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Coaching' Expatriate? Managers

Sending employees abroad
can provide significant* op-
portunities for companies as
well as for employees, so it's
no wonder that* the number of expatri-
ates around the world is constantlys in-
creasing. Unfortunately, it’s not all wine
and rosess, since “transplants” onto
foreign soil” suffer from® culture shock
and lack of understanding of their new
miliew. BEM’s Michat Chmielecki pro-
vides a few tips™ on coaching of the ex-
ecutives" delegated overseas™.

Expatriate managers — be it delegated
or newly hired* ones — are responsible
for penetrating new markets', over-
seeing’™ operational start-ups®, trans-
ferring technologies, managing joint
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ventures or transmitting organizational
culture. They become key players in
the global economy, acting as the hu-
man link* in international trade. They

coaching | trening, instruktaz

zexpatriate | ekspatriant, osoba mieszkajaca
poza wtasnym krajem

ssignificant | znaczacy

4(it’s) no wonder (that) | nic dziwnego,
ze...

sconstantly | stale

¢it's not all wine and roses | nie wszystko
gra, nie jest za rozowo

7soil | ziemia (np. ojczysta)

¢to suffer from sth | cierpiec na cos,
od czego$

*milieu | Srodowisko, otoczenie

tip | porada, wskazéwka

are not the strongest link, though, un-
less they are properly eased into™ their
new environment and properly moti-
vated.

"executive | pracownik szczebla
kierowniczego

2overseas | za granica

snewly hired | $wiezo zatrudniony

1“responsible for | odpowiedzialny za

sto penetrate a market | przenikna¢ na rynek,
zbada¢ sytuacije rynkowg,

sto oversee | nadzorowac

start-up | nowo powstata spotka

' link | ogniwo (fancucha),
potaczenie

9to ease sb into sth | ostroznie kogo$
wprowadzi¢, stopniowo kogo$ wdrozy¢
(np. do pracy)
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Failures~ in international
assignments-

Although foreign assignments are
viewed as= a key strategy for MNCs=,
many expatriate managers are unsuc-
cessful in foreign organizations. Ex-
patriate’s performance* depends on#
a couple of factors, one of them being
the ability” to adjust” themselves to
the host culture. Expatriates have to
fit into* new cultural environments by
modifying and adapting their behav-
iour* to match* the host country’s
cultural values, norms and paradigms=.

It’s not only expatriate managers who
may be unable to adapt to the physi-
cal and cultural differences of the new
environment. The same problems
concern® their families. Studies show
that if the family does not successfully
adapt to the host country’s culture,
the whole expatriation could be in

jeopardy=.

Acculturation-

Adapting to the new culture, i.e. accul-
turation, is a complex and multidimen-
sional*® process. Assisting expatriate

»failure | porazka

z1assignment | przydziat, zadanie

210 view sth as | uznawac/uwazac co$ za

= MNC (Multinational Company/
Corporation) | spotka/korporacja
migdzynarodowa

= performance | wydajnos¢, wyniki

=to depend on | zaleze¢ od

= ability | zdolno$¢, umiejetnosé

7to adjust | dostosowywaé

= host | petnigcy role gospodarza, goszczacy
kogo$

= to fit into sth | pasowac¢ do czego$, zgadzac¢
sig z czym$

»behaviour | zachowanie

*'to match | pasowac, by¢ zgodnym z czyms$

=2paradigm | schemat, model
(np. zachowania)

s3to concern sb | dotyczy¢ kogo$

*#to be in jeopardy | by¢ zagrozonym, by¢
w niebezpieczenstwie

s acculturation | akulturacja, adaptacja
kulturowa

s multidimensional | wielowymiarowy, o wielu
aspektach

*to achieve | osiggna¢

managers in achieving a smooth® ac-
culturation is no easy matter. Trainers,
coaches* and researchers® claim* that
cross-cultural* preparation for expa-
triates should include, among others,
language training, cultural assimilation
training, information about geography,
climate and accommodation®. In addi-
tion, cross-cultural preparation should
develop expatriates’ awareness* of
culture and its influence*, knowledge
of how to survive* and succeed in
a different culture, and the ability to
handle® emotional challenges*.

Culture shock

Culture shock may significantly hinder
an expatriate’s ability to establish®
friendships with local people. The
symptoms may include homesickness®,
nervousness®, depression, mood
swingsss and even hostility*. Managers
often display® hypersensitivity to® crit-
icism, aggressiveness and domineering
behaviour. Proper training and support
can prevent® or |essen* most of these
unfortunate® reactions.

Organizations understand the im-
portance of such smooth accul- »

sssmooth | gtadki, bez zaktdcen

s coach | trener

“researcher | badacz

“1to claim | twierdzi¢

42 cross-cultural | miedzykulturowy

s accommodation | zamieszkanie,
zakwaterowanie

“awareness | Swiadomos¢, wiedza

ssinfluence | wptyw

s to survive | przetrwacé

“to handle sth | poradzi¢ sobie z czym$, da¢
rady

s challenge | wyzwanie

»to hinder | przeszkodzi¢, spowolni¢

s0to establish | zatozy¢, nawigza¢

s'homesickness | nostalgia, tesknota za
domem

s2nervousness | zdenerwowanie, napiecie

ssmood swings | wahania nastroju

s« hostility | wrogo$¢

ssto display | okazywac

ss hypersensitivity to sth | nadwrazliwo$¢ na
co$

s7to prevent | zapobiec

ssto lessen | zmniejszy¢

s unfortunate | niefortunny, niepozadany
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Culture shock may
significantly hinder an
expatriate’s ability to
establish friendships
with local people.

