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Abstract 

Theories and research findings on expatriate adjustment were examined to gain a 
better understanding of the adjustment process. Empirical studies have been hnited to 
focusing on the failure rates of expatriates rather than their adjustment capacity in foreign 
societies. Few studies have attempted to assess the level of adjustment for both American 
and Japanese expatriates in the same cultural environment. Future studies need to 
investigate how much more well-adjusted one group of expatriates is over another in 

different cultural settings, the differences in their adjustment to the different facets of 
cross-cultural adjustment, and the factors that enable one group to outperform the other 

group. 

I , Introduction 

Expatriates confront numerous obstacles, both in the overseas workplace and in 
the foreign society in which they reside: culture shock, differences in work-related 
norms, isolation, homesickness, differences in housing, language, customs, sex 
roles, and cost of living, to name a few (Mendenhall, Dunbar, and Oddou, 1987). 

Given the barrage of cross- cultural obstacles that every expatriate must 
confront, it is in the interest of the expatriates to understand what factors 
influence their adjustment and how well they adjust. Because the cost of 

* Three anonymous reviewers for this journal provided valuable comments and suggestions 
in preparing the revision. 
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maintaining a manager in an overseas post averages about US$250,000 per year 
(Black, 1988; Misa and Fabricatore, 1979), companies can also benefit greatly 
from learning more about the phenomenon of adjustment. 

Much of the general interest in cross-cultural adjustment began with Lysgaard's 
(1955) study of the adjustment of Nonveigian students who received Fulbright 
scholarships. While research has been going on for over 30 years, many 
shortcomings and gaps still remain. According to Brein and David (1971), one of 
the major problems in understanding the topic of expatriate adjustment is that 
the approaches of various investigators have been very divergent. Thus, it is 
either difficult to interrelate their findings or to develop any consistency among 
the factors deemed relevant to intercultural adjustment. 

The limited representativeness of the research samples also poses another 
problem. Church (1982) noted that most of the research he reviewed used 
students as the sample population or examined the adjustment of Americans in 
foreign countries. Additionally, until recently, few studies had examined the 
adjustment of American businessmen or expatriate employees s e ~ n g  in 

temporary international assignments (e.g., Baker and Ivancevich, 197 1 ; Black, 
1988; Earley, 1987; Hawes and Kealey, 1981; Lee and Larwood, 1983; Misa and 
Fabricatore, 1979; Tung, 1982). The adjustment of foreign employees has received 
even less attention. 

A hrther limitation lies in the choice of research respondents. Some studies 
have asked human resource decision makers for their opinions about important 
antecedents to cross-cultural adjustment of international personnel (lhng, 198 1 ; 

1988). These empirical studies have provided important but limited results (Black 
and Gregersen, 1991), as assessing the determinants of cross-cultural adjustment 
through a third party's view may fail to reflect the actual situation faced by the 
expatriate. Relatively few empirical studies have examined the problem from the 
perspective of actual expatriates. 

As the level of internationalization of the business world increases, the need for 
managers to live and work in foreign countries also increases. It is therefore 
important to gain a better understanding of the adjustment process. For 
companies attempting to compete in an international business environment, 
understanding and managing effective adjustment of expatriate employees has 
become an important personnel issue. 

The main purposes of this study are (1) to review the theoretical and empirical 
development of the concept of cross-cultural adjustment, (2) to examine critical 
dimensions of the corss-cultural adjustment concept, (3) to understand the 
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diversity and complexity of the adjustment process and (4) to iden* critical 
issues in the studies of cross-cultural adjustment by reviewing studies reporting 
the adjustment capabilities and patterns of two "culturally distantw groups, 
American and Japanese expatriates. Through comparison and contrast of these 
two groups, both universal adjustment issues and culture-specific adjustment 
issues are expected to manifest. 

This paper will be organized as follows. First, the previous literature on 
cross-cultural adjustment will be reviewed, with specific interest on the 
conceptualization and the existing theories and models of cross-cultural 
adjustment. The determinants of adjustment will also be examined. Then, the 
adjustment issues reported and discussed in past studies involving samples of 
American and Japanese expatriates will be examined. 

