THE ADAPTABILITY STYLESOF INTERNATIONAL CAREERISTS

Abstract:

Based on 120 semi-structural interviews undertakéth a large French multinational petroleum
corporation, 86 of which were with non-French intgionals, this article identifies how non-host oy
internationals maintain their national identitiekil adapting to the corporate and national custurewhich
they reside. A truly international career is al&aff between numerous professional and persdaattoices.
Five identity strategies are delineated : conses@st defensives, opportunists, transnationals, @nerts.
How exercising corporate power, living within thenfily, and being part on an ethnic peer grouprapact
adaptability are discussed, as are the action @apdins for international human resource managers.

1. I ntroduction:

Today's multinationals are caught in dialecticalsten between the desire for unified strategy at
executive level (the headquarters) and the soeaities within subsidiaries that might be termadtircultural
and which have an urgent need to co-operate wildrger number of actors than at any other period (R
SAINSAULIEU, 1991: p. 258). Caught between localvels of regulation, between autonomy and
centralisation, managerial actions have grown mgmexity.

The main area of research for this article, theénailistry, illustrates particularly well the fabetre is on
large companies to look for wealth where it is fouire. underground, in a distant country of orjgiraking use
of a variety of investment possibilities (mergeartipation, licence and technical agreementg.ef¢e have
observed that, since the end of the 1970s in mibsbmpanies, there has been an evolution in thg bah
technology and management have been transfernedtifre headquarters to subsidiaries. This is daeviariety
of factors: greater availability of long distancavel, quota systems introduced by local admirtistna anxious
to promote access to managerial posts for their @tizens, reduced international mobility costs] @andecline
in the number of extended overseas postings folliEmWithin such firms, the drawing up of uniformritten
budgetary auditing and reporting procedures to gufte actions of inter-dependent units at a gldda
represents only one aspect of co-ordination meshaniThese firms also rely on what J. F. HENNARIIsCa
process of socialization consisting of strengthgrand developing an organisational culture by gaglgical
mobility, career management and systems of remtioerand recompense” (J. F. HENNART, 1993: p. 157).

The international personnel system can therefoneetegred to, in terms of its size and the livedisef
its underground contacts outside of the formal @ctstit is supposed to maintain, as the 'nervostesy of the
organisation. Companies everywhere have made argssige break away from the classic system of
expatriation, wherein the company looks to fill guatence gaps in the expatriate area and faithfepiyesents
the interests of the mother company. At stake ésappropriation and dissemination of complex tetdgyo
thanks to pluri-national specialists professionaliedicated to intense geographical mobility within
differentiated and networked units (P. PIERRE, 139&29). For these firms, the presence of ranatipnal or
ethnic minorities already rooted in their own paurtar cultures, or of a mobile workforce who, bah
expatriates and impatriates bring with them thain wiew of work, necessitates that the processdaptation
of already socialised individuals to new organiszai and cultural forms be ensured in a practicayWThe
difficulty for these organisations is one of prawgl a primary recognition space (P. DUSSAUGE and B.
RAMANANTSOA, 1984). These questions are precisehatithis article seeks to address, by presentiag th
principal results of a long study on the social@atof international executives belonging to a éafgrench
company in the field of oil exploration and prodant(Alphain this study) (P. PIERRE, 2000).

The results lead us to highlight a typology of fiigentity strategies for internationally mobile
executives and discuss the resources necessattyeforadaptation to work in a multi-cultural conte€arried
out using full-time salaried workers, the resulssatibed in this paper are based on 120 semi-ditect
interviews undertaken in 1993 and 1994 with a pafoah of executives and managers workingAtpha 86 of
these interviews were conducted with '‘internatioealecutives — by ‘international' we mean non-Hrenc
executives who, while working foAlpha are, or have been, away from their original slibsy and are
internationally mobile, whether this mobility takglsice in France (the case for 70 of the intervesyer within
another subsidiary in the organisation studiedt{ferremaining 16).
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Sample studied and methodology

Interviewees come from 18 Alpha subsidiaries, the$e executives were from Middle Eastern countgids
from Europe, 5 from Asia, 31 from Africa, 11 frororth America and 9 from South America.
17 of these international executives worked in aistration (Human Resources, Legal, Economics)yatked

in Finance (Accounting, Telecommunications, Orgatids), 17 in the area of Exploration (Geology,

Geophysics) and 33 in the area of Oil Technologypl&tation, Mineralogy, Drilling). The average lgth of
service of those on long-term contracts was 11&syethe average number of trips abroad (of oveeéh

months) by each executive was 2.3 and the avemrmggth of the stay abroad was 2.6 years. Of the 86

international executives questioned, 5% had leas th years seniority, 30% between 5 and 15 yed&%

W

between 15 and 20 years and 30% had been with ahgpany more than 20 years (these were often the

Directors of a subsidiary or Service Division). thEse 86 interviews, it should be noted that owly wvomen
were questioned. The French executives who alseriexiged international mobility (intra-organisatiab) are,
in this paper, referred to as expatriates. Expdegare generally defined as employees temporkedying
their home country for an assignment of a few yehmation in a foreign country with the perspectiok
returning to their home country.

During this interview, we try to facilitate a “setfitical’approach and the expression of personaperiences
and emotions. It is more a matter of understangiragesses than objects (Cassell C & Symon G. (1994)
They talked about their projects (what motivatemmthto be an international executive ?), their cardeeir
family history (are they trying to escape somethihg they belong to associations or religious otigations,
are they looking for new changes and what are éstrictions ?).

Interviews lasted 105-180 minutes. Some did natksgiee language of their host country, but all spak least
English. Once transcribed, with repetitions, conicdions, representations, the interviews were sttbthto
the executives for corrections and additions asessary in order to understand how expatriation
experienced.

