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Abstract

The movement of human resources across nationdet®has become a common practice in multinational
organizations. The challenges international hurespurces face have become a subject of intengeshia the
field of industrial and organizational psychologpdahuman resource management. In view of this, the
researchers investigated the influence of nationkiire on work adjustment, intention to leave remsintry and
organizational commitment among expatriates in @habross-sectional survey design was employed to
investigate differences in work adjustment, intemtito leave and organizational commitment between
expatriates from collectivist and individualistialures. Data were collected from 111 expatriassgireliable
research questionnaires. Independent t-test wabktagest the hypotheses. It was observed thattexies from
collectivist cultures had fewer problems with adijpsnt than their counterparts from individualistidtures. It
was also observed that, expatriates from colletttisilltures had less intention of leaving the tostntry and
significantly high level of organizational commitntecompared to their counterparts from individuadis
cultures. The findings are consistent with the pessulture fit theory. The implications for crossiaral
personnel selection and expatriates behaviouriaceissed.

Keywords: National Culture, Work Adjustment, Intention to Mea Expatriates, Organizational Commitment,
Person-Culture Fit Theory, Ghana

Introduction

The national culture of people imprint on themicat values which governs their behaviour. The emiof
national culture has become very important in exgigt studies due to the criss-crossing of empleysross
national borders of countries. The concept of maticulture was popularized by Hofstede (1980) \vhbis
famous study of the national cultures of peoplectated that, people can generally be grouped iittere
collectivist or individualistic culture dimensiongth people from Africa and Asia falling under thellectivist
and those from Europe and the Americas falling wride individualistic orientation. Because indivads are
born into a culture, have stayed, accepted and gmewvith those cultural values, they generally videl
comfortable staying in an environment that suitdrtpersonality. Thus, expatriates from individed cultures
working Ghana will experience “culture conflict’vgin that the Ghanaian culture is predominantlyectilvist
(Hofstede, 1980).Psychologically, when an individigain a state of discomfort, then the likelihood that
person exhibiting negative behaviours or doing géng possible to exit that environment is higlikely. This
is an experience expatriates from individualistittures are likely to be confronted with as a resfilculture
shock (Oberg, 1960).

Globalization has resulted in the emergence of egbas as an important category of global trawe(&elmer,
2002). For the purposes of this research an egpatis a person who lives or works outside of hiser own
home country on a non-permanent basis. The impactrass-cultural experiences for expatriates hasnbe
conceptualized as culture shock (Oberg, 1960).udrikhock has been described as the “multifacedeerience
resulting from numerous stressors occurring in &cintvith a different culture” (Winkelman, 1994, p21).
Culture shock is characterized by the feelingsrofiety that result from losing familiar signs anghols of
social intercourse (Oberg, 1960). Cross-cultur@oenters can result in strain, a sense of lossdapdivation,
experiences of rejection, feelings of impotencehelplessness, and role confusion (Furnham, 199Zrg)b
1960). These experiences may result in expatriafgng behaviors designed to either diminish emaetion
distress or to actively seek to change the oridithe stress (Selmer, 1999). Behavioral responsgs in turn,
be shaped by available social resources (Lazarusolkman, 1984). It is against this backdrop, tHzd t
researchers intimate that expatriates from indisdidtic cultures working in Ghana will be confrodtevith
serious adjustment problems, demonstrate high tioterio go back and also show less commitment & th
organization in the host country (Ghana) due te fiienomenon of “culture conflict” of culture shobk view
of this, the researchers sought to empirically eranthe influence of national culture (collectiviahd
individualistic dimensions) on expatriates workwsdinent, intention to leave and organizational cément.
Statement of Problem

