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Expatriate or Local Manager?

How to Make the Right Staffing Decision for China

The enirepreneuvial success af a flvm deciyively depends
on fhe cholce of the Fight nanagement personnel, Kspe-
cially in o country lilke the Peoples Republic of Ching,
The definition of the correct candidate profile or the
evafwation of o market orfented selary package are
strategicall)y very important decisions thae need optimal
evalwarion and expericroe.

Ar the fase Chamber event held in Zurich on Novem-
her 28th, Swiss-ASIA Human Resowrces Lid, provided
their experience fogether with two of their Ching based
Swiss clients to the highly interested audience and o~
Jeved businesy ortenied evalwation criferia s o enable
companies fow to make the rishi staffing decision,

According 1o Swiss-ASLA Tuman Resources Ltd, the
search siralegy fora company should not only focus on the
prolile of the manager abread. Since intercontinental und
intercultural knome-hos transfer, communication and mar-
ket knowlaedge are fundamental for successiul globul man-
agement, the analvsis in torms of the head ollees inter-
cultural management ability and profissionalism has 1o be
eritically evaluated too belore resircling the recruilment
process to only one side, Olherwise. the recruitment might
result in a way that the new manager [its more to the head
ollices management system instead of the local market.
Muost ol the Joint Ventures or investments in China fail be-
cause of unqualified manzggzers who are not able to sce
trends and the business in their local murket objectively
and early encugh, but await decisions from the head olTice
and follow orders instead of providing their own new in-
sightful analysis. They provide leedback 1o the head olTice
who creates the impression thal the branch abroad is “in
comtrol” and the know-how lransfer is guarantesd and
works well. Bul imporiam market indicators are missing.

But ol course, there 1s also the situation where the com-
municalion belween the head office and the local man-
ager doesn™ work smocthly and differences and or argu-
ments permanently arize. The local hranch therefore isn't
able o produce or sell tailor-made to the local market
need singe there is no constructive dialog between the
parties. The reporting often results in only fact oriented
communication made by the head ollive where lasks are
given and local concerns are ellen ignored. Also here,
important market indicalors are missing,

How then to combine both elements, the soitability
with the head ollices management feam as well as the
profound local market knowledge at once? See therefore
a list ol the most important skills 10 ensure a professional
and therelore successful recruitment £ employment, ad-
ditionally 1o your own company s experiences:

Today” the human resources market especially in China
provides enough excellent managers ol all nationalilies
with various profound industry and inlercullural experi-
ences [ loreigners/Chinese) which allows a company 1o
be very demanding when searching for the best candi-

cdate. Taking all these facts in consideration, the question
“Lxpatriate or Local™ 1s not relevant anvmore. Espe-
cially, since it is not easy to categorize the Singapore-,
Taiwan- or Hong Kong-Chinese as expatriate or local.
China experienced companics know wvery well that
“abroad Chinese™ are not necessarily suitable for the
mainland China market. The same 15 true for Chinese
people coming back from abroad. On the other hand
Western manager with fluent mandarin skills who live
and work in China for more than 13 vears are not auto-
matically cxpatriates. Bul because of money reasom,
cverybody likes t be calegorized us an expalriale,

The Money lIssuve

Selecting the right individual automaticallv leads to the
gueslion how to determine the right compensation pack-
age, This is based on the following criteria’s:

Mhain Criteria’s when Cuskriag  aimy
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Summary

When recruiting new management or kev-staff in gen-
eral, don’t focus on emploving an “expatriate or a local
manager”. Mot for the money issue and not for the ex-
pected work progress. The praciical experience [Tom a
client and managerial viewpoint shared by Huns Buedi
Schiirch and Heine Hochsirasser also conlirmed these
puinis. Both siressed the importance of the following
success fclors i the Chinese market,

These are in case of o Western Expatriate: social com-
pelence, willingness o combine the best of hoth worlds,
awareness 1o be a guest and willing to adapt to the Chi-
nese culture, Learning the local languapge is not a must.
However, il helps a lot within social contacts to know
some words,

Incase ofalocal Chinese manager it is essential to take
in consideration the culture of “keeping up the face™
Chinese people are very polite and cxpect this from for-
gigners too, Special attention has to be given when hir-
ing a Singapore or Hong Kong Chinese. In uddition, gel-
ting work permit and solving tax issues for “foreigners”
conld be guite difficult and resull in an expensive em-
ployment issue.

