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Defining Attitudes Toward Expatriates

Attitudes toward expatriates represent complex psychological constructs held by members of a
host country (Host Country Nationals or HCNs) regarding individuals temporarily or permanently
residing in their nation for professional assignments. These attitudes are crucial determinants of
the success or failure of international assignments and organizational effectiveness in a globalized
economy. Psychologically, an attitude is generally understood to comprise three interacting
components, often referred to as the ABC model: the affective component (feelings and
emotions, such as liking or resentment), the behavioral component (intentions and actions, such
as cooperation or avoidance), and the cognitive component (beliefs and stereotypes, such as
perceptions of competence or privilege). When applied to expatriates, these components coalesce
to form a disposition that significantly impacts daily interactions, workplace dynamics, and the
overall social integration of the foreign assignee. Understanding the nuanced interplay between
these three dimensions is paramount for organizations attempting to manage diverse multinational
workforces and mitigate potential sources of conflict stemming from intergroup differences.

The psychological landscape concerning expatriate attitudes is rarely monolithic; rather, it exists
along a continuum ranging from highly positive acceptance and admiration to intense negativity,
prejudice, and xenophobia. Positive attitudes often stem from the perceived economic benefits
brought by the expatriate's presence, such as the introduction of new technologies, management
expertise, or investment capital. Conversely, negative attitudes frequently arise from perceptions of
threat--specifically, threats to economic stability (job displacement), status hierarchy (perceived
superiority of the foreigner), or cultural identity (dilution of local norms). These perceptions are
deeply embedded in social comparison processes, where HCNs evaluate their own group's
standing relative to the incoming foreign group. Furthermore, the visibility of the expatriate group,
often associated with higher salaries, better housing, and organizational power, exacerbates these
comparative dynamics, reinforcing beliefs that the expatriate group holds unwarranted advantages.

For the purpose of rigorous psychological analysis, it is necessary to differentiate between general
attitudes toward foreigners and specific attitudes toward expatriates, the latter being defined by
their professional status and organizational role. While general xenophobia targets all non-
nationals, attitudes toward expatriates are often intertwined with organizational justice and equity
concerns. HCNs may view expatriates as recipients of unfair preferential treatment, especially
concerning remuneration packages that often far exceed local pay scales for similar roles. This
perceived distributive injustice fuels resentment and can manifest as resistance to collaboration,
reduced organizational citizenship behaviors, or even outright hostility. Therefore, any
comprehensive study of this phenomenon must acknowledge the dual nature of these attitudes:
they are simultaneously intergroup responses based on nationality and organizational responses
based on perceived inequity and resource allocation within the workplace structure.
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Theoretical Foundations of Intergroup Attitudes

Several foundational theoretical frameworks from social psychology provide essential lenses
through which to analyze attitudes toward expatriates, most notably Social Identity Theory (SIT)
and Social Comparison Theory. SIT posits that individuals derive a portion of their self-concept
from their membership in social groups (the in-group) and tend to favor their in-group over out-
groups (HCNs versus expatriates). This inherent bias leads to ethnocentrism, where the HCN
group views its own cultural norms and practices as superior, subsequently leading to stereotyping
and devaluation of the expatriate out-group. When the presence of the expatriate group is
perceived as challenging the status or identity of the HCNs--perhaps by questioning traditional
management practices or occupying high-status roles--the in-group bias intensifies, resulting in
more pronounced negative attitudes and discriminatory behaviors designed to maintain the
psychological distinctiveness and superiority of the local group.

Building upon SIT, Realistic Conflict Theory (RCT) offers a powerful explanation for the affective
component of negative attitudes. RCT argues that intergroup conflict arises when groups compete
for scarce resources, whether material (jobs, housing, economic capital) or symbolic (power,
prestige, social status). In the organizational context, expatriates often occupy key leadership
roles, potentially blocking career advancement opportunities for HCNs. This zero-sum competition
for organizational resources--promotions, budget control, and influential positions--creates a fertile
ground for hostility. The resulting resentment is not merely a psychological preference but a
rational response to a perceived threat to the HCNs' current or future welfare. The intensity of
negative attitudes, therefore, often correlates directly with the perceived magnitude of the resource
competition, making the economic climate and organizational structure crucial mediating variables.