The behaviour of employee’s is vital for the suscetorganizations. The present study sought @ diat how
national cultures influence expatriates work adiestt, intention to leave and organizational comraittnit has
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been established that, culture greatly influendeb®ur (Hofstede, 1980). The national culture miradividual
imbibes in the person specific values, norms arlgfsewhich reinforce certain behaviours from tiperson.
Likewise, someone with a predominantly collectivsientation has his/her behaviour fashioned by ¢héure.
In this era of globalization, expatriation has beeovery common. This has created a situation wheople
from different cultures find themselves working different cultures. Unfortunately, this has thedemncy to
throw expatriates off their feet as some tend taol fihemselves in a country with value systems cetapl
different (collectivist/individualistic) from theipredominant national culture (collectivist/indivalistic). In
view of this, the researchers sought to examine Hdferences in national cultures produce diffeesin
expatriates work adjustment, intention to leavet hation, and organizational commitment in hostamat
Objectives of the Study
The study sought to:
« Investigate differences in expatriate work adjustméetween expatriates from collectivist and
individualistic cultures
e To examine differences in intention to leave hosttiam/country between expatriates from
individualistic and collectivist cultures
« To find out differences in organizational commitrhdretween expatriates from individualistic and
collectivist cultures
Literature Review
Per son-Culture Fit Theory
The researchers drew inspiration from the famousgpeorganization fit theory which views fit as gouence
between the values of the person and an organiz&fibatman, 1989). Theories of fit, person-job pedson-
organization fit emerged from research in the figldndustrial and organizational psychology (Chaim1989;
Kristof-Brown, Zimmerman, & Johnson, 2005). The cept of fit helps in understanding behaviour by
considering both the individual and the environmanwhich the person operates. Thus, the interadietween
the individual and environment is important becatlse individuals influence, and are influenced begit
situations (Chatman, 1989). The researchers comakged this theory as person-culture fit to explabw
national culture differences produce different hédars. Individuals tend to achieve a balance psiatically
when they find themselves in a setting that refleeiues that are consistent with their dominaniesal/cultural
values. According to the person-environment/culfitréheory, when people are in a state of equillifr with
regards their work environment, it automaticalljggers the release of positive work-related behagio
(Chatman, 1989). Against this backdrop, the reseascbelieve that, individuals from collectivistitcmes will
naturally find their feet/bearings easily workinga country whose predominant national cultureoigectivist
than working in a country whose national culturg@lisdominantly individualistic. Consistent with ghposition
taken by the researchers, it can be said thatteiges from collectivist cultures working in Ghawaich by the
prescription and research findings posted by Hdé&t€1980) is collectivist will demonstrate positiverk-
related behaviours like low intention to leave Ghdess adjustment problems, and high level of rgdional
commitment compared to their counterparts from viiltialistic cultures. Individuals from individuatis
cultures will experience the phenomenon of claskubfures as their cultural values (individualistiaturally
will clash with the Ghanaian cultural values (colieist). In this respect, the likelihood that theyould
experience challenges regarding adjustment woullidge and this has its associated emotional coresenps
and hence attachment to the organization in therfai®n would be affected seriously. Thus, whaezd is a fit
between the person and national culture of the boshtry, the probability that the person will demstrate
positive behaviours in terms of high intention tays high organizational commitment and less adjesit
problems is high.
National Culture
According to Robbins and Judge (2007) values didfenoss cultures and these differences are fundaityen
important in predicting the behaviour of employéesn different cultures. Hofstede (1980) is assmalawith
the concept of national culture. The famous researcnational culture conducted in the late 1940slbfstede
(1980) discovered that employee’s globally varyfive value dimensions of national culture rangimgn
power distance, individualism versus collectivismgsculinity versus femininity, uncertainty verswsidance,
and short-term versus long-term orientation. Giveat expatriates work in different cultural settirtgeir
behaviour can be viewed through the lenses of maltioulture. The study however, focused on indiglum
versus collectivism to determine the effect of éhesltural differences on expatriate adjustmerganizational
commitment and intention to leave the host courigcording to Hofstede (1980), the country or coatit of
origin is an important criteria for classifying in@luals into the two dominant cultures of colleet and
individualistic respectively. For instance, peofflem the African and Asian continent have been gatized