The symptoms may
include homesickness,
nervousness, depression,
mood swings and even
hostility.

turation and attempt to increase the
likelihood® of a successful sojourn® by
trying to select the right people and
provide them with appropriate train-
ing opportunities via® coaching.

Coaching expats

Professional coaching represents a cross-
disciplinary* approach. It aims at* the en-
hancements of well-being”, performance
and professional development as well as
the facilitation® of individual* and organi-
zational change. The core™ concepts of
coaching are: helping, collaborative™ and
egalitarian™ relationship between coach
and client, and focus on the development
of the client through an individualized=,
client-centred process. Coaching is used
in cross-cultural contexts and over the
last couple of years organizational use of
professional coaches has grown consid-

erably™.

o |ikelihood | prawdopodobierstwo
stsojourn | pobyt (np. tymczasowy)
s2via | za po$rednictwem
sscross-disciplinary | interdyscyplinarny
ssapproach | podejscie

ssto aim at sth | by¢ skierowanym na co$
ssenhancement | poprawa, ulepszenie
s7well-being | dobro

ssfacilitation | utatwienie

s individual | jednostkowy, osobowy
ncore | kluczowy, fundamentalny

7 collaborative | wspoiny

2 egalitarian | rowny, egalitarny
individualized | zindywidualizowany
7sconsiderably | znacznie, znaczaco
srelationship | relacje, zwigzek

7sto form | utworzy¢

7 authority | wtadza, zwierzchnictwo
7sresponsibility | odpowiedzialnos¢
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There are a number of executive coach-
ing definitions. Coaching can be viewed
as a relationship™ formed™ between
a client who has managerial authority”
and responsibility” in an organization
and a coach who uses a wide variety™ of
behavioural techniques and methods to
assist the client to achieve a mutually*
identified set of goals. In other words,
the coaching process is a systematic
goal-oriented®" process that aims to
facilitate sustained® change.The choice
of coach, therefore, is vital®, especially
in a cross-cultural setting®.

Coaching skills-

What are the essential®* competences
of the effective executive coach? This
is a challenging and important ques-
tion. The necessary attributes of
a ‘capable® coach’ are: communication
skills, interpersonal skills, self-man-
agement®, coaching craft* (e.g. goal-
setting”, planning, etc.), breadth® of
experience and technical skills.

However, the coach who is working
with expatriates should have a couple
of additional traits® as well —an appre-
ciation for® the culture of the client
and the host country, self-awareness®
in terms of* the coach’s own cultural
background, personal experience in
cultural adaptation and acculturation,
familiarity with* theory, research and
practice in cross-cultural psychology,
communication and management.

»wide variety | duza réznorodno$¢

= mutually | wzajemnie, wspoinie

s goal-oriented | zorientowany na cel, celowy

@2gustained | staty

ssyital | decydujacy, rozstrzygajacy

= setting | sceneria, otoczenie

s skill | zdolno$¢, umiejetnosé

= essential | podstawowy, zasadniczy

¢ capable | zdolny, kompetentny

= self-management | odpowiedzialnos¢ za
samego siebie, umiejetnos¢ samodzielnej
pracy

@ craft | rzemiosto, fach

» goal-setting | wyznaczanie celéw

' breadth | szerokos¢, szeroki zakres

2trait | cecha

ss appreciation for sth | docenianie czego$,
uznanie wobec czego$

*self-awareness | samoswiadomos$¢

Although coaching is gaining more
and more popularity® and is a fast-
growing® business, there are several
limitations that need to be consid-
ered™. Some managers don’t want to
have a coach, some don’t respond well
to™ coaching. The client may become
overly dependent on the coach (in-
hibiting’s acculturation), especially
when the expatriate is under severe™
stress (early in the sojourn). This may
not be a time when they are receptive
to™s using the reflective™ space pro-
vided by coaching. And since so many
expatriate assignments take place in
developing countries, there is no guar-
antee that appropriately qualified
coaches will be readily available®® in
the host country.

Conclusions

There’s a clear need for professional
coaches who have broad knowledge
and experience in cross-cultural psy-
chology, management and communi-
cation. Success of the biggest corpo-
rations depends on it, as it’s the only
way to help the newly arrived expats
mesh with" the foreign corporate cul-
ture and everyday life. u

About the author: Dr Michat Chmi-
elecki, MSc, lectures Negotiation and
Conflict Resolution at Clark University
in Poland. He also works as a trainer and
consultant.

ssin terms of | pod wzgledem

s background | srodowisko, pochodzenie

o familiarity with sth | znajomo$¢ czego$

st0 gain popularity | zyskac (na)

popularnosci, zdoby¢ rozgtos

= fast-growing | szybko/preznie rozwijajacy sie

10 to consider | rozwazyc¢, bra¢ pod uwage

1 to respond well to sth | dobrze na co$
reagowac

1z gverly | nadmiernie

13 to inhibit | pohamowa¢, powstrzymaé

14 severe | powazny, dotkliwy

15 to be receptive to sth | by¢ na co$

otwartym

15 reflective | refleksyjny, zamyslony

7 appropriately | wiasciwie, stosownie

1 readily available | fatwo dostepny

12 to mesh with sthisb | zazebiac sie,
pasowac do siebie, dopasowac sie