Another specilic issue is lhe so called “guangsi”
network. Chinese employvees are loval to their manager
and nol Lo the company, 1T a manager quits the joh ar
has to be [ired, the majority of his/her people will fiol-
v themmn 1o the new employer who is often the market
competitor, Therefore, it is recommended to have a
second ling in place. To keep gond managers on board,
it ¢could be helpful to take care for their family by
providing i.c. howsing, health insurance, supporl lor
school fees, MBA™, cle. Such tlems will mostly prevent
an unforeed loss because ol the tight Gmily bonds in
Asia,

However, the salary level for an excellent local man-
ager loday 18 not anymore far from ours. China is chang-
ing very tapidly and competition is growing. It means,
within a few vears from now, there will he nearly no dif-
ference to the Western world regarding knowledgze, busi-
ness behavior and labor market in general.

Nore:

Swiss-Asia Human Resources Lid. is a Swiss-based In-
ternational Human Resources Consulting Comparny with
strong presence v Asia (Shanghal, Tokyo, Singapore and
Seoul). The following services are offered: Precutive
search, Sefection and Development Assessment, Inter-
crdivrad Assessment, Strateric Human Resources M-
aeement Consaliency, Chplacement, Salavy Foaluation
ard Compensation Struciuring.

Muare information can be seen v downloaded (Power-
proint presertations) from the Swivs-ASTAY homepage
while VERITINE: WWW SWERS-a5ia com

Self and Market Analysis:

— Analyae intercultoral competence and global man-
agement experience S understanding of the head-
CJUATTErS ma:mgement'team ar T e

— Bvaluate the local markets (products, enmvronment)

nesds carefully to be able to define a tailor-made
and therefore marker oriented candidates profile,
Avoid bringing personal preferences. Be objective
and pragmatic while defining the profile.
Diefine key requirements (<kills, interoultiralabil-
iy, churaeienisiios / personality, ote) and define eni-
teria’s Lo avold; I existiog, involve the responsible
Head Asiaor Dnrector Asia (acho lives abroad j in the
recroitment process: Or make sure, that the key-per-
som o the managemment team the hew local man-
ager hias 0 repord wois alsoe mmlved it the rf;um;t—
ing progess.

I{e}f Reqmramenm

— Ability to hring in WeaTern ax well as Incﬂl -'\‘\ld.!'l
“husiness nnderstanding and practices. Experience
in dﬂrelcrpmg lmf.'me‘;s and ma-.nrmmﬂg it thmu,gh'
hath culhures.

Fasy to establish sense -;Ji uulhunL‘u Dl:splﬂvmg
lmdcﬂhlp qualitics.

- Good understanding of {.-U]llp&l'l} g giobﬂl husums.-.-'
phﬂumph} and mentality.

~ Posilive impact on the image as an lntﬁmaﬁmal-
“company to facilitate local market as:csptance :

= Bmooth: cm_nn_u.t_lm:a_r!m[rq.rf[th the HG. -

- |iffective communication with local stafl,
|1-'IdE[I-ﬂ} knw.]adgc of the local market, mcludmg
firture risks and. :mpcrrtumm-_s -

Stromg i in establishing loval business nchmk
Good for government relativnship E{Ltld.mg ad
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— Limdted Nexibility when restricmring I]{E [T DTICE
defined work-flow process after awhile to adjust on
the new market environment.

— Risk - of false delegation (intercultural ha%d‘]
Koo difficalties to delegate in gencral.

Lack of systematic additonal training m inlerma-
tional fmtereultural management,

- Known lack of smooth communication with the
hn;.adquartﬂr :

= Known cultural based cunﬂmts be:ween the head-

*guarter, peers and subordinates.

= Not familiar enough with the local market l[u::hents
supplivrs, govermnent nebwork, ete.),

— o high costs (zalary paclage doesn’t fit to corpo-
rafe siructre)

Swiss-ARIA Ld. can provide interosted compunies an
interview questionnaire or an onling sclection tool on:
W swissasinocomseleetion him
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