under collectivist cultures while those from Eurapecontinent and the west in general have beenupder
individualistic cultures as a result of their predoant value systems.
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Expatriate Work Adjustment
The concept of expatriation has become popular assalt of globalization. Organizations are notyonl
travelling, but personnel are also shipped to martagse organizations wherever they are locateassdhe
globe. An expatriate is therefore someone who loresorks outside his or her country of origin asimportant
representative of the parent organization on a permanent basis (Andreason, 2003; Ward, Bochner &
Furnham, 2001). Because an expatriate most at fimeiim/herself in a different, adjustment hawa}s been
a problem for them. Accordingly, scholars have redi expatriate work adjustment to reflect this idear
instance, Berry (1992) posits that adjustment & fih between an individuals’ attitudinal and beioaval
inclination and the demands of the work environmdyt extension, expatriate work adjustment has been
defined as the degree of fit between the expataatkhis or her work environment and non-work emvinent
(Aycan, 1997, p.436). Selmer et al (2000) witnegbatl expatriate work adjustment measures théyabil the
expatriate to effectively manage the various aspext the host country culture with regards difftgul
experienced in managing day-to-day situations énhbst culture while Black, Mendenhall and Oddo89()
expressed that adjustment is the ability of theatigte to get along with and effectively interadth host
nationals, new culture and new environment. Integearch, expatriate work adjustment is definetiaslegree
to which the expatriate successfully manage andtfitbot work and non-work environment in the hostintry
(i.e. Ghana).
Intention to Leave
The psychological feeling regarding one voluntal@ésiving his or her employing organization has blebeled
turnover intention (Whiteman, 1999). Concerns abeatly termination of expatriates during interna#b
assignments have been a major concern for prasittoand scholars. In the view of Dolcos (2006 ithention
to leave comes before the actual decision to hitis, the expatriate who finds the host countryounfortable
particularly when he/she experiences cultural shothen, the person is likely to think of leavirg tcountry.
Psychologically, the expatriates especially thasenfindividualistic cultures show the posture tftthts place-
Ghana- is not the right place for me to work”.
Organizational Commitment
Organizational commitment is an important attitadimariable which has engaged the attention of lschan
the field of industrial and organizational psychlgptoDespite the plethora of studies on the consttbere is no
single and universally accepted definition of ihug, organizational commitment has been plagueld seiveral
definitions. Mowday, Porter and Steers (1982) stiteahithat, organizational commitment has behavioand
attitudinal components. The behavioural dimensigftects the individuals’ sense of attachment to drider
own actions and not to the organization while tti@uglinal component, the most widely studied disien
looks at commitment from the perspective of relatip between the employee and the organization.
Giving that the individual and the environment ihigh they work have a natural link, scholars hageegally
defined organizational commitment with the indivédhorganization linkage in mind. For instance, Mathand
Zajac (1990) conceptualized organizational commitiress an attitude that shows that nature and guafit
relationship that exist or connect the employee ted organization in which he/she works. Mowdayakt
(1982) expressed organizational commitment as #@tude with affective and continuance dimensionghva
highly committed employee having: (a) strong beilefind acceptance of the organization’s goals\atdes;
(b) willingness to exert considerable effort on &lélof the organization; and (c) strong desire taintain
membership in the organization. The researchers, isw organizational commitment as the emoticarad
psychological feelings an employee has towardshiger employing organization.
National Culture, Expatriate Work Adjustment, Intention to Leave and Organizational Commitment
Differences in expatriates behaviour is greatlyuefced by the value systems of their culturehls tegard, it
is expected that expatriates from individualistidtures working in a collectivist culture like Glaarwill
experience significant levels of anxiety as a restildifferences in dominant national values (Ohet§60).
Research in the field of organizational behavicas temonstrated showed that where employees’ vidweth
the culture of their organization, their job saittfon and commitment tends to increase while tidarto leave
the organization decrease (Verquer, Beehr & Wad?@03). This result is a testimony that the sarhgaton
characterizes the behaviour of expatriates working different cultural setting. Specifically, etpates from
individualistic cultures working in Ghana will exjience high level of dissatisfaction, less commitirend high
intention to leave the host country as a resulack of fit between their home-country’s value gystand host-
country value system. In view of this, problemshwivork adjustment, high intention to leave and low
commitment will manifest in their attitude. Thesesartions are also consistent with the person+euftutheory
(Chatman, 1989).
Statement of Hypotheses

