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(Feldman & Tompson, 1993). As a result, functions and levels o f  responsibility may 

decrease, thereby engendering dissatisfaction with the replacement position.

A relatively large body of literature has been developed that indicates, at a 

general level, that the success potential of individuals in expatriation and repatriation 

managerial situations is a function o f the level o f job satisfaction (Black, 1988; Banai & 

ReiseL, 1993; Feldman, 1993; Feldman & Tompson, 1993; Tett & Meyer, 1993). The 

factors that contribute to the level o f job satisfaction or dissatisfaction among such 

managers (both task characteristics and organizational characteristics) are identified and 

generally agreed upon in the literature (Naumann, 1993b). However, no studies were 

found that assessed the impact o f training/orientation programs with those factors that 

contribute to job satisfaction levels o f repatriated managers.

Task-related factors are those that are directly related to the job that an 

individual must perform, while organization-related factors are those that are associated 

with the organizational environment and culture. Task-related factors include role 

ambiguity, conflicting task demands, work overload or work under load, inadequate 

resource support, no provision for meaningful participation in decision making, 

insecurity, and other factors (Francis & Milbum, 1995). Organization-related factors 

typically develop as a result of flawed organizational structures, ineffective 

organizational development, the inability o f  an individual to pursue successfully 

achievement goals within an organization, or some combination o f all three (Lee & 

Ashfort, 1993).

Disagreement exists, however, with respect to which task and/or organization- 

related factors and variables are antecedent to others, and with respect to their relative

R eproduced with perm ission of the copyright owner. Further reproduction prohibited without perm ission.



5

significance in the development o f job satisfaction or dissatisfaction (Naumann, 1993a). 

Also, new variables and influences have come into play with respect to those managers 

who become expatriates and then return to their native companies. Those who return are 

subjected to other job satisfaction influences that have not been taken into consideration 

by earlier job satisfaction models. Repatriation is indeed a period o f elevated risk.

Statement of the Problem 

The preceding discussion indicates that, if organizations do not adequately prepare their 

expatriate managers for successful repatriation, job satisfaction problems will likely be 

encountered. According to authorities (Banai & Reisel, 1993; Black & Gregersen, 

1991b), it is just as clear that, alternatively, if  organizations do establish strategies 

designed to assure that the process o f repatriation is both equitable and beneficial for 

repatriated managers and the organization, problems associated with repatriation could 

be reduced. This in turn, will decrease turnover and thus impact the bottom line. The 

problem of the study relates to the need to examine the impact of training/orientation 

programs on job satisfaction levels o f repatriated managers.

Purpose o f the Study 

The purpose of the proposed, study will seek to go beyond the facts already 

established- Therefore, the purpose o f  the proposed study will be to (1) identify the 

impact o f training/orientation program s on the problem o f job dissatisfaction among 

repatriated managers, and (2) identify policies that, if implemented, may assist in finding 

a solution to the turnover rate o f repatriated managers.
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Research Questions

Three questions are posed by the study in order to understand the role o f  

repatriation programs and their impact on job satisfaction. The research study will be 

designed specifically to answer these questions.

1. Are there differences in job satisfaction levels among repatriated managers at 

organizations that include training/orientation and family support programs and those 

companies that do not?

2. Can differences in job satisfaction levels among repatriated managers at 

organizations that do or do not include training/orientation and family support programs 

be identified in terms o f gender, age, and years o f employment with the company?

3. Do repatriates who are offered a pre-departure program or who take 

advantage o f such a program have higher job satisfaction than repatriates who are not 

offered a pre-departure program?

Significance o f the Problem

Companies that send employees on overseas assignments must take special steps 

to help their expatriates successfully return to home base, or risk losing them. More than 

one- quarter o f returning expatriates leave their company within two years to work 

someplace where they can better use them international experience. Many are not only 

inadequately prepared to handle "reverse culture shock” after returning to a once-
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familiar place that now seems very different, but feel they are not given positions that 

utilize their broadened skills and knowledge. Management needs to be more aware o f 

these problems. Issues surrounding anger, inadequacy, and alienation can be identified in 

training/orientation programs for repatriated managers. The results o f the proposed 

investigation may support the need for more training/orientation programs for 

repatriating managers and thus address this need. In this manner the study is significant 

and important to the area of training/orientation programs in general and to the needs o f 

repatriated managers, specifically.