2. SOCIALIZATION OF INTERNATIONAL EXECUTIVES AND THE PLURALITY OF
ALLEGIANCES

Mr R. is Iranian. With a doctorate in Geology fraine University of Tehran, he also holds (with ayver

good grade) a Diploma from the French Oil Institated speaks fluent English and French as wellsasdiive
Farsi. He often visits his parents, who are exitelondon, accompanied by his British wife, whomrhet 15
years ago in Paris. He has workedAdphafor more than ten years, which has taken him ticAf the Middle
East and Central America. Both Mr R. and his wiélidve they can feel at home anywhere in the werldey
are the living representatives of a species enerdotprofessional development: those referred tathay
economic press as 'the new inter-cultural practitie' and which we need, today, to distinguish freonking

class immigrants, stateless persons, politicalgeds and even foreign students when articulatiagdticate
question of the diverse sources of an individudésitity. His example is fairly typical of the Aip group.

Faithful members of religious confraternities ire tevening, speaking in local dialect and wearing

traditional dress to express their animist faiime oil executives of th&lphagroup participate actively in th
economic and political life of their country. Thepeak English and French with colleagues, traimtiger
members of staff in management techniques fronUtiieed States, taking on — not without certain iems —
another social role. Depending on the situation thredinterviewee, there always exists with theitlial a

e

certain cut off principle (R. BASTIDE, 1955) betwethose moments when they express themselves lyublic

using a 'native style' (cf. the Congolese contex¢ng, during the course of a drilling training sessatAlpha,

the actions of each participant were expressedpasvarb or in the style of a writer from his owouatry). Yet
these managers also need to evidence that thegbbreo judge industrial projects in a rational mamand
organise their work according to Western timetabéggering into contact with colleagues using refeghip
codes acceptable in to the 'modern’ rationale. & net®rnational executives seek to develop stresegiat
answer the question "who am | in the other's eyd@$f8y try to anticipate to any unfavourable idecdifion by
constantly moulding their own actions and appeaatcording to what they perceive as proper socahs.
In this process of image construction, shame (Hieedness one wishes to conceal when exposed fuulhie

gaze, and which one cannot flee from lack of aif@dtand envy (what one would like to be and feare is
not) play fundamental parts (P. MOESSINGER, 200Q:53).



Because an international career means having toe megeated choices about education for the
children, a place to live, housing, the partnersrkw(and all of this in totally new legal and sdcia
environments), what often takes place is a kingeafrch for equilibrium between diverse interestpraing to
an accommodation between professional and persphates of life. For manilphainternational executives,
though well prepared thanks to training in the dpmittes of inter-cultural management of the haswntry,
geographical mobility involves detaching the selinfi its community of origin. These executives neéed
interiorise rapidly a new kind of specialist knoddee — professional knowledge and roles being romtate
division of labour within the firm — comprising valeulary and procedures and driving an idea of vibek
might differ considerably from the cultural worl@itbeir origins.

"The strange happiness that | sometimes feetalled an American financier during one of our
interviews,"is that of finding myself experiencing a journegeing a hidden part of myself appear, a part that
was looking for back home in my country. Livingwidreign colleagues allows me to be, or not, sareaather
than myself. Managing in an international contexfiist of all a school for humility, where you casdiscover
yourself, realising that good management is abolleuaderstanding precisely that cultural basis df a
decision-making and behaviour which seems atgigdtt incomprehensible".

Constrained to adopt the tastes and habits of aem#ivonment, some international executives decide,
partially and locally, to convert a part of theiemtal landscape in order to preserve an intimateviith what
they consider to be the truest part of themselz@sling themselves in numerous incongruent registier
situations that are not always codified and forabk® international executives explain and justifgmselves
and step back. Between several communities andradevalue systems that are attractive but sometimes
irreconcilable (culture of origin, culture of the@st country and culture(s) of the company etc.¢hstultural
shocks survived will cause "a problem of consisgdmetween the new and the internalised" (P. BERGER
LUCKMANN, 1996: p. 192).

"I'm from Gabon when nobody speaks to me. I'm f&ahbon only when no one wants to recognize me,
when it's only French society that is speaking smé the company where I'm recognized. In redttwever,
my work, my studies in Paris, in the Netherlandd #re United States, with my postings and mobititgan
that I'm the only one who knows who | really amtHa midst of several cultures. It isn't easy!duses a lack
of understanding within my family and amongst ngnfis because, quite simply, | don't want my védulee
reduced to the colour of my skin and country ofjiorilwhich was colonised by the French), or evemto
social identity, which is that of a person with ragrand power within the firm where | have been wngrior
more than sixteen yearsThe remarks of thidlphafinancier, the son of a member of the French arfoezts,
who was born in Gabon and lived as a child in tbatls of France, illustrate clearly this constardrsh to
contradict the identities imposed on him and thagenhe has of himself.

In contrast to a static conception of ethnic grodeBned (from without) by culture, this researdHiloerately
takes a constructivist view of ethnicity. F. BARTdfines the concept of ethnicity as one of varigiteesses
by which actors identify themselves and are idattifoy others on the basis of cultural traits swgeody
derived from a common origin and consciously higiiieéd in social interaction. (1963) We prefer sach
definition in which ethnicity can be seen as likasystem of symbols that can be described, accoridirg
DRUMMOND, as a "set of constraining ideas on th&tidction between self and others that furnishessis

for action and the interpretation of the actionsthfers” (1981: p. 693). What is important for RDMMOND

is not to study "how the members of group X seentteenbers of group Y and act towards them" but "how
people define X-itude or Y-itude" (P. POUTIGNAT addSTREIFF-FENART, 1995: p. 366). For example, a
female German manager of Asiatic origin (a Vietnsgenéather and a Turkish mother) could be perceived,
during a professional mission in Canton, as beinGlonese origin, perfectly understanding local nens and
customs. Her contacts in the host country woulddienished at her inability to make contact witt sanslate
her Chinese colleagues; in reality, she perceieesdlf as a citizen of the world, or, more pregisalBavarian
smitten with cosmopolitanism.