« Expatriates from collectivist cultures are moreelikto experience less adjustment problems than the

counterparts from individualistic cultures
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« Expatriates from collectivist cultures are lesglykto think of leaving the host country/nationrttheir
counterparts from individualistic cultures.
« Expatriates from collectivist cultures are moreelik to demonstrate significantly high level of
organizational culture than their counterparts fiodividualistic cultures
Summary of Hypothesized Relationship between tdependent Variable and Dependent Variables

Independent Variable Dependent Variables

Work AdjustmeD

C____Intenﬁun to LeaD

Organizational

National Culture of
Expatriates

Commitment

Resear ch Design

The study utilized a cross-sectional survey designvestigate the differences in work adjustmert antention
to leave host country between expatriates fromectilist and those from individualistic cultureshig design
was found appropriate because the researcherststaughd out differences in work adjustment, irtien to
leave host country and organizational commitmenbragnexpatriates working in multinational companies
Ghana. Data was collected from expatriates frofedint cultures at a single point in time usinggioanaire.
The research was purely quantitative because namata was gathered using questionnaire.

Sample Size and Sampling Techniques

Non-probability sampling strategy was used to selee participants (i.e. expatriates) and orgaionatfor the
study. Specifically, convenience sampling method waed to select the organizations and expatriatethe
study. Thus, organizations (i.e. multinational camigs) that agreed to participate were served iguestires.
Similarly, expatriates were selected convenierfyt of the 200 questionnaires administered, only daly
completed were retrieved and used for the dataysisalThus, a response rate of 55.5% was attaimetis
study. Specifically, the sample comprised Nigeridndians, British, Lebanese, French, NorwegiargeNens,
Cameroonian, and European nationals. The samplamam from organizations like Ghacem, Bollore Adr
Accra Brewery Limited, Somo Vision Ghana LimitedpfkK Annan International Peace Keeping Centre, and
Institute of Local Government, Ghana. In terms ddtribution of the sample with regards job positioh
expatriates, it was observed that, the large ntgjofi expatriates working in Ghana hold managepi@sitions
(76.6%) while only 23.4% were found to be in thenmoanagerial category. It was also observed thet, t
majority expatriates were males (89.2%) with only82 being females. Finally, about 75.7% of exptds
were from the collectivist cultures with only 35.3%them coming from individualistic cultures.

I nstrument/M easur es

National culture was measured with a single iteartiBipants were asked to indicate their countryongin.
Based on the classification of people into collgstiand individualistic cultures per the critepeoposed by
Hofstede (1980), the researchers measured thisblarappropriately. Work adjustment was measured)ug/o
different scales. Specifically, the scales by Bl§t888) and Black and Stephens (1989) were used. stale
has been endorsed as a standard scale for measupagiate adjustment giving its application tanauwous
multinational samples in various national locatiéBtack & Stephen, 1989; McEvoy & Parker, 1995;rei et
al., 2000; Shaffer et al., 1999). It is a 7-poicdle ranging from very unadjusted (1) to completadjusted (7).
It contains three (3) subscales with acceptablaliity values. The subscales are: general adjestrg=.89),
interactional adjustmenti€.86) and work adjustmenti£.79). Sample items on the general adjustment scale
included “living conditions in general”, “Housingditions” etc.; interaction adjustment scale haans like
“interacting with Ghanaian nationals outside of lor“speaking with Ghanaian nationals”; and work
adjustment had items like “Performance standardseapectations”, “Specific job responsibilitiesiténtion to
leave was measured using Black & Stephens (1988 .stale originally had two items. But Caie (2088j)ed
a third item to the scale to meet the minimum nunadfétems on a scale for factor analysis. Thus,ttiree item
scale the two items by Black and Stephen and desitegn by Caie (2009) were used to measure irgerit
leave in the study. The three item scale has ahiéity coefficient of 0.71. It is based on a 74pbiesponse
format ranging from strongly agree (7) to strondigagree (1). Higher score means high intentioleave and
low score meant low intention to leave.