Delimitations and Limitations

The study is limited to expatriated employees only. The sample population o f the 

proposed study is also limited to only employees who fit into the categories o f manager 

or other similar supervisory positions.

The study conclusions are limited by the amount of information and data 

discovered in the documents, reports, studies, books, and other related materials 

comprising the literature review and the data collected from administration o f survey 

questionnaires. It is important to note that inherent limitations also exist in the utilization 

o f a questionnaire to provide evidence. But similar limitations inhibit the validation of 

findings o f any study or research project, whatever the method (Daniel & Terrell 1995; 

Zikmund, 1991).

The study assumes that the sample population will be representative o f  

repatriated managers in other companies o f  a similar size and nature throughout the 

country. The study also assumes that a  lack of a company training or orientation
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program will have a significant influence on the job satisfaction perceptions o f  the 

sample population respondents. The study was not able to determine the types of 

companies the sample represents.

Definition o f Terms

Several terms and designations will be unique to the study. These are defined 

generally and operationally as follows:

Continuity of Functions and Responsibilities: The independent variables of the 

study include continuity in functional responsibilities (hierarchical and functional 

organization structure processes); selection and assignment systems that assure the same 

responsibilities for managers (human resources processes); and training, orientation, and 

family support programs. These terms are operationally defined by Section 2 o f the test 

instrument.

Orientation and Training Programs: In general, this designation refers to courses 

o f academic or instructional study focused on a specific subject, group o f individuals, or 

subject area. For the purposes o f  this study, however, the term is operationally defined 

by items 7,8, and 9 m Section 2 o f the questionnaire.

Repatriated Employee: The term expatriate refers to an employee who has left 

his or her country to work and reside in another country (Stening & Ram m er, 1992).

R eproduced with perm ission of the copyright owner. Further reproduction prohibited without perm ission.



9

Repatriate, therefore, pertains to the individual who is returning to his or her country to 

continue employment most likely with the same organization.

Job Satisfaction: This term, the dependent variable o f  the study, generally refers 

to the fulfillment an employee feels from his or her employment position (Abramis, 

1994; Knoop, 1994; Maurer, 1996). Job satisfaction can be regarded as a related work 

attitude o f  stress (Rahma & Zanzi, 1995). Job satisfaction and stress are o f great 

concern to organizations. Increased job dissatisfaction has been related to absenteeism, 

increased accidents, turnover, and a variety o f illness behaviors (Decker & Borgen, 

1993). These behaviors are quite costly to the company and significantly impact the 

bottom line. Specifically, this term is operationally defined by responses to Section 1 of 

the test instrument o f the study (see Appendix).
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CHAPTER 2: REVIEW OF THE LITERATURE 

Introduction

Corporations conducting foreign operations require an effective means of 

ensuring both the success o f expatriated managers and the success o f repatriated 

managers. A relatively large body o f literature has been developed that indicates, at a 

general level, that the success o f  individuals both when assigned expatriate managerial 

responsibilities and when they are repatriated is a function of the level o f job satisfaction 

(Banai & Reisel, 1993). However, no research was found in the available literature that 

focused specifically on the relationship between orientation/training programs and job 

satisfaction, and the effect o f that relationship on the turnover among repatriated 

individuals.

If  demographic variables such as age, race, and gender influence job satisfaction, 

then it might suggest that any training or orientation program for repatriated managers 

should be flexible enough in design and implementation to accommodate the repatriated 

managers. The means by which this can be accomplished, however, is dependent on the 

emerging data regarding the correlation o f demographic variables with job satisfaction in 

the specific context o f repatriated managers.

Job Satisfaction

The concept o f job satisfaction is important to organizations because of its effect 

on productivity. Job satisfaction, in this context, is seen as a necessary ingredient for
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productive work within an organizational environment (Shani & Lau, 1996). Early 

efforts to measure job satisfaction resulted in the development o f causal models (Locke, 

1970). These models were process-oriented in that the researchers attempted to identify 

and assess the types o f  organizational phenomena that influenced individual perceptions 

o f satisfaction. Phenomenological factors incorporated in the causal models were 

primarily those associated with individual needs and individual values. Causal models of 

job satisfaction did not provide the strength and preciseness of analysis required to 

accurately define the relationships between job satisfaction and various organizational 

outcomes. Additionally, these theories did not translate into practical use. Practitioners 

could not develop effective strategies to promote desirable organizational outcomes 

through the enhancement of job satisfaction based on causal models o f job satisfaction. 