I1 . Concept of Adjustment 

1. Defmitions of Adjustment 

A major difficulty with research on culture contact has been the lack of clarity 
about what constitutes "adjustmentw (Brein and David, 1971; Church, 1982) and 
how it changes over time. Before proceeding further, it is important to define 
what is meant by adjustment. 

Adjustment has been conceptualized in basically two different ways. The first 
conceptualization relates to the degree of psychological adjustment experienced by 
the individual or the degree of psychological comfort and f d a r i t y  that 
individual has for the new environment (Mendenhall and Oddou, 1985). Some 
scholars have tried to measure this adjustment directly (Black, 1988; Earley, 
1987) while others have viewed other variables as appropriate proxies. Numerous 
variables that have been utilized as indices of "adjustmentw include satisfaction 
(Abe and Wiseman, 1983; Torbiorn, 1982; Gudykunst, et. al., 1977). feelings of 
acceptance and coping with everyday activities (Brislin, 1981). as well as 
acquisition of culturally appropriate behavior and skills (Bochner, Lin, and 
McLeod, 1980; Furnharn and Bochner, 1986). 

The second conceptualization of degree of adjustment has focused on more 
objective data, such as performance ratings obtained from independent sources 
(Earley, 1987; Hawes and Kealey, 1981). However, some scholars have 
maintained that adjustment is a construct of the individual's affective 
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psychological response to the new environment and that variables, such as job 
performance and turnover, should not be thought of as 'objective measures of 
adjustment," but rather as outcome variables that might be influenced by the 
degree of adjustment (Mendenhall and Oddou, 1985; Black, 1988). 

Searle and Ward (1990), however, argued that adjustment during cross-cultural 
transitions can be broadly divided into two categories: psychological adjustment 
and sociocultural adjustment. Here, psychological adjustment is the feeling of 
well-being and satisfaction and sociocultural adjustment is the ability to 'fit in" 
and negotiate interactive aspects of the new culture. 

2. Dimensions of Cross-Cultural Adjustment 

Even when the definition of adjustment is specified as the degree of 
psychological comfort and familiarity an individual feels for the new culture and 
situation, researchers have disagreed as to whether adjustment is a unitary or 
multi-faceted phenomenon. Researchers who have viewed adjustment as a 
singular, unified construct have generally focused on an individual's adjustment 
to the general environment or culture of the foreign country (Torbiorn, 1982; 
Tung, 1988). Other researchers have taken a more multi-faceted perspective of 
adjustment, focusing on the work situation and the general environment (Black, 
1988). Still other researchers have focused on adjustment to interacting with host 
nationals, separating interactions with host nationals from other aspects of the 
general environment, such as food, weather, and transportation system (Brein 
and David, 1971; Hawes and Kealey, 1981). Recently, Black and Stephens (1989) 
and Black (1990a. c) argued for and found empirical support for three facets of 
cross-cultural adjustment: work adjustment, interaction adjustment, and general 
adjustment. The above Literature suggests that adjustment could be measured in 
terms of adjustment to the general environment, to work situation, and to 
interaction with host nationals. The reason for distinguishing among these three 
facets of adjustment is that not all important factors are related equally, or even 
at all, to all three adjustment dimensions. Different antecedents were related to 
merent facets of adjustment (Black & Gregersen, 1991). Although these major 
dimensions were developed initially based on the experience of American 
managers overseas, it is interesting to note that research (Black, 1988; 1990a; 
Black & Gregersen, 1991) has found strong evidence that Japanese managers 
sent on foreign assignments experienced the same three facets of adjustment. 
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Adjustment to the Job 
According to Black, Gregersen, & Mendenhall (1992), adjustment to the job is 

the easiest of the three dimensions of adjustment for both American and 
Japanese expatriate managers, primarily because job adjustment is aided by 
similarities in procedures, policies, and requirements of the foreign operation and 
home-country operation tasks. However, adjustment to this dimension is not as 
smooth as imagined. Effort is still needed to adjust because the corporate culture 
of the foreign subsidiary may differ from what the expatriate was used to back 
home. In addition, differences in national culture may also dictate different ways 
of doing things. 