Procedure
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The researchers sought permission from multinakiorganizations involved in the study as prescribgdhe
APA ethical code. All the necessary proceduresirequo guarantee the ethical acceptability of riasearch
findings were adhered to. Specifically, confidelitifaof the information was strictly ensured by piding
envelops into which participants put completed tjaesaires and sealed. Participation in the studys w
absolutely voluntary and anonymity of participamas also ensured. All vital information about thedy was
made available to the participants to enable theakRenminformed decision. Questionnaires were adnerest
after participants agreed to participate in thelgtiEach participant was given a questionnairectopete and
return. Each questionnaire came with clear instvnstas to how to go about completing it. Data emilbn
started in February 2013 and ended in May 2013.

Pilot study was first conducted to determine thigability of the items or instruments for the stuhlyGhana
before collection of the main data began. The imsémts used in the study had acceptability psychiane
properties and therefore were good for the studpénGhanaian setting. The reliability coefficiéot the three
research instruments was: Work Adjustment.82), Organizational commitmeni<.70), and intention to leave
host country ¢=.70). No complaints were made regarding difficulty understanding items on the work
adjustment, intention to leave and organizatior@mhmitment scale. The pilot study was conducted \aith
convenient sample of 20 expatriates.

Results

The Statistical Product and Services Solution (SRSEion 20.0 was used to facilitate the sta@s$timalysis in
the study. Independent t-test was used to test ehthe hypotheses stated in the study. This patr&me
statistical test was used because the independmigble (national culture) is categorical with thevels
(collectivist versus individualistic) and the dedent variables (work adjustment, organizational otment
and turnover intention) are continuous. In additithe dependent variables are assumed to be mdasaran
interval scale. The effect sizes of the independariables were also calculated using eta squdme .nTagnitude
of the effect sizes and their contribution wereedgined using the guideline provided by Cohen (1988
According to Cohen (1988), the criteria for intexijimg effect sizes are: .01=small effect, .06=matieeffect,
.14=large effect.

Summary of Mean, Standard deviation scores and Independent t-test result of Differences in Work
Adjustment between Expatriatesfrom Collectivist and I ndividualistic Cultures

Variables N Mean SD df t Sig. Eta
Collectivist 84 76.905 6.654 109 4924 0.000 0.18
Individualistic 27 63.667 13.451
Total 111 140.572 20.105

As shown in Table above, expatriates from collésticultures demonstrated significantly less aadijestt
problems than their counterparts from individuadistultures [t00=4.924, p=.000, Eta Squared=0.18]. This
signifies that expatriates from collectivist cultarfelt comfortable with the Ghanaian working eonment
(M=76.905, SD=63.667) than their counterparts fiadividualistic cultures (M=63.667, SD=13.451). TE&a
squared value indicates that, the independent blari@mational culture-individualistic and collegst) had a
large effect on expatriates work adjustment. b alsows that 18% of the variance in expatriate vealjkistment

is explained by national culture.

Summary of Means, Standard deviation scores and Independent t-test result of the Effect of National
Culture on Expatriate Intention to L eave Host Country

Variables N Mean SD df t Sig. Eta
Collectivist 84 14.988 2.864 109 5.206 .000 0.199
Individualistic 27 12.333 2.094

Total 111 27.321 4.958

Also, the prediction that expatriates from colleisti cultures are less likely to demonstrate intanto leave
their host country than their counterparts fromistlialistic cultures was supported {§5=5.206, p=.000, Eta
Squared=0.199]. This implies that, expatriates froolectivist cultures felt at home (M=14.988, SD8&4)
compared to their counterparts from individualistigitures who probably felt they were in a straraged
(M=12.333, SD=2.094). National culture had a laeffect on expatriates’ intention to leave the homtintry
(eta squared=0.199). The effect size also sugdhats national culture explains 19.9% of the vas@nn
intention to leave host nation.
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Summary of Mean, Standard deviation scores and Independent t-test result of the Effect of National
Culture on Expatriates Organizational Commitment

Variables N Mean SD df t Sig. Eta
Collectivist 84 84.667 12.952 109 1.995 .049 0.04
Individualistic 27 81.667 2.675

Total 111 166.334 15.627

Finally, the hypothesis that, expatriates from exdilist cultures will demonstrate significantlyghi level of
organizational commitment in the host country thikair individualistic counterparts was supportedas
=.1.995, p=.049, Eta Squared=0.04]. This means &xgiatriates from collectivist cultures scoredhdigantly
high on organizational commitment compared to tHosm individualistic cultures. National culture @ained
just 4% of the variance in expatriates organizai@ommitment (eta squared=0.04). This translaies $mall
effect size in terms of the contribution of natiboalture on organizational commitment.