In this incessant battle of perception and clasdifbn, of manipulation of mental representation,
executives are prepared in different ways, and ofiign be understood via several types of idengitgsenting
varied modes of resistance or acceptance of thésaintultural milieu: from a radical and hermetadlihg back
on their culture of origin to quasi-total penetatby the host culture and the signs of an idectityversion (E.
M. LIPIANSKY, I. TABOADA-LEONETTI and A. VASQUEZ, D97). The interplay of such tensions result in
the varied usage of ethnic categorisations andadtiee behavioural skills that can be identifibdough five
strategies of identity: Conservative, Defensivep@tunist, Transnational and Converted.



3. THE FIVE IDENTITY STRATEGIESOF INTERNATIONAL EXECUTIVES?
3.1 Conservatives

In the presence of a foreign culture, where theviddal feels himself to be a stranger, the vital
imperatives of conservatives include their own peas reassurance and making the society in whiep work
feel secure. (A. SAYAD, 1999: p. 407).

This categorization of executives, which we havikedaConservative and which forms 10% of our
population, is driven by the desire to minimise awogial or emotional engagements that might resoih
interaction at work with colleagues of a differevational origin. These executives seek to satisé most
immediate demands of the host society while maldhghe same time a great effort to maintain thein o
cultural codes in the private area of primary ielz.

"Between foreign and French executives this carkwall but there will always be a temporary period
of adjustment. It will always be difficult to fotgdat we are foreigners in the world outside tleenpany and
this often impinges on our families and uajserves a financier from Gabon transferred tosHaritwo years.
To reassure themselves and others, daily workes by Conservatives as a task to be undertakerhighdy
constrained emotional climate but one made bearbpléhe remembrance of the original motivation for
mobility. The career ambitions of these executiaes not defined in terms of thdpha Group but rather in
terms of their own subsidiary or original countipternational mobility will help them reach, after
programmed return, more prominent positions.

During their stay abroad, Conservatives dividertsecial world into two halves; an 'inside' (uswyall
home and family), where ways of thinking inherifemm their original culture are kept as intact asgble, and
an ‘outside’ half (mainly the world of the compamyhere the manager adopts the minimum behavioural
adaptation required by the world of work. Aroune gocial spheres of schools, shops, churches aatings
contact with compatriots contributes symbolicalhdamaterially to create a sort of ethnic spacetecewithin
the host society. There are many international @wkexs who are quite willing to travel thousandshafes to
follow events in the countries they have left artibvexpend considerable energy in getting hold pepaand
filmed events relating to their home countries. ancomplex process of idealisation, these intepnati
executives imbue their nation of origin with a miigd personality. Conservatives also have a teagldén
exert strong cultural pressure on wives and childoeensure that they retain all the strength efrtbriginal
culture and avoid the menace of acculturation. $peuse is often entrusted with the mission to ualler
whatever practical adaptations might be neededveoih a new cultural environment that is perceiasl
menacing. Faced with the constraints of local agstration and the problem of bringing up childrehe has to
be capable of managing on her own, being moderrsaradt while still retaining the distinctive quadd called
upon in her society of origin.

In the home that shelters them for the duratiothefr stay, father and mother show off furniturel an
personal objects imbued with specific meanings pasonal histories, which aim as much as anything t
reduce the imaginary importance of geographicatespa the limits of a family circle that remindseeyone of
their origins. Conservatives say that they are i@drabout the transmission of their language t@ ttfgldren
(as well as supra-linguistic elements such as d&ccén the context of relationships at work, thegyeak
alternately French and English with no desire tarriethe language of the host country. At home, they
scrupulously careful to speak nothing but theirmotongue. They also take care to respect rekgivactices,
which if ignored might, they feel, fade away wittetmove, and try therefore to remove themselvesipaly
as far as possible from the dominant group.

While cultural resistance is never openly expresebehaviour of Conservatives sites the proldém
protective retrenchment against existential diffies in the context of something perhaps more aicclethnic
identity. The importance of the Conservative’s dee2emechanisms also highlights an important coraiusin
individual does not integrate into a host sociatieas s/he can find a "a guarantee of securityvatgrit to that
furnished by his or her ethnic culture" (A. SAYAL999), a guarantee that might at least countenbalthe
desire of finding again in his or her original coomity the warmth of personal relations and the etecf a
significant history.

3.2 Defensives



Unlike Conservatives, Defensives (estimated to @ &f our population) have no sense of inferiority
with regard to the society that welcomes them.ntified as managers with potential within the compahey
define themselves clearly as foreigners and orgamisepresentation of their original universe irysvihat can
be understood by the society in the host country.

If Conservatives tries to protect themselves frootsiole contacts, Defensives, not content with
appearing different, often enjoy their status agifmers and cultivate itIn Paris | am a bit special, | am an
American and everyone takes care of me. In Amérra just one American among others, speaking dhees
language as everyone else, there is nothing terdiftiate me from the othersgxplains a financier born in
Houston who says that he likes the feeling of 'sloaiveightlessness" experienced by the foreigner.
International mobility in the company has awakeimeDefensives the consciousness of local belongimdjthe
social mix has sharpened the sense of a cultuaathcl From praise for the benefits of the locald@mmpared
to the annoying uniformity of dishes served iniirdentinental hotel chains or for the oddities oéich cuisine
to lectures on the beauty of the country one haslgft or the legendary hospitality of one's cotripts, a
whole range of behaviour comes to systematise,aiions degrees, a strategy of over-affirmation haf t
depreciated self (C. CAMILLERI, 1989: p. 383).