Adjustment to Interaction 
For American and Japanese expatriates, this is generally the most dmcult 

dimension of adjustment, primarily because it is in interactions with 
host-country nationals that differences in perceptions, beliefs, and values 
emerge. Different cultures have different rules to guide the proper functioning 
of individuals within their respective societies. As a result of all these 
differences, conflicts and misunderstandings may arise between newcomers 
entering the foreign culture and the host nationals. This can lead to anxiety, 
anger and depression, which ultimately hinder adjustment. This problem is 
especially acute, given that values and assumptions are those aspects of the 
culture that are not directly visible to outsiders and are, therefore, the most 
difficult to understand. To come to grips with these values and assumptions, 
the expatriate must live and work in the foreign culture for a substantially long 
period of time. 

Adjustment to the General Non-Work Environment 
This is the dimension that typically has been the focus of many cross-cultural 

adjustment researchers (Torbiorn, 1982; Hawes and Kealey, 198 1). This 
dimension includes such issues as food, housing, shopping, and health care. In 
terrns of difficulty, this dimension generally falls between job and interaction 
adjustment for both Japanese and American managers. 

III. Review of Theory and Research on Adjustment 

In the last few decades, research in the area of cross-cultural adjustment, 
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concentrating on such diverse groups as immigrants, refugees, and sojourners, 
has flourished. The expanding field, however, has been plagued by a variety of 
problems, in particular, the lack of consensus across studies as to the 
appropriate theoretical framework for adjustment and the lack of agreement on 
definitions of key constructs. A review of the literature shows that there are 
various models, frameworks, and perspectives on cross-cultural adjustment 
existing in the field. 

1. U-Curve Function of Adjustment 

Cross-cultural adjustment takes place over time. People do not adjust to living 
and workmg in a foreign culture immediately. Lysgaard (1955) was one of the 
first to suggest that sojourners pass through a series of stages of adjustment 
that take the form of a U-curve. The U-curve essentially describes the course of 
adjustment of sojourners abroad. According to this view, people tend to start off 
their sojourn in good shape. Their well-being may even increase a little with 
entry into a new culture. Later, as they come to grips with the foreign culture, 
their sense of well-being declines. Then as they learn to cope, they come to feel 
better about themselves and the world around them. The U-shaped pattern has 
been reported for expatriates and students, among others, residing in a particular 
location on a temporary basis. 

However, the U-curve hypothesis has received surprisingly little empirical 
support. There is a good deal of anecdotal evidence, but Church (1982: 542), in 

his review of the literature, concluded that evidence for the U-curve is "weak, 
inconclusive, and overgeneralized." There are, according to him, about as many 
studies confuming as disconfirming the U-curve, and the most comprehensive 
study to date (Klineberg and Hull, 1979) found no support for the U-curve 
hypothesis. Fumham and Bochner (1986: 132) point out that the rate of cultural 
learning is not the same across sojourners and that the U-curve hypothesis is 
too vague and too generalized to be of much use in predicting or understanding 
sojourner adjustment." Gullick (1988) suggests that cultural adaptation is best 
viewed as a learning process depicted by step or cyclical models rather than 
U-shaped diagrams. 

2. W-Curve Function of Adjustment 

Initially, because studies were limited to the sojourner's adjustment within the 
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host culture, researchers reported a U-curve function of adjustment. The U-curve, 
however, has been extended by Gullahorn & Gullahorn (1963) into a W-curve. 
This is essentially an extension of the single U-curve to a double U-curve. It 
encompasses both the sojourner's adaptation to a foreign culture and his or her 
readjustment to home culture. The W-curve may be a more comprehensive 
description of the adjustment process. It represents the adjustment of the 
sojourner along a temporal dimension. In a very general manner, the sojourner 
tends to undergo a decline in adjustment shortly after entering a foreign culture, 
which is followed by a recovery stage with a resultant increase in adjustment; 
then, on returning home, the sojourner undergoes another decrease in 
adjustment followed by a second stage of recovery. 

