and pro-

mote on the basis of individual merit. So,:

it relies upon skilled, individual perform-
" ers but with transferable talents that can
be taken to other members. In “the base-
ball companies”, the lack of employment
security heightens the pressure for creativ-
ity. The pool of risk-takers is not limited

to the internal labor market. The spirit is’

upbeat, and commitment is at a low level.
There are some huge global companies
which are “the baseball companies”: con-
‘sulting firms, software development com-
panies, banks, consumer products manu-
facturers, advertising companies; semi
conductor manufacturers, public relations
firms, and entertainment enterprises.

The last model is fortress. It places
commitment at a low level as well, and it
neither limits its labor supply channel nor
makes -assignments based on individual
-contributions. “The fortress companies”

may. hire and fire in reaction to market -

conditions, and these may be companies
never in control of their strategic environ-
‘ment because.of the highly competitive

nature of the business or the shortage of
key resources. The primary goal of such
companies is institutional survival. Some

huge -global companies which adopt this

model, for example, are hotels, retail com-

* panies, and publishing companies.

Which model is the most appropriate

depends on the types of the companies’

(Sonnenfeld and Peiperl, 1984; 1988). The
prospector companhies which thrive on
product innovation and the creation of new
markets usually adopt the baseball model.
The defender companies, the companies
with narrow product/market positions and
seek mastery over a ‘narrowly-defined
field, prefer the club model. The analyzer
companies which fall between the above

types.of companies, suppose to adopt the.. .
academy model. The reactor companies,
the companies which are buffeted by their

~ environment, have the fortress model pref-

erence..

Developmg A Global Staffmg
Strategy -

Every global company needs to de-
velop a global staffing strategy which con-
siders its internal and external conditions. -
This strategy is. very important to ensure
the consistency-of global staffing policies
inthe global company. I propose six phases
of developing'a global stafﬁng strategy as

. follows

Figure 1: Models of C#;je‘er Systéins

“FORTRESS—Retrenchment

BASEBALL TEAM——Recru:tment

External

/\ . Entry - . Entry :
. passive recruitment « primary. human resources practlce
« drawn to industry by own mterests/ « emphasis on credentials; expertise -
background ‘ | e recruit-at all-career stages
=+ selective turnaround recru1tment Development... . .
Development « ‘on-the-job.
« effort to retain core talent . little formal tralnmg
Exit Lo « “little succession plannlng
- layoffs frequent . '_ CExit. .
« respects seniority . high turnover
C e cross—employer career paths
SUPPLY o :
FLOW ) ] - - .
CLUB—Retention ACADEMY—Development
Entry Entry
« early career "o Strictly early career
« emphasis on reliability « ability to grow
Development . Development
« “as generalists « primary human resources pract|ce
« slow paths’ « training for specific jobs extensive
.« required steps -« tracking -and sponsorship.of high
« emphasis on commltment potential employees
Exit « elaborate career paths/Job Iadders
« low turnover Exit )
e retirement «-low turnover
Internal - retirement
, e dlsmlssal for poor performance
Group Individual

Contribution

Note:

ASSIGNMENT FLOW

‘Contribution

Adapted from “Staffmg pohcy as a strateglc response ‘A typology of career systems , by
Jeffrey A. Sonnenfeld and Maury A Pelperl 1988. In Human Resources Management: Readings
(p. 69) by Fred K. Foulkes (Ed ), 1989 Englewood ‘Cliffs, NJ: Prentice-Hall; Inc. Copynght by
Prentice-Hall, Inc. '
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iy d1mens1on v1ew 1nternal external-

e : present-and future)
5. Implementrng and executrng the global

ﬁ:stafﬁng strategy This phase- cons1sts -

k - -of Creating: cornrmtment among top

- managers whichiis hrghly important. in-
A :fa01l1tat1ng acceptahce and:gasy -
' - the, strategy; and °
“'seeing: what it will take to ‘make the )

ES 1mplementat1on

. strategy work: and to. reach.the target—

ed. performance on- schedule The

?strategy—1mplement1ng phase is eas11y

- :the most comphcated and"_ A1me-con— :

.- ity standards for the products are h1g
‘Bonne Bell, Inc. keeps do1ng careful re—
“search and testing to assure hi
: performance of its products

-mately 500 employegs in the United-S
Canada and Australia, The: global stafﬁn
- approach used is the polycentnc approac
- It means Bonne Bell Ing, staffs lts ub,
sidiaries with- HCNs whxle P

B Ohlo . There-are some reason
»}'r,»Bell Ine: 1mplements suchap oach;
are: as follows

its products 1s young people and the qual—'i B

. In supporting its, worldW1de "per 2
trons Bonne Bell, Inc employs approxi

positions atthe headquarters 1n Lakewood o




why Bonne Bell, Inc. adopts this model is. . .
‘because the competition in the cosmetic -

industry is very keen, and one key success
factor to survive in that kind of environ-
ment is the creativity. Bonne Bell, Inc.
seems to realize that the baseball team
model can heighten the. pressure for cre-

. ativity although it can alsoreduce the em-

ployment security and the émployees’
commitment to the company. So far, the
implementation of baseball team model
has no significant negative effects for the
company, and if such minor negative ef-
fects exist, they will be written off by the
increase of employees’ creativity.
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