"I'm a new style of immigrant. Man in the twentietintury is born adventurous. Despite my nomadic
behaviour and the journeys linked to my job, Ittr'yemain natural, that's alla Congolese executive explains
during our interviews and admits he Hassystem of thought within the company that isreg¢ and the same
time both instrumental and animistlt is Defensives that best illustrate the exparéeof stigmata accepted, in
the sense that the individual, faced with an imafgeimself drawn up by the majority society fronethigns of
difference that are found within him (a name, asldlour, a marriage customs etc.) tries to evaded live his
or her own life. By contrasting one or more elezthomelands with a native homeland and claimingitiie to
multi-citizenship® the behaviour of Defensives shows the choice distinctive type from a set of possible
social and professional interactiéns

During training sessions in the subsidiary in tberdry of origin, sessions aimed at executiveshi t
company as a whole, we noticed that Defensives tieth@come living ambassadors for their countryakivey
traditional dressiit's easier than a suit to wear in townd person from Gabon might be more likely to wate
report on the training in the form of a poem otthe style of one of the great writers of his or beuntry; a
Scotsman may well linger over a careful descriptidnall the stages necessary for the preparatiothef
culinary specialities served to the participantshef training session. This assuming of roles igdeneasier by
the exceptional and temporary nature of the trgisiession; it acts a visiting card for internatiogeecutives;
their discourse, manner and accent, which are th@upts of acculturation (folklorised), presentrthas they
wish to be perceived\( VASQUEZ, 1997: p. 167).

Defensives therefore symbolise an evolution ind¢hstoms ofAlpha as underlined by a Norwegian
executive:"When internationalisation of staff first beganethxecutives from subsidiaries felt they had to act
like the French in all things when they went to @@, but today they prefer to act more selectivélg. no
longer have to give up our customs to succeed'inEhare changing radically. For France it's a flike the
end of Jacobinism, and for the Group's subsidiattiés the beginning of internationalisation. Thengpany as
a whole can no longer think about its developmenéims of subsidiaries catching up technologicualith the
centre. Expatriates have to face a different relaship model, and gradually recognise our cultural
specificities or risk challenge or confrontatioréxplains a Congolese financier who has lived ianEe for
three years on behalf éipha'sAmerican subsidiary.

Defensives, when questioned, do not hesitate iondheir subsidiary's autonomy from the Group's
headquarters:Companies who do not understand about the pronsimesf minorities understand nothing.
People naturally want independence. Liberty, edqualraternity: | only ask that the principle beterded to all
countries"demands a man from Gabon who has progressed icd-ia a Human Resources department and
who notes that, in Gabon, there'éschange in mentality, increased freedom of thesprand the desire on the
part of staff to be treated equally in the develeptrof the country and the subsidiary".

The duality of particular and trans-national idéadition means that, at the end of professional lifvo
types of Defensives emerge: an elite, that mighddseribed as modernist, which chooses to remahinathe
multi-national firm to the end of his or her caremnd another type of Defensive who looks forwardeturning
to their country of origin. As part of this traditialist elite, a number of Defensive Nigerian, 8sbtand
Congolese executives who, after ten or twelve yehiatense mobility are at the end of their workilives,
wish to return to their own country and " symbdlicavard off the fluidity of the time that is pasgi and which
is passing elsewhere" (G SIMON, 1995: p. 210).



At this point in their lives, the individual's predsional career seems suddenly less importang ilotig
term, and as one of these managers pubite's roots become more important than sparklingfgssional
success abroad"The managers’ vision of themselves as membersaafrial organisation gives way to the self-
conceptualization of that of an entrepreneur. &Hasfensives feel that what is required of theno iput their
individual experience at the service of a new chasemmunity and are likely to engage in activitkesh as
political involvement in their homeland, holdinggitions of responsibility in a non-governmentalanmigation,
or creating a new business. These concrete pligsrepresent a return to self, integrating dgfihis latter
part of my life"social and family life and a sense of roots intaemonious whole.

The return to one's country is not without diffiguland international executives often discovet tha
years spent far from one's native land have, atammkethe same time, transformed both their perae pif
themselves and that of their origins. In ordergantegrate themselves, former international exeesitneed to
undergo the same kind of social re-apprenticedidp they had previously undertaken, repeatedly,wthey
had to make the considerable effort to find a pladhin the social contexts imposed upon them bsirth
careers.

3.3 Opportunists

The identity group that we call Opportunists cotssieainly of young executives aware of the fact,tha
while they do not possess any of the diplomas d@hathighly esteemed by the organisation, they hatde
doing the job, revealed themselves to be consiteergtecialists, and who wish to make up for thisklaf
initial training with great enthusiasm and overkdtt. Aged on average about forty, Opportunistsowtave
already had two or three career moves abrt@dferably in subsidiaries where one is not tremgdin another's
footsteps"yery rarely in positions of great responsibiliytlin posts that nonetheless require technicalréispe
(such as geologists, IT specialists or logistigarige Opportunists (25% of the population) viewbds
experience of mobility as the main source of paafpdb satisfaction. For these individuals thefpssional
world is a space in which they will try to maximisiee chances of favourable events with a series of
individually identified actions and appropriate ridies (J. LAUFER and C. PARADEISE, 1982: p. 476).
Opportunists tend to apply a no-risk alternatioutural codes, taking special care to adapt thelraviour as
well as their ethnic visibility when speaking tdfeient people.

They employ polite and familiar appellative formislanguage according to the situation and choose
themes for discussion particularly suited to aipaldr culture; they use a repertoire of Anglo-Saxgestures
during public presentations and those gesturesiassd with their country of origin during convetisa with
their compatriots, making it easy to discern, dlyigleveloped capacity in these certain internali@xecutives
to play the game of ‘the right social distanceha tight circumstances’ (what anthropologists healed 'the
situational use of ethnicity'). These internatiomatcutives often benefit from a home environmkeat &ccepts
opportunist manipulation of cultural models anadal, by so doing, for the removal of any possihldt gbout
such arrangements with oneself and with one's Bagjects do not have to hide their strategy froosé close
to them. The mask is dropped at the front dootposspeak, which differentiates them from certair@pives
who need to maintain a traditional way of beingdged parents, young cousins or friends who haeedtat
home as well as with the modern world of the watladion, relations with management in the hostntguor
at the children's school. The Opportunist’s wajifefis, therefore, more often based on a firm affitprinciple
between family and professional life and by thecpeal difficulties of reconciling the two.