Furthermore, the Contact Hypothesis, though primarily focused on improving intergroup relations,
highlights the conditions under which attitudes might shift. Developed by Gordon Allport, this
hypothesis suggests that positive attitudes are likely to develop only if contact between the groups
occurs under specific, optimal conditions: equal status between groups in the contact situation,
common goals, intergroup cooperation, and support from authorities or law. When expatriates and
HCNSs interact frequently but without these optimal conditions--for instance, if the expatriate holds a
clearly superior position and interaction is limited to formal directives--the contact may actually
reinforce existing negative stereotypes and exacerbate the power differential, leading to greater
resentment rather than integration. Therefore, the mere presence of expatriates is insufficient to
foster positive attitudes; the quality and structure of the interaction are critical determinants.

The Dynamics of Host Country National Perceptions

Host Country National (HCN) perceptions are heavily shaped by pre-existing cultural schemas and
stereotypes regarding the expatriate's country of origin. If the expatriate comes from a nation
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perceived as economically dominant or historically colonial, the attitudes may be overlaid with
historical grievances, political distrust, and assumptions of cultural arrogance. These cognitive
shortcuts often bypass individual evaluation, meaning that the HCN reacts not to the individual
expatriate's behavior, but to the collective image associated with their nationality. This process of
depersonalization makes it exceptionally difficult for the individual expatriate to build trust and
rapport, as their attempts at integration are filtered through a lens of collective suspicion. The
cognitive burden of overcoming these deeply ingrained national stereotypes is one of the most
significant challenges facing foreign assignees, regardless of their personal competence or intent.

A key driver of negative HCN attitudes is the perception of fairness and transparency in
organizational decision-making. When expatriates are parachuted into high-level roles without
clear justification or when decisions affecting the local workforce are perceived as being dictated
by foreign headquarters without local input, HCNs often interpret this as organizational disrespect
or procedural injustice. This feeling of being marginalized or undervalued contributes significantly
to the affective component of negative attitudes--a feeling of anger and helplessness.
Organizations must establish clear, communicated rationales for utilizing expatriate talent, ensuring
that HCNs perceive the assignment as a strategic necessity that ultimately benefits the local
operation, rather than merely an imposition of foreign control. Failure to manage these perceptions
of justice can quickly erode organizational commitment among local employees.

Moreover, the linguistic and communication styles adopted by expatriates profoundly influence
HCN attitudes. While language barriers are an obvious impediment, subtle differences in
communication norms--such as directness versus indirectness, reliance on context (high-context
cultures), or varying levels of formality--can lead to misinterpretation and frustration. An expatriate
who unknowingly violates local communication etiquette might be perceived as rude, incompetent,
or overly aggressive, even if their intent was merely to be efficient. These repeated interaction
failures accumulate, reinforcing negative stereotypes and solidifying the belief among HCNs that
the expatriate is incapable of effective cross-cultural management. This underscores the necessity
for comprehensive pre-departure training focused not just on language acquisition but on nuanced
cultural communication protocols.

Organizational and Contextual Influences on Attitude Formation

Organizational policies serve as powerful contextual factors that either mitigate or exacerbate
negative attitudes toward expatriates. Companies that adopt an ethnocentric staffing policy--
where key managerial positions in foreign subsidiaries are exclusively held by parent-country
nationals--are inherently more likely to generate high levels of resentment among HCNs. This
policy sends a clear message that the parent company distrusts local talent or views HCNs as
incapable of holding strategic roles, directly infringing upon the HCNs' sense of self-efficacy and
career potential. In contrast, organizations pursuing polycentric or geocentric staffing approaches,
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which prioritize competence regardless of nationality, tend to foster more positive and merit-based
perceptions, thereby weakening the basis for intergroup conflict rooted in perceived discrimination.
The organizational philosophy regarding global talent management, therefore, acts as a primary
institutional moderator of attitudes.

The external environment in the host country also exerts significant influence. In nations
experiencing high unemployment, economic instability, or strong nationalist political movements,
attitudes toward all foreign workers, including professional expatriates, tend to become more
hostile. During periods of economic downturn, the competitive threats identified by Realistic
Conflict Theory become more salient, and local populations are more susceptible to political
rhetoric that frames foreigners as economic burdens or threats to national cohesion. This
contextual hostility forces organizations to be exceptionally sensitive in their deployment strategies,
as the organization's internal dynamics are inevitably mirrored and magnified by the external socio-
political climate. A seemingly minor misstep by an expatriate or the organization can quickly
escalate into a public relations crisis driven by underlying nationalistic sentiment.