3. Culture Shock 

Rather than describing adjustment strictly in terms of curve functions, other 
researchers (Hall, 1959; Oberg, 1960; Bock, 1970; Lundstedt, 1963) have 
portrayed adjustment in verbal terms as a series of sequential stages. Culture 
shock is a phenomenon that occurs during this adjusment process. Although 
differing with respect to the numbers and kinds of stages, culture shock bears a 
close resemblance to one or more aspects of the U and W phenomena. 

According to Oberg (1960), culture shock refers to the disorientation and 
anxiety experienced by sojourners in cross-cultural transition. It is the natural 
outcome of adjusting to a new culture-its customs, language, norms, etc.-and 
usually includes such symptoms as anxiety, irritability, and psychological 
discomfort. 

There are four key stages in the overseas experience reflecting an individual's 
psychological and cultural adjustment to a new environment. Stage one is a 
period of incubation, during which time the sojourner may feel highly elated. 
Stage two is a period of crisis resulting from the genuine difficulties that the 
sojourner may begin to encounter in a different culture. At this stage, the 
activities of daily living that has been previously taken for granted become 
insurmountable problems. Culture shock occurs at the transition between stage 
two and stage three, when the person has received the maximum amount of 
negative feedback but as yet has very little idea as to what is appropriate 
behavior. (In the U-curve, this is represented by the trough in the adjustment 
curve.) Stage three is a period of recovery in which the sojourner begins to 
understand some of the cues of the host culture. Stage four is the complete 
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period of recovery in which the sojourner accepts the host culture. (Researchers 
found that not all individual experienced the same degree of culture shock.) 

Although different writers may emphasize different aspects of culture shock, 

their descriptions of the causes, content and symptoms of this phenomenon are 
all quite similar. Hall (1959: 156) defined culture shock as a removal or 
distortion of many of the familiar cues one encounters at home and the 
substitution for them of other cues which are strange. Bock (1970) described 
culture shock as a disturbing feeling of disorientation and helplessness resulting 
from exposure to alien society. Lundstedt (1963) described culture shock as a 
reaction to stress in an environment where the satisfaction of important 

psychological and physical demands is usually uncertain and difficult to foresee. 

4. Clinical Model of Adjustment 

Clinical models have conventionally drawn on the role of personality, life events 
or changes, losses, and social supports, all which facilitate or impede the 
adjustment process (e.g., Adelrnan, 1988; Feinstein and Ward, 1990; Fontaine, 
1986). Unfortunately, research in this domain has not been well-integrated. Early 
research considered a host of personality traits in relation to psychological and 
social adaptation. Such traits include authoritarianism (Brislin, 1 98 1 ; Mischel, 
1965; David, 1971) and flexibility (David, 1971; Gullahorn and Gullahorn, 1963; 
Sewell and Davidsen, 1961). Later research, however, has suggested that these 
variables may interact with characteristics of the host culture (Searle and Ward, 
1990; Church, 1982). As an attempt to synthesize clinically oriented research on 
the cross-cultural adjustment process, Searle & Ward (1990) suggested that the 
effects of life changes (sojourns) should be examined jointly with the nature of 
the changes (e.g., intensity, cultural context) and the characteristics of the 
individual (e.g., personality) within a stress and coping framework. According to 
them, it is the interaction of these three variables that determine adjustment to a 
foreign milieu. 