They therefore turned to more practical theories. The resulting theories regarding job 

satisfaction are explained below.

Content Theories o f Job Satisfaction 

The theories of job satisfaction are classified as either content or process theories 

o f motivation. A content theory o f  motivation specifies the needs that stimulate behavior 

and identifies factors in individuals and their work environments that correspond to the 

individual needs. A process theory o f motivation identifies how motivation occurs. This 

investigation is content theory oriented and will seek to identify the perceived needs o f 

repatriated managers as they readjust to the domestic work environment. It is based on 

the spectrum of theoretical and empirical work in the field o f job satisfaction from 

Abraham Maslow to the present day (Scott, 1997).
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Maslow (1954) dealt with job satisfaction through a  motivational theory known 

as “Maslow’s Hierarchy o f Needs.” The hierarchy divided human needs into higher and 

lower orders. The lower order needs are primary, such as food, shelter, sex, and physical 

security, while the higher order needs involve affiliation, love for others, and 

self-actualization. When the lower order needs are absent in the life o f  an individual, the 

satisfaction o f those needs become the center o f the individual’s life. In most modem 

societies, however, the primary needs are satisfied. Thus, real motivation, especially 

within organizational structures, results from individual desires to satisfy their higher 

order needs (Maslow, 1966).

Maslow’s theory was followed by another theory designed to take into account 

the more human aspects o f motivation. Herzberg, Mausner, and Snyderman (1959) 

developed a theory of job satisfaction called the two-factor modeL It is often confused 

with Maslow’s hierarchy o f needs because it divides the factors involved in an 

individual’s organizational life into categories. However, Maslow’s hierarchy of needs 

and Herzberg’s two-factor model are not identical. Herzberg (1966) ranked needs in 

terms o f hygiene factors and motivation factors. He included such factors as 

compensation and working conditions in the hygiene group. An unsatisfactory status o f 

any o f these hygiene factors could result in a disincentive for the individual to perform 

productively. By contrast, however, a satisfactory status for the factors would not 

motivate the individual to exceptional levels o f  performance. Herzberg’s motivational 

factors included such things as opportunities to achieve and opportunities to gain 

responsibility as motivational factors m the organizational life o f an individual, the
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absence o f  which would not result in any disincentive to perform. A satisfactory status 

for these factors would motivate an individual to seek exceptional levels o f performance.

Neither Maslow’s nor Herzberg’s theories are prominent in contemporary job 

satisfaction research. Most contemporary content theories of job satisfaction focus on 

specific factors o f  job, organization, and individual and the interrelationships between 

these factors. Smith, Kendall, and Hulin (1969) performed the pioneering work in the 

contemporary approach to job satisfaction research. They postulated that job satisfaction 

is the product o f work, pay, promotion, co workers, and supervision and that each o f 

these factors influences perceptions o f job satisfaction.

The Job Descriptive Index (JDI) has been used extensively to measure job 

satisfaction because o f its relative simplicity (Brown & Peterson, 1993). Unfortunately, 

the reliability o f tests o f job satisfaction has been disappointing (Taber, 1991). The 

reason for the lack of reliability in the use of the JDI appears to be that many researchers 

continue to attempt to measure job satisfaction by either summing or averaging the 

scores on the original five scales o f the index. This technique is contrary to the 

instructions from the instrument’s creators to avoid such use. The job  in general scale o f 

the JDI Is recommended for the quantitative measurement o f overall job satisfaction.