Discussion

Culture is an integral part of human existence bseat is the source of our behaviour in all endeas. Against
this backdrop, the present study in the light & two major national cultures, sought to find e extent to
which expatriates from different cultures differtivirespect to their work adjustment, intention éavile host
country and their commitment to organization in thest country. Based on the research objectives, th
researchers tested three hypotheses. As expebtegrdadiction that, expatriates from collectivisttares will
demonstrate significantly less work adjustment fewis than their counterparts from individualistidtares
was supported. Similarly, the study found expatgdtom collectivist cultures to demonstrate sigaiftly less
intention to leave the host country (Ghana) comgpaoetheir counterparts from individualistic cuksgr Finally,
the researchers endorsed the prediction that eéxfstrfrom collectivist cultures will demonstraignsficantly
high level of commitment towards their organizatiban their counterparts from individualistic cus These
findings corroborated previous findings (Chatma®84; Oberg, 1960; Robbins & Judge, 2007; Verqueets
& Wagner, 2003). It is worthy to note that, peogénerally feel comfortable in settings that hawsilsir values
as their societal values. Lack of value congrudmae been found to create serious problems. Asateticby
Oberg (1960), the tendency for people to experiandriral shock increases when they find themseines
different environment. Psychologically, expatriatiesl themselves in a state of anxiety as a raesfudignificant
differences in dominant cultural values.

Limitation of the study

Despite the significant findings and their relevati international personnel selection, the stwdgdt isolated
from some theoretical challenges. Methodologicalhe sampling strategies utilized make it impogsitd
generalize the outcome of the study. Though naltionkiure was found to significantly influence belaurs
like work adjustment, intention to leave and orgatibnal commitment among expatriates, it was degaate
enough to enable the researchers draw conclusiegarding the fact that national culture caused ethes
behaviours in multinational settings.

Implications of Findings

The findings obtained in the study have significamplications for international personnel selectin training
in multinational organizational settings. It is alefrom the empirical findings that, the nationaltare of an
expatriate can facilitate or inhibit his or herldypito fit well into a particular. Thus, the setawy of personnel
for assignees to take into account the nationalumlof the assignee as well as the national aulofrthe
country that would be hosting the expatriate. Fertb this, it is imperative that where there isfihbetween the
expatriates’ national culture and that of the hustion, training on the host country’s culture i®pded to
ensure that the person knows much about the predmotncultural values.

Recommendation for Future Research

The need to examine the extent to which culturi@itrg moderate the relationship between nationtilicel and
expatriate work adjustment, intention to leave anghnizational commitment should be consideredutnré
studies. Replicating this study in other multictétiusettings is also required to strengthen thdenge reported
in the study. Finally, examining variables like towl intelligence and resilience is welcomed siacesilient
expatriate will be able to cope effectively witletbubtle differences that he/she will be confromtétth in this
different setting.

Conclusion

The culture of a country imprints on people specifalues, norms and beliefs which naturally carubed to
predict behaviour. Thus, the national culture ofeampatriate has the propensity to determine thefraliour
during international assignments. The question &bolture or value fit becomes a major source ofrydor
practitioners, consultants and scholars in thedfief industrial and organizational psychology andmhn
resource management as the transport of globe fadasrbecome an important exercise multinationaipamies
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will continue to perform. As observed in the cutrstudy, expatriates from individualistic cultudsmonstrated
significantly high intention to leave Ghana (i.ke thost country), adjustment problems and less dtment to
the organization than their counterparts from @bNést cultures. The findings obtained in the stuslconsistent
with the person-culture fit theory which indicatbat people tend to exhibit negative behavioursmihey find
themselves in a different cultural setting than mitgere is a congruence between their dominantr@livalues
and that of the host nations’. International pemsbrselection practices must therefore be donentaki
consideration the core value systems of the cownrtgountries that are going to host the intermati@ssignees

(i.e. expatriates).
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