Most Opportunists say that they find a new zestiferin a foreign environment. Maintaining a playf
front internationally, they seem to have a bulimititude to new sensations, unusual images and situ&tions
that are constantly being renewed. They are likéaiteother French expatriates in that what is irtgod to
them is to live change with unceasing mobility begw the subsidiaries of the Group, and who feelttier
return to France, to the headquarters, is a lofbarty. Geographic mobility meets what seemsdalphysical
need, and the language of determinist biology teroused to explain,it'l get itchy feet before | leave";
"travelling is in my blood". For older Opportunists, after the ‘adventure ofkyomaterial insecurity is not a
problem. What worries these travellers, who havestamtly renewed their professional identities &myht
above all to adapt to their environment, are tipereussions of breaks with the groups they formeetl gf, the
ever-present gap between the means of self afiomand the ability to obtain collective stableaguition R.
SAINSAULIEU, 1985) We find in the ranks of these executives the baardians of the social order that gave
them space to grow and still honours them today.

Although they only remain within the bounds of anfire of reference until the time comes to build a
new one, it would be foolish to consider Opporttsmmsmpty ethnic and cultural subjects. Being abladt in
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several registers involves the incorporation inteself of several parts of another culture, whadkes time.
One thing that is certain is that, in these coad#j authentic cosmopolitan behaviour consistsirst 6f
suffering and a feeling of being a stranger to &laad oneself.

3.4 Transnationals

As the largest part of our population (35%), Tratgmals were sufficiently self-confident and sofe
being able to play along. For them, reassuringladg reassured consists of abolishing the otssrméthin
themselves and always callifign human reason when making choices within thegany". Transnationals
admit 'they attach more importance to the person over abdve passports, place of birth and societies
encountered. "Willpower, the most widely shared attribute in therld", should be able to halt racial
discrimination and the discourse of a number ofekecutives calls on 'aecessary pluri-lingualism"on free
enterprise and the building of a cosmopolitan smitthin the company. Early on, Transnationals utade
studies far from home within universities that vesie students of all national origins. In this wapm the
beginning, these executives are able to learnahe sort of behaviours that would later be needetitvive in
the world of the company. At work in relatively ngtraining educational establishments, these exesut
quickly hone the tactical skills to succeed in fatized institutions. Later on within the companilkesy work
for, the saméneed for results, regular systems of individuahleation, work on the resolution of problems
undertaken in English and in small tearmsll drive this individuals modes of work and meafsuccess

In part because of such an education, Transnasignaiceive the most acutely the existence of a
dominant culture withiAlpha, "a culture of engineers, first and foremost ratigreot just of French origin but
one which borrows many elements from Anglo-Saxamagexial techniques”.In the eyes of Transnationals,
those who do not share this heritage cannot sucmeedprofessional level.

Transnationals are, for example, the keenest odéhelopment of cross-cultural training sessions, a
say that they maintain with the languages theylspaa instrumental type rapport which does not entéo the
field of their consciousness'Each move constitutes a milestone in the processwveftical rise during which
the extra-professional life is pushed back forrlad@ retirement. Subjects continually adjust thedsy of life to
their career and inversely after a certain age.

Transnationals also represent a family unit that draat plasticity of form. It is within this poatilon
that we find the strongest phenomenon of the valymestriction of family size and managers moslined to
harmonise, while abroad, the size of their famiijt with that which is prevalent in the host coynifhere are
many cases where the working wife continues withdwdivities, while one or two children are sentgtmod
schools (sometimes abroad) during the husband'atreqion until they have attained the necessary
gualifications. For Transnationals, personal idgrignds to merge with certain elements of gloloahgany. In
the same way that companies find names for theiinkas that will be acceptable everywhere to deschieir
business, some international executives will gieirt children a first name that willbe immediately
recognisable and acceptedherever they are in the world.

Just as it is an environment where linguistic ditgris taken for granted, making the subject truly
bilingual, international culture is better trangmit because it forms an integral part of the famitystory and
its recognition markers, and the test of intermatlanobility is perceived as the accomplishmenarfold and
mature arrangement, not as a temporary uprootingebalf of the company. Similarly, there are défeces of
prestige between commercial and engineering schablsa national level; the upper echelons of
internationalisation distinguish themselves fronosth lower down. The most efficient Transnation#he
inheritors of international mobility in whom care@nanagement is mixed with pre-existing abilities,
differentiate themselves from local executives vele@ their move to a foreign country as an end-tdera
reward for work well done.

3.5 Converted

Originating mainly from the Gulf of Guinea, the Mié East and Eastern Europe, these aré\lplea
executives most anxious to melt into the backgraafritie host country, those that can no longer liimks with
their country of origin and haverénounced their membership and nationality to takethe destiny of the
French". Wanting to remain permanently in France, the Cdrdeare also those whose home environment has
little in the way of resources and who, on the @ssfonal side, have ceased to be internationaktarmin an
exclusively national context (France). To reassmée be reassured, these executives will force tales to
be, as often as possible, in the company of tHusg donsider to hold the reins of power in the piggtion, the
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French executives and directors. One of the praatiensequences of being with the company is tloecetof
naturalisation as the most sought after and sultdesgcome following a career entirely built inetlicountry of
adoption; France. Certain ostensible manifestatame: a religious conversion, the shortening @anging of
the family name, the choice of first names for ¢hédren and languages that will or will not be dad down,
all of which indicate a desire to assume definlfivihe societal model of the host nation. Althouglost
international executives reveal, through their chadf first names for children born while they atwoad, a
fidelity to their national or religious origins {gheven at the risk of ethnic visibility, which tberrier will bear),
the Converted will make the opposite choice.

In this image trade, our research has shown tieatulle is to give a good impression, even gaintiges
by demonstrating a normal appearance, i.e. by stpthiat one respects the norms. This delicate dgarttee
image trade, in which it is necessary to contrelghesentation of self to benefit from an improsedial image,
is especially difficult for certain stigmatised iwaalities from developing countries where beloggio a
cultivated elite is not automatic.