The measurement of job satisfaction is o f no particular value unless such 

measurement provides a basis for the prediction o f  probable employee actions and the 

development o f strategies to counter such actions where necessary. An important use o f 

job satisfaction measurements is the prediction o f an intention by an employee to leave 

an organization.
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Employee Morale

Job satisfaction is considered a key measure in an organization's human resources 

effectiveness (Klubnik, 1995; Robbins, 1998). It ranks high on the list with productivity, 

absenteeism and turnover as a key indicator o f how effectively an organization is 

conducting its business. Job satisfaction has often been linked positively to productivity, 

although no casual relationship has been concretely established (Abramis, 1994; Blegen, 

1993; Brown & Peterson, 1993). According to Robbins (1998), employee morale is 

either positively or negatively affected by certain job-related factors and variables such 

as mental challenge, equitable rewards, and job fit.

There are also some factors that are known to be the result o f low morale. These 

are cited by Robbins (1998) as turnover, absenteeism, and low productivity.

Absenteeism has a consistent negative relationship with job satisfaction. Workers who 

are unhappy tend to seek every opportunity to stay away from the job. This behavior is 

made easier for employees by privacy laws that protect employees who use sick days as 

vacation or "mental health days." When negative factors exist in the workplace, turnover 

and absenteeism rise. These negative factors such as imminent layoffs, merger anxiety, 

dissatisfaction with compensation, personality conflicts, or poor job fits, lead to low 

morale, poor attitudes, and low productivity (Sinton, 1998).

Turnover is also negatively related to morale and job satisfaction (Allie, 1996). 

Interestingly, turnover correlates more highly with low job satisfaction than absenteeism 

(Robbins, 1998). This means that most people would rather quit their job than stay and 

simply use up sick leave. However, according to Robbins (1998), an important
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moderating variable in the satisfaction-tumover relationship is the employee's level o f 

performance. That is, the level o f  satisfaction in superior performers is less predictive of 

turnover than it is for average or below-average performing employees. Superior 

performers are the ones who are consistently recognized by their organization and often 

receive rewards such as bonuses, pay increases, praise, official recognition and greater 

opportunities to excel within the company.

Job-Related Stress

Stress has generally been defined in the literature as the “wear and tear” o f the 

body that is experienced as individuals adjust to the continually changing environment 

(Sime, 1996). Limited amounts o f stress can have positive results. For example, the 

tension of competition drives employees to excel in the workplace and often enhances 

performance. But other stressors inhibit performance and can cause health problems. 

Stress, sometimes referred to as distress, is defined as the psychological or subjective 

discomfort that occurs when stressors are perceived to be too demanding or to exceed 

an individual’s coping capacity (Finlay, 1995).

Stress management is presendy the focus of much empirical research in terms of 

job-related factors that contribute to individual stress (Allie, 1996). It can be expected 

that pressures and tensions associated with job change (such as in the case o f 

repatriation) add to the burden o f  occupational stress. According to Allie (1996), too 

much stress on the job can affect both physical and psychological well being. Symptoms 

such as ulcers, migraine headaches, and muscle pain may be more than physical in
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nature- Asthma, psoriasis, alcoholism or other forms o f  chemical dependency in 

employees, managers, and executives may well be a signal that there is a stress problem.

Stress has physical and emotional effects that can create positive or negative 

feelings (Violanti, 1992). As a positive feeling, stress can compel individuals to action.

In a negative context, it can result in feelings o f distrust, rejection, anger, and 

depression, which in turn can lead to health problems such as headaches, upset 

stomachs, rashes, insomnia, ulcers, high blood pressure, heart disease, and stroke 

(Turner, 1994). Returning to the home country from a position overseas, a job 

promotion, reduction in workforce which increases employee responsibilities, and 

increased workload, individuals experience stress as they readjust their work-related 

lives (Walters, 1995). Stress can either help or hinder adjustment to altered 

circumstances, depending on an individual’s reaction to it.

Sources o f stress on the job, both real and perceived, are many. They can be
I

divided into major types: Psychological (attitude, personality, and self-esteem); Physical 

(change in environment, drugs and/or chemicals); Role (role conflict and/or ambiguity); 

Sociological (political, economic, ethnic, and cultural background); and Biomechanical 

Stressors (job site design flaws, such as carpal tunnel syndrome, caused from repetitive 

movements) (Sime, 1996). Repatriation involves psychological and sociological sources 

o f stress that can influence physiological well being.

