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Expectation of Japanese expatriates

Gregory J. Vervais
Senior Vice President,

DENSO MANUFACTURING TENNESSEE, INC.

Today, approximately 400,000 Americans work for Japanese-affiliated companies in
the manufacturing industry. More than 2,000 of that number work at DENSO
Manufacturing Tennessee, Inc. (DMTN), located in Maryville and Athens, Tennessee. This
meeting of two worlds in a Tennessee workplace presents unique challenges for the 21st
century. The abilities of a Japanese expatriate to perform successfully is critical to the

future of DMTN and its growing work force.

A LOOK AT DMTN

Projections show that DMTN’s work force could grow to approximately 3,000 by
the end of the year 2,000. Because of the advanced technological skills that DMTN will
need, Japanese expatriates will continue to be necessary. Currently, Japanese expatriates
comprise 4.5% of DENSO Manufacturing Tennessee’s population, or 93 positions. There are
34 Japanese managers and above and 59 coordinators, high-level professionals who transfer
technical skills and job management processes. On average, they remain at DMTN for up
to five years. Since DMTN’s establishment in 1988, they have assisted in building a
company with three plants in Maryville manufacturing alternators, starters, instrument
clusters, electronic products and two plants in Athens. New electronic products are being
added yearly. This year, DMTN’s Athens plant produced its first shipment of oxygen
sensors. In 1998, another Athens plant will begin production of fuel injectors. This growth

will continue into the next century.

ABILITIES OF AN IDEAL JAPANESE EXPATRIATE

What makes a successful expatriate? Expertise in one’s field is not enough.
Language skill is not enough. One of the secrets of business success is the ability to
create a team and be a part of a team. Perhaps the single most important qualification
would be an ability to communicatein many ways. Integrated with basic communication
skills should be the following characteristics:
® An outgoing personality.
® The ability to actively listen
® Patience when imparting technical or managerial knowledge or dealing on any level with
peers and “or subordinates. The concept of family values is strong within the Japanese
management system. These values are conveyed in the idea of teamwork and the desire to

create a company “family.” Generally, the typical Japanese expatriate also has a politeness




and an innate kindness which underscores a trustworthiness in professional dealings.

® Motivation: The expatriate’s first year in a foreign environment can be stressful. He or
she needs a strong inner motivation to adapt to new surroundings and accept possible
setbacks.

® Tolerance, an appreciation of differences, and involvement in the community:

The expatriate and family are separated from many familiar corporate and social structures
in Japan. The ability to work independently, to be self-reliant, therefore, becomes
significant. Top management expatriates need to be not only a part of a company but also
the community. In addition, spouses should relocate to assist them in the community in
various ways, including social activities, as this is a part of the American culture and
business. Both the expatriate and his or her family will adjust more quickly to the
community as a result, and the community will benefit from Japanese values and special
talents. The interweaving of these two cultures will generate a feeling of oneness between
them. When the expatriates return to Japan, the next generation of expatriates will benefit
also from this involvement, as Japanese expatriates share their knowledge and experience.
® A sense of humor can also help as a cushion against those times when American life
seems stressful and confusing. Humor can rescue the Japanese expatriate from his or her

most difficult times.

SELECTION PROCESS OF AN EXPATRIATE

® An expatriate, if at all possible, should be a volunteer for overseas duty. An
unwillingness to relocate can be damaging to the company and to the expatriate’s success,
personally and professionally.

® When considering expatriate candidates, Headquarters in Japan should evaluate a broad
range of characteristics and qualifications. Candidates for overseas duty should be
evaluated on personality traits and English ability as well as technical and managerial
knowledge.

® Headquarters in Japan might consider assessing the family of an expatriate before an
overseas assignment. If a spouse or family member has difficulties living abroad, the
expatriate might have difficulty concentrating on a job. By including the entire expatriate

family in the selection process, Denso is also signaling its support to the expatriate.

LENGTH OF AN OVERSEAS ASSIGNMENT

Depending on the expatriate’s function within the company, an overseas
assignment of three years seems too short. A good stay for an expatriate would be five
years in order to complete a project or to help implement a long-term project. DMTN is

fortunate to have a five-year average for its expatriates.

TRAINING FOR AN OVERSEAS ASSIGNMENT
® A year’'s notice to prepare for an overseas assignment is appropriate for first-time
expatriates. Special courses such as “how to be a successful leader in America” and

“organizational behavior in America” would be extremely helpful. Expatriates can most




likely experience success on foreign soil if they know about the culture in any country they
visit. This kind of support from Headquarters in Japan will help expatriates to be effective
in America. American executives could help by assisting in the design of such courses.

® There should be training in “open communication.” The American management style
encourages originality and creativity from others. Positive affirmation for these abilities is
helpful in the American workplace. Americans tend to be interactive, in need of more
“open communication.” It is important for the expatriate to have a knowledge of American
management styles and adopt some of their business and communication tools. These are
tools that American executives can help teach.

@ The spouse of an expatriate should have training in America’s social culture and also
classes in basic English. With these skills, the spouse will be able to expand a social

network outside of other Japanese expatriates and merge into the community.

EXPATRIATE CONTRIBUTIONS

Generally, the Japanese expatriate understands how to build a support system for
peers and subordinates, how to teach technical skills, negotiate with Japanese
headquarters, and direct a project of any scope. It is to the credit of all expatriates that
they devote themselves to their job. Their teaching skills and patience should always
remain at the forefront. Perhaps the expatriate’s greatest contribution is the blending of a
traditional Japanese management approach with that of the American culture.
As we celebrate our cultural diversity together, let us also work to combine our cultural
strengths. Japanese expatriates can help educate Americans on technical processes and
help us understand Japanese managerial processes and systems; Americans can help
Japanese expatriates learn more about American management systems and recognition
(positive reinforcement). Our mutual goal is to have the best system-flexible enough to
enhance both our worlds... flexible enough to take the manufacturing world successfully
into the 21st century.

e e e A ey e e s e e ) ey iy Sy e el e ey s S

Gregory J. Vervais

Educational Background
University of San Francisco M. S. (Human Relations and Organizational Development)
University of San Francisco B. S. (Industrial Relations and Economics)

Career Experience
Manager, Director and Vice President at several companies in California and Texas
before joining DENSO in 1991.

Current Responsibility
Human Resources, Education & Development, Administration, Health, Safety & Environ-

ment, Facilities Engineering & Maintenance.
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