5. Social Skill Learning Model of Adjustment 

The social skill learning perspective is probably the most popular in current 
research on cross-cultural transitions, as is exemplified by Brislin's (1981) cultural 
learning approach and Furnham and Bochner's (1986) social skills model. This 
perspective emphasizes the acquisition of culturally appropriate skills and 
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behaviors through contact with host nationals, cross-cultural experience and 
training (e.g., Fumham and Bochner, 1982). Much of the research on the impact 

of cross-cultural experience has examined its effects on psychological well-being. 
Variables that were studied include previous experience (Church, 1982; Prutti, 

1978) and the impact of cross-cultural training (e.g., Fiedler, Mitchell, and 
Triandis, 1971; Randolph, Landis, and Tzeng, 1977). The skill learning 
approaches acknowledge the importance of interpersonal relationships but speclfy 
that friendships with hosts are crucial for learning the skills of a new culture. 
From this perspective, it is postulated that cross-cultural problems arise because 
sojourners have difficulty negotiating daily social encounters. This is supported 
by Furnham and Bochner's (1982) findings that a sigruficant relationship exists 
between culture distance and social difficulty in the host culture, and by Arrnes 
and Ward's research ( 1989), which demonstrates that increased contact with 
locals improves socio-cultural expertise. 

6. Social Cognition Model of Adjustment 

The social cognition approach has been less well developed than other 
approaches. It shifts the emphasis away from skills and highhghts the 
importance of variables, such as attitudes, values, self-concept, expectations, and 
perceptions, in the cross-cultural adjustment process (Armes and Ward, 1989; 
Weissman and Furnham, 1987; Wong-Reiger, 1984). Armes and Ward (1989). for 
example, found that favorable attitudes towards the host country are associated 
with self-reports of psychological well-being. Also, ethnocentric attitudes are 
believed to impede sojourner adjustment (Brislin, 1981; Church, 1982). Although 
some researchers argue that a moderate amount of social distance may be 
conducive for good inter- group relations (Maretzki, 1969). it may be inferred 
from research on in-group/out-group dynamics that high degrees of social 
distance will exacerbate adjustment problems (Bochner, 1982; Jaspars and 
Hewstone, 1982). 

IV . Adjustment Issues of American and Japanes Expatriates 

Most of the scientific research that has studied the adjustment of managers 
working and living abroad has focused on Americans working overseas. Although 
recently, work has also been done on Japanese expatriates, the number of such 
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studies is still limited compared to those done on American expatriates. 

1. Previous Studies on American Expatriates 

Most studies on American expatriates, to date, focused mainly on their 
managerial effectiveness in overseas positions (Tung, 1987; Black and Porter, 
1991). Much of the emphasis of these studies has been to identlfir whether the 
assignment was considered a "successw or "failure." In these studies, the principal 
measures for the relative success or failure of an assignment were not indicators 
of expatriate efficiency, effectiveness, or adjustability. Rather, success or failure 
was measured based on statistics reporting dismissal from an assignment or 
early repatriation to the home country. These studies, while important, provided 
only limited information on the actual cross-cultural adjustment of expatriates. 

Other studies focused on the determinants of expatriate satisfaction (Torbiorn, 
1982) and adjustment (Black, 1990b; Black and Gregersen, 1991), their 
acculturation profile (Mendenhall and Oddou, 1985; 1986), the reasons for their 
high failure rates and ways of enhancing their success mng ,  1987; 1988), and 
their work role transitions (Black, 1988). Still other studies focused on the 
organizational point of view (Misa and Fabricatore, 1979; Tung, 1981; 1988), 
rather than examine the problem from the perspective of the actual expatriates 
(Black, 1988; Torbiorn, 1982; Weissman and Funham, 1987). In such studies, 
adjustment was not measured by soliciting the views of the actual expatriates; 
instead, the opinions of the corporate decision makers were sought regarding the 

adjustment of the expatriates within their companies. Clearly, assessing the 
adjustment of the expatriates through a third-party view can at times lead to 
inaccurate conclusions. In any case, most attention has been given to the areas 
of American expatriate personnel selection W g ,  1981; Oddou and Mendenhall, 
1984; 1985; Zeira and Banai, 1985; Mendenhall, Dunbar and Oddou, 1987; Abe 
and Wiseman, 1983; Stening, 1979; Hawes and Kealey, 1981; Church, 1982), 
training (Kom-Ferry International, 198 1; Tung, 198 1; Black and Mendenhall, 

1990; Earley, 1987; Mendenhall and Oddou, 1985), and to a lesser extent, career 
pathing (Mendenhall et. al., 1987; Schein, 1971; 1978). 