Furthermore, the length and purpose of the expatriate assignment are influential variables. Short-
term assignments (STAs) often involve less deep integration into the local culture, potentially
maintaining a social distance that minimizes both intense conflict and deep rapport. Long-term
assignments (LTAS), however, necessitate deeper social and professional integration, increasing
the opportunities for sustained, meaningful interaction, but also increasing the potential for
prolonged conflict if cultural adaptation is poor. HCN attitudes might also differ based on the
perceived necessity of the assignment: an expatriate assigned to transfer critical, scarce
technology may be viewed more favorably than one perceived merely as a corporate watchdog or
a temporary replacement for a competent HCN who resigned. The functional necessity and
perceived value of the expatriate's role are constantly assessed by HCNs, critically influencing their
dispositional attitudes.

The Role of Cultural Distance and Acculturation Stress

Cultural distance--the degree to which the cultures of the home and host countries differ--is a
powerful predictor of both the expatriate's acculturation stress and the HCN's initial attitudes.
Greater cultural distance increases the likelihood of misunderstandings concerning values,
communication, and organizational hierarchy, making it harder for the expatriate to adhere to local
norms and easier for HCNs to categorize the expatriate as an outsider. This friction is compounded
by acculturation stress experienced by the expatriate, which can manifest as irritability, withdrawal,
or an increased reliance on home-country practices (encapsulation). When HCNs observe these
stress responses, they may interpret them negatively--for instance, viewing withdrawal as
aloofness or cultural superiority--thereby reinforcing their initial negative attitudes and justifying
their behavioral avoidance.
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The process of acculturation, as theorized by Berry, offers a framework for understanding how
expatriate strategies influence HCN reception. Expatriates can adopt strategies ranging from
integration (maintaining home culture while adopting host culture), assimilation (adopting host
culture fully), separation (maintaining home culture while rejecting host culture), or
marginalization (rejecting both). HCNs generally react most positively to integration and
assimilation strategies, as these signal respect for the local culture and a willingness to engage.
Conversely, separation and marginalization strategies--often characterized by the expatriate living
in insular communities, socializing only with other foreigners, and showing minimal interest in local
language or customs--are highly detrimental to HCN attitudes. These behaviors confirm HCN fears
that the expatriate views their culture as inferior or irrelevant, justifying resentment and social
exclusion.

Language proficiency serves as a critical bridge across cultural distance. While organizations often
focus on technical competence, the failure to invest in comprehensive language training is a major
oversight that directly affects interpersonal attitudes. Speaking the local language, even
imperfectly, is often interpreted by HCNs as a tangible sign of respect, commitment, and effort
toward integration. Lack of language proficiency, however, forces HCNs to communicate in the
expatriate's native language (often English), placing an unfair cognitive burden on the local staff.
This imposition of linguistic dominance reinforces the power imbalance and can be a subtle but
potent source of negative affect, leading HCNSs to view the expatriate as demanding or unwilling to
adapt, regardless of their professional capabilities.

Manifestations and Consequences of Negative Attitudes

Negative attitudes held by HCNs rarely remain purely internal; they manifest in various behavioral
consequences that severely undermine organizational goals. These behaviors can range from
passive non-cooperation to active sabotage. Passive manifestations include withholding critical
information necessary for the expatriate's success, providing minimal assistance, or adhering
rigidly to rules (working-to-rule) to slow down projects initiated by the foreign manager. These
subtle forms of resistance are difficult for the expatriate to confront directly, creating a pervasive
environment of inefficiency and operational friction that frustrates organizational objectives,
particularly knowledge transfer. The lack of proactive support from HCNs often leads to the failure
of the expatriate assignment, even if the expatriate possesses the requisite technical skills.