Deary, Blenkin, Agius, Endler, Zealley, and Wood (1996) concluded from their 

findings that the reporting o f  feelings of stress as a result of negative appraisals of 

organizational change acted as a mediating variable between negative affectivity 

dispositions and reported level o f generaL job stress in the study sample. The researchers

I
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created an index o f job-related stress; derived from analysis o f 25 items in a 

questionnaire developed for the present project. They called the test instrument the 

Specialist Doctors Stress Inventory (SDSI).

Finn (1997) reported the results o f  a portion o f  a large-scale study conducted by 

the National Institute o f Justice (ND) o f programs devoted to reducing police officer 

stress. Interviewees consisted o f nearly 100 stress-management program directors, law 

enforcement administrators, mental health providers, union and association officials, 

officers and their families, and civilians. Respondents agreed that the negative effects o f 

stress on individual officers typically harm agencies as well as officers. The results of this 

investigation indicated that cumulative effects o f stress among officers in a  department 

can lead to the following: impaired officer performance and reduced productivity; 

reduced morale; public relations problems; labor-management friction; civil suits 

stemming from stress-related shortcomings in personnel performance; and tardiness and 

absenteeism. These effects, in turn, lead to increased turnover due to leaves o f absence 

and early retirements because o f stress-related problems and disabilities; and added 

expenses o f training, hiring new recruits, and overtime when the agency is left short- 

staffed as a result o f  turnover.

When the realities of an overseas position do not meet the expectations of 

managers, they may experience a great deal o f  stress. The coping strategies the manager 

has used in different contexts may be ineffective in dealing with the trauma involved with 

relocating to a foreign position. Similarly, repatriation is both a psychological and 

sociological source o f  stress. This stress could manifest itself as disillusionment with the 

position and the company. The literature suggests that mechanisms such as an
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orientation/training program that tend to reduce the stress o f repatriates wQl produce a 

higher degree o f  job satisfaction and a resultant lower rate o f turnover.

Repatriation

Repatriation is a process undertaken by corporate employees returning home to 

the United States following a long-term appointment oversees. The issue of repatriation 

and the understanding o f  the process have become a looming issue to many companies 

who place employees outside this country’s borders. According to an October 2000 

survey of major U.S. corporations that select top employees for oversees assignments, 

less than 35 percent state that their company effectively manages repatriation, while 67 

percent state the process needs improvement (Houston & Risi, 2000).

Issues Surrounding Repatriation 

Employees and their families prepare for an overseas assignment with the 

knowledge that they will probably encounter unfamiliar situations that are related to the 

foreign culture. When they return, however, employees and their families do not have 

the expectation that they will face new situations after repatriation. They are often 

unprepared for this unexpected encounter with the familiar, which takes many families 

by surprise (Grove & Hallowed, 1997). This phenomenon associated with repatriation is 

termed reverse culture shock, and has been the subject o f research efforts directed 

toward learning how to reduce this shock in order to maintain the employee on the 

corporate roster. Significant management research has been directed toward repatriation 

in the last ten years (Black & Gregersen, 1991; Brewster, 1991; Tung, 1988). These 

studies have delineated multiple issues that face expatriates as they return home,
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including the loss o f  commitment to a parent company after repatriation as well as the 

loss o f connection to the previous work-group that changed during the time o f  the 

oversees assignment. Repatriated employees are also faced with a behavioral adjustment 

to effectively meld into a former situation that may not provide the desired recognition 

or added responsibility that the employee expects after returning from the placement 

abroad.

Gregersen’s (1992) study o f U.S. expatriates found that a significant investment 

of time in international assignments decreased commitment to a parent company after 

repatriation. Rejoining the parent company poses opportunities and frustrations to 

expatriates. In order to minimize the impact to both the employee and family while 

providing helpful insight into the expected process, there are guidelines available to 

assist involved individuals (Grove & Hallowell, 1997).

The Corporate Perspective

KMPG LLP, a large accounting, tax and consulting firm, is in the process of 

collecting data on the repatriation process and the company experience through Web- 

based surveys o f the nation’s top Fortune 1000 companies. In conjunction with the 

College of Business Administration at the University o f Houston, Texas, this ongoing 

survey presents findings germane to this current literature review. Thus far, the surveys 

have found that the responding companies do not manage the repatriation process well. 