Black (1988), in a study of work role transitions of American expatriate 
managers in Japan, found support for the multi-faceted phenomenon of 
cross-cultural adjustment. Black and Gregersen ( 199 1) examined the impact of 
job, personal, and general factors on the various facets of cross- cultural 
adjustment based on data collected from American expatriate managers on Pacific 
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Rim assignments (Japan. Hong Kong, Korea, and Taiwan). Unlike Black (1988). 
Black & Gregersen (1991) further subdivide adjustment to include a third 
dimension-interaction adjustment. The results of the study indicate that different 
antecedents were related to different facets of adjustment (see Table 1). 

Table 1. A Summary of the Antecedents to the Cross-Cultural Adjustment 
of American and Japanese Expatriates. 

American Japanese 

(A) Antecedents to Work Adjustment 
1. Role ambiguity 
2. Role discretion 
3. Role conflict 
4. Association with host nationals 
5. Motivation for overseas assignment 
6. Spouse adjustment 
7. Predeparture knowledge 
8. Prior overseas experience 

(B) Antecedents to Interaction Adjustment 
1. Spouse adjustment 
2. Predeparture knowledge 
3. Association with host nationals 
4. Self-initiated cross-culture training ( C W  
5. Company-provided CCT 

(C) Antecedents to General Adjustment 
1. Predeparture knowledge 
2. Family/ Spouse adjustment 
3. Association with host nationals 
4. Motivation for overseas assignment 
5. Role discretion 

Note: + denotes positive relationship 
- denotes negative relationship 
+/- denotes both positive and negative relationships 
0 denotes lack of any relationships 
NA denotes not applicable (the variable has not been tested) 
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2. Previous Studies on Japanese Expatriates 

Very few studies have examined the adjustment of Japanese as sojourners in 
foreign countries. Abe and Wiseman (1983) studied the adjustment of 57 
Japanese students who were studying in America and found that (1) the ability 

to communicate interpersonally, (2) the ability to adjust to different cultures, (3) 

the ability to deal with different social systems, (4) the ability to establish 
personal relationships, and (5) the ability to understand other people were rated 
by the 57 Japanese students as important personal dimensions for being able to 
adjust to living in America. However, there was no test to ver@ if indeed these 

dimensions were important. Tung's works (1982, 1984) are some of the earliest 
research on Japanese expatriates. However, her studies examined the policies 
and practices of 35 Japanese firms and did not study the adjustment of specific 
Japanese expatriates. 

Black (1990~) studied the factors that relate to the adjustment of Japanese 
expatriates in America. He tested the relationship of various personal 
characteristics (cultural flexibility, social orientation, willingness to communicate, 
ethnocentricity, and conflict resolution orientation) to the three facets of 
adjustment (job, interaction, and general) for Japanese expatriate managers in 
America. The results provide tentative support for a three-faceted conceptualization 
of adjustment with five personal dimen- sions important in adjustment. With the 
exception of ethnocentricity, all personal dimensions were significantly related to 
the three facets of adjustment. 

In another study, Black (1990a) examined the factors that relate to the 
adjustment of Japanese expatriate managers in America. Variables such as 
individual factors, job-related factors, non-work factors, and organiza- tional 
factors were tested for their relationships to the above three facets of 
cross-cultural adjustment. Different antecedents were again, found to be related 
to the different facets of adjustment, as in the case for the American sample (see 
Table 1). 

3. The Adjustment Pattern of American and Japanese Expatriates 

Very few studies seek to systematically compare American and Japanese 
expatriates. Among those few that did, comparisons were mainly made in the 
areas of failure rates, magnitude of difficulties encountered, and perceived 
satisfaction in functioning in the foreign cultures (Tung, 1982; 1987; Stening, 
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1990; Stening and Hammer, 1992). These studies did not focus on the 
differences between American and Japanese expatriates in terms of adjustment to 
the three facets: job, interaction, and general non-working environment; of 
cross-cultural adjustment. 