The Converted believe in the possibility of livittie same lifestyle anywhere, in any country, and do
not want to leave room for cultural factors in thanagement of businesses. When asked to defineséhess,
they talk of a community of age that brings thewsel to their other colleagues, a community ofiskihd of
social status that makes them managers. A Norweggamtogist married to a French woman for six years
explains,"Common sense says that the French, German or §inglie not the same. They don't think or work
the same way or eat the same breakfast. If wedbtikings closely we can see that the executivéseoGroup
who travel internationally form a separate groupdanave more points in common between themselvas tha
between their respective compatriotsThese international executives share with Conseesm the
characteristic of being the most likely to decldhemselves objective when it comes to appreciativg
characteristics of France and its people. Theytlagequickest to link purely descriptive elementshwialue
judgements. Their tone and strength of their cdions is only slightly modulated when faced witlffelient
contexts (in public or not, in their original cort®r not, placed exclusively with their compatsiatr not, etc.)

Trying above all td'be appreciated for themselves alondiie Converted find themselves torn between
being members of an original (rejected) populatlmat allows others to designate them as membeasnodre
general category (nation, skin colour etc.) andvkach they are no longer part of, and belonging tgroup
which, by the introduction of their own charactécis, has difficulty accepting them. Behind thersttyped
figure that s/he tries to espouse, the foreignestamtly risks being betrayed by the presence @fréfected
other that s/he is not always able to master fullye Converted best illustrate the fact that adaton is
something that can never be achieved, and thaic#this not a state but a process of social colsion®. The
behaviour of the Converted sheds light on the qunoé negative identity first introduced by E. ERBRN.
Negative identity refers to all those traits whitle individual in a new host community learns tolase and
avoid. In an ever-imperfect process of de-cultorgtthe Converted provide examples of individualpihg to
reject a part of their past in an effort to perdlgneewrite the history that underpins their troethlphase of
opposition and the search for new identities.

4. POWER, FAMILY AND PEER COMMUNITY: THREE ADAPTIVE RESOURCES
WHEN INTERNATIONALLY MOBILE

Our research has emphasised that the experiemelnlity for even those international executiveshwi
a high degree of cross-cultural amenability stifberience ethnic barriers that weigh on professicgiations.
The phenomena of categorisation and even racisodial interactions do not disappear. Thus, ofieeg even
for those international executives whose capabdityl status have been enhanced by advantages such a
excellent education or experience are still notedalipon to compete for the most senior posts withe
organisation because they do not necessarily rertairc informal expected advantages such as scastial, or
because they come from a marginalized ethnic arigiffiact, a presumption of incompetence seemseigw
upon them; skin colour becomes an exterior sigh txaeals intellectual characteristics and spedifinority
practices. In itself, the inter-cultural confrombait cannot be examined independently of the naltipoant of
departure of the actors, and thus, as A. C. WAGN&Res: "international is a long way from meaning a
national, though certain nationalities can, morsilgahan others, use this term" (1998: p.°3%or mobile
executives, the capacity to master their job imagssional and international space seems alserteedin part
from the capacity to transform one’s own natiortailautes into professional resources. Successdss area
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include advantages such as mastery of the langabglee country and expert knowledge of the business
environment and its norms.

Thus, although Human Resources managers assessimgriaational’s chances for success abroad
would take into consideration the need to correafigess the length of the posting abroad, thetisiuaf the
spouse and children in the family, and requisitehtécal competence needed for the position, ourkwor
concludes that the mode of adaptation to work aedsbcialization of the executive stem first frime degree
of power they have in their relations at wook,in other words, that individual"power advantage."

Relations with the international executive, seen &weigner, are initially equivocal, divided betsn a
sort of fascination and a kind of resistance. Ewample, in intercultural meetings between intéomat
executives and the French, the reactions on bd#s sevolve around two essential poles: an attma¢tiwards
the unknown possibility that exists in the otherweell as an antipathy towards what could be seenemnacing
and outside of one's own world. For a foreigner sehpresence and identity do not provide, at ondladame
time, all the guarantees of exchange and protedtiig double feeling of fascination and resistaoedhe part
of the host society gives rise to a need on thegiahe subject to reaffirm his or her fidelity tioe collective
identity. (A. CAILLES, 1986).

In long-term situations, however, when the intaoratl executive is able to be an adaptive caroer f
the whole of the work force due to the individualisn special knowledge or skills, (for example, éxecutive
is a specialised translator or an expert geolqgis8 have noticed that there is a lessening of thega
stereotypes on the part of the dominant group apeoild by signs of acceptance towards a peer dwtyd be
their equal. It is foremostly the balance of pouvethe relationship that proves the most promirearm as to
understanding the nature of the “other” and hikearcultural differences. An equal balance of pobetween
the executive and the dominant group facilitatesitiegration of the executive into the host millgumaking
the difficulties inherent in inter-personal commeation seem to be only a small drawback in maiirigiman
especially skilled person in the company.

The exercise of power does not, however, signifgoaversion of identity and the programmed
disappearance of the subject’s cultural specifisiti A. CAILLES explains in such cases, these iational
executives will temporarily adopt some of the gaif the host culture; these executives do not sseciy
imbue these traits and values as their own, howeVéis kind of trait adoption must instead be sasrthe
mastery of another method of communication whialegjithe executive access to another means of egghan
and of argument. For this to occur successfullyweher, it is requisite that the executive have fisignt
resources to resist the cultural norms of the otlueing exchange” as well as have “sufficient poitities for
exchange within his own culture" (A. CAILLES, 1986)

These international executives can be divided tmto categories according to their membership of
different national groups and, beyond that, by degree of cultural or linguistic proximity of thellture of
origin to the host society; those executives, wiotheir knowledge bring a means of adaptationficiency
into the work situation (technical ability to regela problem, contribution of large relational tabetc.), and
then those executives without knowledge, livingrtih@ove as a period of intense acquisition of skillithin a
socio-professional group more qualified than they &embers of the first group, appreciating theggality
of social integration via the means of recognisedgssional competence, will voluntarily exposentbelves to
strong sequences of identification to enable themmodel their identity, while those within the sedagroup
will be more reticent to open up the original culturaforms of the host society. The first will be abte t
mobilise power in social interaction and will w# group relationships in debate and cognitive amrghs,
while the second, without power, will favour affieet bases of exchange and seek to speak via athatle
solidarity that was not dissolved by the experieoicine international move.