According to the results, the companies never capitalize on the return on their 

investment o f their human capital in the form o f expatriates (Grove & Hallowell, 1997).
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The survey further indicated that the companies seemed to be unaware of the 

importance o f  strategic planning surrounding the repatriation process. This was causally 

due to the repatriated employees' often-unrealistic expectations about their career 

opportunities and the extent to which their experience would be valued once they 

returned home. Furthermore, in the tight labor market, if a company does not 

appropriately plan for repatriation and make the employee feel valued and welcomed, 

there is a very high probability that the employee will defect to a competitor. The new 

employer will then gain the benefit o f  the employee’s international experience without 

having to foot the training bill (Grove & Hallowell, 1997).

Adding fuel to the fire, the KMPG survey also uncovered that only 25 percent of 

responding companies set goals for assignees in a formal, detailed and carefully tracked 

manner. Thus, this factor also seems to play a role in the adjustment failure of many 

returning from oversees assignments. The lack o f a realistic approach by the returnees 

coupled with the lack of appropriate corporate plans has created a clash o f expectations 

between the companies and their employees.

Although the repatriation process was clearly not a  priority to companies 

responding to the KMPG survey, creating international assignment programs that are 

flexible and adaptable to business needs ranked top among the list, with 58 percent o f 

the responding companies citing this area as their number one strategic planning goal.

The Company Responsibility

Corporations need to take responsibility to assist the efforts o f returning 

employees to rejoin their former company division. Families o f  these employees also
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need to be involved in preparing for the homecoming (Harvey, 1989). Consulting Group 

Grove and Hallowell (1997) provides helpful suggestions for the companies involved in 

this process. They include:

1. Prepare, prior to the return o f  the employee, for the unexpected adjustment 

hurdles that are known to affect returnees.

2. Expect to deal with the issues common to returning employees, spouses, 

teenagers, and children.

3. Rapidly assist employees to regain their usual levels o f professional 

effectiveness on behalf of the firm.

4. Participate in the creation o f  a personal/family action plan for seizing the 

opportunities o f repatriation.

Research findings on the repatriation process have also studied compensation 

issues. While living overseas, most expatriates receive significant financial compensation 

to offset a  higher cost of living and higher expense due to the international assignment 

(Adler, 1993). When returning home, expatriates usually expect a parent firm to provide 

sufficient financial compensation and support in acknowledgement o f  the additional 

costs o f international transfers (Oddou & Mendenhall, 1991). However, financial 

compensations appears to be a  separate issue, since it tends to fall below the repatriates 

expectations and thus serves as another thorn in the side o f a disgruntled employee 

(Grove & Hallowell, 1997).

Along with basic compensation, expatriates often come home expecting a  firm to 

highly value their international experience and recognize the extensive sacrifices they 

made to complete an international assignment (Brewster, 1991). Research on U.S.

i
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expatriates, however, indicates that they often return to domestic organizations in which 

international experience is considered a liability, not an asset (Oddou & Mendenhall,

1991). Hence, to the extent repatriated employees perceive that a parent company does 

not value their international experience, employees are likely to reciprocate with lower 

commitment to the organization. Conversely, to the extent that the firm is perceived as 

valuing international experience, repatriated managers are likely to exhibit higher 

organizational commitment (Gregersen, 1992). It becomes clear that the ideals of 

corporate commitment run throughout the analysis o f repatriation.

Companies that value international experience will most likely make a concerted 

effort to adequately prepare their repatriated managers for the transition back into the 

home division. In turn, employees who are adequately prepared may understand that 

their company values their international experience. Therefore, they may be more highly 

committed to the organization. It is expected that the outcome o f  this study will support 

this proposition by demonstrating a correlation between the perceived value to the 

organization o f the overseas assignment and continued employee commitment.

Job Satisfaction and Orientation for Expatriate or Repatriate

One o f the factors frequently cited as a positive influence on the job satisfaction 

o f expatriate and repatriated managers is an orientation program that prepares 

employees and their families for both expatriate managerial responsibilities and 

repatriation (Stening & Hammer, 1992). This implies that a comprehensive orientation is 

associated with higher levels o f  job satisfaction among managers. It also indicates that
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