In her study, Tung (1982) found that a majority of Japanese firms had 
expatriate failure rates (expatriates who returned early from their overseas 
assignment) of less than 5 percent, while American firms had failure rates of 
between 10 and 40 percent. Tung (1982) also found that 57 percent of the 
Japanese firms in her sample provide pre-departure cross-culture training (CCT) 

compared to only 32 percent of the American firms. In both cases, training was 
related to a lower failure rate. 

Reasons for the Failure of American and Japanese -es Overseas 
The principal reasons Tung(1988) found for the failure of American and 

Japanese expatriates in foreign cultures are as follows: (in descending order of 
importance) 

American Expatriates 

1. Inability of the manager's spouse to 

adjust to a different physical or 

cultural environment 

2. Manager's inability to adapt to a 

different physical or cultural envi- 

ronment 

3. Other family-related problems 

4. Manager's personality or emo- 

tional immaturity 

5. Manager's inability to cope with the 

responsibilities posed by overseas 

work 

6. Manager's lack of technical com- 

petence 

7. Manager's lack of motivation to 

work overseas 

Japanese Expatriates 

1. Inability of the manager to cope 

with the larger responsibilities 

posed by overseas work 

2. Manager's inability to adapt to a 

different physical or cultural envi- 

ronment 

3. Manager's personality or emo- 
tional immaturity 

4. Manager's lack of technical com- 

petence for job assignments 

5. Inability of the manager's spouse to 

adjust to a different physical or 

cultural environment 

6. Manager's lack of motivation to 

work overseas 

7. Other family-related problems 
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As shown, problematic family situations and lack of relational skills (individual 
inability to deal effectively with clients, superiors, peers, and subordinates in a 
foreign environment) are the main reasons for American expatriate failure 
overseas. This highlights the crucial role in the U.S. sample of the family in 
influencing successful performance. 

The rank ordering of reasons for failure cited by Japanese multinational 
companies (MNCs) is very different from that cited by their U.S. counterparts. For 
Japanese firms, the manager's inability to cope with the larger responsibilities 
posed by overseas work emerged as the most important factor for failure. Tung 
(1988) speculated that this could stem from unique characteristics of the 
Japanese management system, but did not provide further explanation. 

Unlike American expatriates, spouse factor was not found to be important in 
accounting for the failure of Japanese expatriates. This does not come as a 
surprise considering the role and status Japanese culture relegates to the 
spouse. According to Tung (1987). Japanese wives are generally more obedient 
and dependent than American wives. Given the greater emphasis on face-saving, 
a Japanese woman would not want to fail in her role as a wife by complaining 
about the problems encountered while living in a foreign country. 

Tung (1984) speculated on two causes for the lower failure rates in the 
Japanese sample. Firstly, the lower rate might be due to the fact that Japanese 
expatriates actually adjust better to their assignments than their Americans 
counterparts. However, the researcher is of the view that failure rate should not, 
strictly speaking, be used as a proxy for adjustment. This is because failure 
rates may reflect the difference in the conditions of the internal and external 
labor market and career patterns in the respective MNCs. Nevertheless, one 
should bear in mind that failure rate does correlate with adjustment; an 
expatriate who experiences great difficulty in adjusting to the foreign culture 
generally has a higher probability of failing the assignment. 

Alternatively, there may be differences in human resource policies and practices 
between U.S. and Japanese firms that account for the differences in American 
and Japanese expatriates* adjustment ability. Based on the interviews conducted 
by Tung (1987), the following list highlights several apparent common 
denominators to successfid performance among Japanese multinationals. 