Identification and cultural process for the intérm@al executive also depends on the presenceaéér |
thereof) within the host country of a communitypefers that allows the individual to maintain arsgraffective
tie with his or her culture of origin outside theomkplace and out of the strict context of productio
(“community advantage”). Faced with a differentgeption of time and space in a foreign countrg,¢heation
of an intermediate cultural, ethnic and psychiacspalows conflicts arising from acculturation te fegotiated
dynamically backward and forward, and viable compises to be found between mother tongue, company
language, the culture of the host country and thekwulture of the globalised company. The nucfeanily,
the empathy of partners and belonging to co-ethmobility group ensures emotional stability by bedwgna
protected area for self expression, a space fawahin the face of the functional and instrumenktessities
of work.

This ability to live in a “national ghetto” abroathanks to compatriot groups, schools and national
churches, is usually the privilege of the uppereémis, which are historically those of the FrenchAlipha.
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Mobile executives from subsidiaries, in contrasg butside of any strong community enclave whewingpto
a foreign country; since these executives chararéaternational mobility is limited to begin witthere will be
only a few of them in the host country, and thuesfdw executives that do make the internationalenei be
virtually left alone in adjusting to the new cukur As a result, these executives are more exposediltural
uprooting than French expatriates.

Many international executives differentiate themesslfrom the traditional model of expatriation ot
French whose desire for coherence in their caraérlpd them to attempt to marry maximum integratiathin
the company to a mode of adequate familial orgéinisg ‘family advantage”). Today, international exgives,
in contrast to this traditional pattern, accentusie plasticity of family unit, choosing (as a ftina of the
country where they are to be established) to goealir as a couple or to send their children to iafieed
institutions. This new flexibility introduces wittach period of mobility a profound redistributiohroles and
authority at the heart of the family.

When families judge that the preservation of limkth the country of origin governs social rise bet
maintenance of desirable posts, the father wikrofieparate himself geographically and functionatiyn the
family. Executives who live away from their faresi show strong individualisation in their professiopaths;
this double observation is based on separation fhenoriginal national community, and professionaicess in
the organisation leads to balance the notion tkatwgives who best adapt to the world of work imast
subsidiary are those who benefit from a large amotisupport from compatriots at their sides.

What is certain is that the family is a vital exdenpf managing cosmopolitan capital; or in otherasp
international moves, if they cover a wide geogrephiarea, take place for most executives in aivelst
restrained social, cultural and linguistic milideor those that have grown up from their earliesdryean
international environment, the feeling of disora@itn is attenuated by occasional contacts withuaicgances
abroad as well as the benefit of subsequently baitgto mobilise multiple sources of informaticairged from
the experience of spatial mobility. If a numbereagcutives from subsidiaries experience frequemewals of
their individual identities during their move upethierarchy, those individuals who have experienced
international mobility since their earliest schaold find that continuous acculturation in an ingional
environment produces a sense of ease and a natanaler with the individual’s own original cultutteat any
training at school or later in business would fififficult to achieve.

Because of this, many international executives nemationals, and the most fruitful strategies are
precisely those based on the use in the interradtideld of national resources. In an apparentlyadaxical
manner, those executives who define themselvesiag Ibhe most international, and who truly cultevéhe
traits and styles of the international way of Iffguri-lingualism, marriage to someone of anothationality,
cosmopolitan in one's friends, international edocadf children etc.), are also more often thanthose who
mobilise most systematically their national resesrm all areas of their social lives, maintainthg strongest
links with their country of origin.

5. UNDERSTANDING HOW INTERNATIONAL MOBILITY ISLIVED, WHAT ARE THE STAKES
FOR HUMAN RESOURCES DEPARTMENTS OF COMPANIES?

If the observation of the liveliness of inter-ethnielations (in the occupation of urban spaces (M.
GUILLON and I. TABOADA LEONETTI, 1986; V. DE RUDDERand M. GUILLON, 1987), in university
environments (J. P. PAYET, 1994; J. STREIFF-FENARTPOUTIGNAT and L. VOLLENWEIDER, 1993)
and in the inter-generational reports on citizemgii. HILY and M. ORIOL, 1993) has proved its vatid it
might be possible to show that such analysis cdédequally pertinent in all social spaces, espgcial
workplaces which often offer the first occasions foolonged contact between migrants and the lusety,
between mobile employees of a company and the Jaw&p It is perhaps the main thrust of this artice
underline the double movement by which internafiogecutives continue to appropriate the spiritthod
original community to which they originally belon@primary socialization” harking back to a subjeeti
importance of ethnicity) while, at the same tinagritifying themselves with professional roles bgrihéng to
play them in a personal and effective way outsidd® context of their cultural origins.

This work seeks to underline the impossibility tfdying the population of international executives
Alphaarmed only with the tools of past understandimgl focuses instead on what the individuals thenaselv
have put together, important affirmations of selem abroad, similar to the manner in which we Hawng
described immigration in a French context (G. BMBSON and M. J. YINGER, 1953yhich was proper to
long term expatriation in the sixties as well as fitrms of professional mobility analysed by samiigts during
the eighties in a purely national context (R. SAMN&IEU, 1977; C. DUBAR, 1991). We cannot, moreover,
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conduct research using managerial literature of I@&d$@xon origin, which values the profile of the
transnational manager as hyper-adaptable, a “Earager” (T. PETERS and R. WATERMAN, 1983; V.
PUCIK, N. M. TICHY and C. K. BARNETT, 1993; M. W. 8CALL, 1997) following the path of mechanical
and accelerated assimilation into the values ottmpany.