At the organizational level, negative attitudes contribute significantly to higher expatriate turnover
and assignment failure rates. When an expatriate faces constant social isolation, professional
resistance, and a lack of organizational support channeled through hostile local staff, their
motivation and psychological well-being deteriorate rapidly. This stress often leads to premature
assignment termination, which is a costly outcome for multinational corporations, incurring
expenses related to relocation, replacement, and lost momentum. Furthermore, the failure of one
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assignment due to negative HCN attitudes can create a negative feedback loop, reinforcing the
local staff's belief that foreign assignments are temporary and easily defeated, thereby increasing
the likelihood of resistance toward future expatriates.

The most severe consequence of pervasive negative attitudes is the damage inflicted upon the
organization's reputation and ability to attract and retain local talent. If an organization is
consistently perceived by the local population as prioritizing foreign staff over local employees, or
as fostering an environment where HCNs are treated unfairly, it suffers reputational harm. This
perception makes recruitment difficult, particularly for high-potential local professionals who seek
environments offering clear paths for advancement. Thus, negative attitudes toward expatriates
transition from an intergroup psychological issue into a critical human resource management
problem, limiting the long-term sustainability and legitimacy of the foreign subsidiary within the host
country's economic ecosystem.

Strategies for Fostering Positive Intercultural Relations

Multinational corporations must proactively implement strategic interventions designed to foster
positive attitudes and mitigate intergroup conflict. The most effective strategy involves ensuring
procedural and distributive justice is perceived by HCNs. This requires transparent
communication regarding the selection criteria for expatriate roles, clear justifications for the
compensation disparities (if they exist, tying them explicitly to unique, scarce skills or hardship),
and ensuring that HCNs are actively involved in strategic decision-making processes. Establishing
joint HCN-expatriate task forces and mentoring programs, where knowledge transfer is genuinely
bidirectional, helps to dismantle the perception of the expatriate as merely a controller and recast
them as a resource and partner in shared success.

Training programs must be mandatory and comprehensive, focusing equally on both the expatriate
and the HCN staff. For expatriates, training should extend beyond basic cultural facts to include
deep immersion in local managerial expectations, negotiation styles, and historical sensitivities.
Crucially, HCNs should also receive training--not only on how to interact effectively with the new
expatriate manager but also on the specific organizational goals and strategic benefits associated
with the expatriate assignment. This dual training approach validates the perspectives of both
groups and establishes a common language and understanding of shared organizational
objectives, moving the focus away from national differences toward professional collaboration.

Effective communication management is non-negotiable. Organizations should utilize local
communication channels and leaders to disseminate information about the expatriate's role and
contributions. Furthermore, the selection process for expatriates should heavily weigh not only
technical competence but also cross-cultural adaptability, emotional intelligence, and
interpersonal skills. Expatriates who demonstrate humility, a willingness to learn the local
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language, and genuine respect for local practices are inherently more likely to overcome initial
negative biases. Successful assignments are often characterized by the expatriate's ability to
transition from an external expert to an integrated team member, a transition heavily dependent on
behavioral congruence with local social norms and expectations.

Conclusion and Future Research Directions

Attitudes toward expatriates are complex, multifaceted psychological phenomena deeply rooted in
intergroup dynamics, organizational justice perceptions, and contextual socio-economic pressures.
The success of global organizations hinges significantly on their ability to manage these attitudes
effectively, transforming potential sources of conflict into opportunities for collaborative synergy. By
addressing the cognitive (stereotypes), affective (resentment), and behavioral (resistance)
components through strategic organizational policies, comprehensive training, and equitable
staffing practices, multinational corporations can significantly improve expatriate integration and
assignment outcomes.

Future research in this domain should move beyond simply measuring attitude prevalence to
exploring the effectiveness of various organizational interventions in mitigating specific types of
resentment. There is a need for longitudinal studies that track how HCN attitudes evolve over the
course of a long-term assignment, especially following critical incidents or changes in
organizational policy. Furthermore, research should focus on the role of digital communication and
virtual teams in shaping attitudes, as increased reliance on remote global management may
introduce new dynamics of perceived distance and organizational injustice that require novel
theoretical frameworks for analysis.

Ultimately, fostering positive attitudes toward expatriates is not merely about making the foreign
manager comfortable; it is a critical investment in organizational performance, knowledge transfer,
and the long-term sustainability of international operations. Organizations that successfully
navigate the psychological terrain of intergroup relations demonstrate a commitment to global
equity and respect, ensuring that diversity truly serves as a source of competitive advantage rather
than operational friction.
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