1. Their long-term orientation regarding overall planning and performance 
assessment 

2. Use of more rigorous training programs to prepare candidates for overseas 
assignments 
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3. Provisions of a comprehensive expatriate support system 
4. Overall qualification of candidates for overseas assignment 
5. Restricted job mobility 

Inter-Cultural Eflectiueness of American and Japanese Eqx&iates 
Stening (1990) examines the difficulties confronted by American and Japanese 

expatriates in Thailand. The results show that there are differences in the 
magnitude of the difficulties encountered by American and Japanese in adapting 
to particular aspects of life in Thailand. However, somewhat surprisingly, both 
groups of expatriates shared a remarkably similar perspective on the nature and 
relative importance of the dmculties. In assessing American and Japanese 
managers's self- perceptions of their abilities to adjust to their assignment in 
Thailand, it was found that there are significant differences between the means of 
the two groups on 13 of 24 ability items. Americans felt si@icantly more able 
than Japanese with respect to 12 of these items: (1) dealing with unfhrniliar 
situations, (2) changes in lifestyle, (3) financial difficulties, (4) different political 
systems, (5) different social customs, (6) unforeseen problems, (7) entering into 
meaningful dialogue with others, (8) different communication systems, (9) different 
educational systems, (10) under- standing the feelings of others, (11) empathmng 
with another person, and (12) effectively working with other people. The only item 
on which Japanese felt more able than American was "communicating in Thai." 
These findings seem to suggest that the American expatriates's degree of 
satisfaction and their view of their own effectiveness in Thailand were 
si@icantly greater than that of their Japanese counterparts. This result seems 
to confirm Tung's speculations that failure rates may reflect the difference in the 
conditions of the internal and external labor market and career patterns of the 
MNCs and that the differences in human resource policies and practices between 
U.S. and Japanese firms account for the differences in American and Japanese 
expatriates' adjustment ability. 

Important Abilities Ranked by American and Japanese Expatriates 

In the same study (Stening, 1990), American and Japanese expatriates' views 
on the importance of various abilities were assessed. The two groups are quite in 
agreement with each other on the important abilities. This suggests that 
similarities do exist between these two groups of culturally distinct expatriates. 
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American expatriates 
Ability to ... 
(1) work effectively with other people 
(2) cope effectively with frustration 

(3) deal effectively with communication 
misunderstandings 

(4) understand accurately the feelings 
of others 

Japanese expatriates 
Ability to ... 

(1) deal effectively with stress 
(2) understand accurately the 

other's point of view 
(3) work effectively with other 

people 
(4) cope effectively with 

frustration 

Atfitudinal Dffmences between American and Japanese Expatriates 
Stening and Hammer (1992) found that Japanese and American managers differ 

sigmficantly in their attitudinal satisfaction regarding living in a foreign culture, 
perceived effectiveness in functioning well in a foreign culture, and judged 
intercultural abilities in managing stress, communicating effectively, and 
developing satisfymg relationships. These fmdings also suggest that, from the 
respondents' own assessments, Japanese managers had less favorable attitudes 
toward their intercultural experience and their social skills compared to American 
managers. When comparing the perceptions of American managers and Japanese 
managers in Thailand, it was found that the Japanese perceived themselves as 
(1) sigm£icantly less satisfied with living in the host culture, (2) sigmficantly less 
effective in functioning in the host culture, and (3) siwicantly lower in their 
ability to establish intercultural relationships. The root of these differences may 
lie in the different cultural and historical traditions of each country (Linowes, 
1993); that is, while Americans were exposed to cultural and ethnic diversity due 
to waves of immigrants who came in search of better opportunities, Japanese 
historically lived in a self- contained fashion with a large, homogeneous 
population based in communal villages and urban settings. 

V . Conclusion 

In conclusion, empirical studies have been limiting by focusing on the failure 
rates of expatriates rather than on their adjustment capacity in foreign societies. 
Few studies have attempted to assess the level of adjustment for both American 
and Japanese expatriates in the same cultural environment; it is therefore not 
possible to come up with definite, conclusive similarities and differences between 
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the two groups with respect to adjustment. Future studies need to investigate the 
adjustment capacity of American and Japanese expatriates through systematic 
and longitudinal observation of (1) how much more well- adjusted one group of 
expatriates is over the other in various cultures, (2) the differences in their 
adjustment capabilities with respect to different facts of cross cultural 
adjustment, (3) the factors that enable one group to outperform the other group, 
and (4) the impact of different work patterns and human resource policies of 
American and Japanese MNCs on adjustment capability of their expatriates. 
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