6. Conclusion

Our typology around five identities shows that, fabm being reduced to a unique process of
socialization within an organisation, prolonged exgnce of international mobility ; in other words,
international executives do not form a homogenaaesas group. In the global company, the successboial
integration of employees into the company now iasiegly requires much more than the simple acceptah
workers from different cultures within the systewhich was thought to eradicate any differenced)e focus
is now instead on long-term collaboration betwdendompany and employees which allows the emplayee
develop their own national, regional, and microaloevels of self-perception instead of imposingoanpany
culture upon individual members of the companyh®detriment of the national identities of thes@layees,
Therefore, just as immigrants were the symbols reh€&h society as it modernised, international etvees,
seeking to be recognised by their attempt to teamselves away from the stigma of their partictigiand
with generous resources at their disposal, symbdhe global company. The manipulation of ethpity
international executives leads, in a little-exptbprofessional world and where we least expectdihdbit, to a
sociology of stigmatisation and hidden relationstop dominance. International executives are figgding to
impose their own definition of self, i.e. to be alb define, in line with their interests (mate@ald symbolic),
the principles of definition of the social worlddategitimate criteria for personal evaluation. the context of
adding to the resources held by executives to endgim to live through the effects of the modetiosaof
large organisations, our research calls for a smgyoof dynamic transactions of identity which doest bind
them to a tragedy (obliging them to forget themtsoin the name of conversion), but seeks insteakustrate
the possibilities for cultural enrichment and sbdiatinction based on ethnicity. The better untiarding of the
situations of inter-cultural confrontation will tamrow be an important field of research in socigldhe results
of which will enlighten the work of directors andamagers in the Human Relations departments of coiepa
who wish to examine the processes leading to thieenstanding of foreign culture and better undetstiine
professional adaptation of cosmopolitan managesyréng that pluri-national teams work well togethe
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NOTES

! The question as R. SAINSAULIEU puts it is "fundamtally that of interdependence between societythad
company since individuals, executives or just wskare not easily able to alter their identitiecolture as
they pass through the doors of the company. Justfég in fact, is the individual master of the tcmél base of
his or her human potential? This is a crucial goash his or her development” (1991: p. 142).

2 By “identity strategies” what we will describey an ideal-typical way, are groups of individualkorare
perceived at work through their shared particuksiais much as in their values (affective registahaviour
(cognitive register) representation (symbolic reggisas in their past history (register of origins)

They aim to highlight the logic of action as defingy C. DUBAR (1992: p. 512), linking a professibhaure,
a statutory position in the company and the subjececonstitution of their biographies.

® A. C. WAGNER, in another research context, repdne case of M. SCHNEIDER [who] underlines the
symbolic profits of the capital brought in by hanfily: "they couldn't place me". Because he thoughhad
escaped the status of being a foreigner withoutcgheurebred French, he was able to define himsela a
prototype of Franco-German friendship, a socialgenthat was particularly useful in his area of\aigti(1998:
p. 174).

* N. GLAZER and D. P. MOYNIHAN (1975) have illusteal the emergence of what they call a “new
ethnicity”, a process of ethnic identification argothe upper and middle classes of the wealthy $sbaf
American cities (the Irish and St Patrick, theittas and the annual Mulberry Street parade). Tihgestive
identity invoked on demand during these temporagnes has no influence over the rest of their $divies.

M. WATERS explains that the “new ethnicity” persigts it allows the individual to satisfy two couficdory
desires inherent in the American psyche: the désiteelong to a community and the desire for irdiraility.
The new ethnicity is attractive to the middle cessdecause it implies a choice. It gives the ingoasof
having a rich cultural background without the castfeched to ethnic loyalty (commitment to a grauigh
social obligations) being high (1990).

®> In the effort of the individual to symbolicallyark his or her membership of a favoured social euijli
between symbols of prestige and symbols of stigmataC. WAGNER describes the use of dis-identifiers
"those signs that tend to question the informatransmitted by the stigma". M. ALAWAN proved at &gh
during his interview that he had an erudite rappaitt Islamic and Oriental civilisations. A moventdike SOS
Racisme seems to him to be "of an unbearable \itytaris knowledge of Islamic civilisation letstisee all
that separates him from the immigrants who knoantsless well than they know French" (1998 ; 36).

® The career strategies suppose a judicious clbitgernational experiences as all destinationsatogive the
same rewards. Everything occurs as if the pregiigthe country posted to will attach to the careéthe
international executive who is sent there: geoggbhrajectories and professional trajectories farefrom
being independent.

" For a long time left to philosophers, historiang @olitical scientists the question of culturafefiences and
the business of thinking about the failure of theiteld Nations as in the question of the integratidn
minorities, most social research into inter-ethrétations in France, with the exception of the wofkR.
BASTIDE, or G. BALANDIER or the ethno-psychiatrigpproach of G. DEVEREUX has been strongly
influenced by the cohabitation at the heart ofAhserican nation of human communities that are difféiated
by race (African-American and native Americans)tioral origin (ltalian-Americans) or by religione\ds,
Muslims). It was only by the extension of this Amsan research into the field of cultural anthrogylehat the
question of syncretism and confrontation of inti@es cultures began, after the Second World Waretwidely
looked at in France, and we should therefore, derlined by D. CUCHE, ask ourselves why researti time
interweaving of cultures as compared to the stddgatated cultures was undertaken so late (199261).

For D. SCHNAPPER, the lowly place of sociologicaides into immigration in France was mainly duet$o
history "the birth and institutionalisation of soltigy, founded by a professor, an assimilated Jgva, at one
and the same time foresaw that the ethnic dimerdiaollective life would weaken as a new moderniety
unfolded and thought, that an evolution which ldted people from their inherited attachments wa®ad
idea. It was no doubt reinforced by the influenéeMarxist thought which has dominated the intelledt
landscape since 1945. This explains why Frencharelers have not been part of the debate on theitaef
and meaning of ethnicity, about which they knowdjtand why they willingly highlight the social @political
dimension of human relations” (1998: p. 395).
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