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Abstract

A recent debate has taken place in Internationah&fu Resource Management (IHRM) theory and practice
between the so-callefunctionalists and thecritical approaches. This paper reviews the literature on
mainstream, functionalist IHRM and the critical epgches, and theoretically discusses their fit rrenging
countries' realities ancdhultilatinas experience. The essay's main objectives and botitshs are: (a) to argue
that this debate, overly typical of the Americarr@pean context, may not be fully applicable to agubus and
contradictory contexts, such as most developingic@s and, particularly, Latin America; (b) to aegthat the
disputes between both functionalist and criticaRM theorists, in equally richer countries, is inqdate for
other (non-rich-involving) contexts; and (c) to pose redirection possibilities for this debate tipatarly, in
Latin America.

Key words: IRHM; Brazil; critical management studies; furctalist approach.
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Introduction

In the last few years, an intense debate has tplege in International Human Resource
Management (IHRM) theory and practice between theadled functionalists and the opposing
critical approach. Within a functionalist research traditiattention to HRM in and around MNCs
tends to be central to IHRM theory and researcéri@tionally, and often revolves around issues
concerning the transfer of HRMest practicesacross borders, the use of expatriates in foreign
subsidiaries, the problems involved in such tramesfees and host country tensions, etc. (Schuler,
Dowling, & De Cieri, 1993). To a functionalist thiési or practitioner, the transfer of HRM best
practices to subsidiaries is possible and positing, the orchestration of such transfers shouldnae
of the key roles of corporate HRM functions.

Critical approaches point out that IHRM, just asngstic HRM, would be ultimately concerned
with control and with perpetuating power relatiansorganizations (Legge, 1995; Peltonen, 2006;
Townley, 1993). Contrary to the functional viewpoiwithin a critical approach, the cross-border
transfer of HRM practices would be perceived ast@mpt to facilitate control of subsidiaries and
host country realities by headquarters, placatentiai headquarter-host country contradictions and
conflicts, or solidify power relations that shoutather be questioned or overcome. Furthermore, as
such transfers tend to disregard issues of power ideology and to inadequately impose
headquarters’ practices on subsidiaries’ diversdities, critical approaches tend to point out they
would implicitly constitute disguised forms of neolonialism (Peltonen, 2006; Prasad, 2003; Said,
2007).

From a Latin American perspective, this articleticides both extremes of this debate, and
points out the inadequacy of both poles to depietlHRM dynamics and challenges of developing
countries, particularly in Latin America. Drawin@th from previous work done in less-developed
contexts such as Africa g, Jackson, 2002a, 2002b), as well as from lessaneed Latin American
theorists, the article points out the dynamics edistance and hybridization that happens in such
countries as simultaneously: (a) HRM practices ghtun by MNCs and Americanized academic and
managerial discourse, (b) traditional and hierm@hiHRM practices enduring amid several
organizational terrains, and (c) endemic HRM pcadi (.e., practices circumscribed to local-
generated realities) continuing to arise in conjiamcwith new organizational forms and practices in
these developing environments.

Ultimately, the main objective of the paper is tgue that the functional-critical debate, typical
of the American-European context, is often out tdce and ultimately devoid of sense amid
ambiguous and contradictory conditions, such asettsurrounding the IHRM context of developing
countries, particularly those in Latin America. ©hetically reviewing both sides of the debate, the
paper attempts to indicate how both extremes se@wely connected with the complex realities
existing in Latin America, and how the dichotomylght in by such debate may undermine rather
useful insights thaboth functional and critical perspectives can contibigt IHRM Latin American
realities, insofar as they equally attempt to ustded how their assumptions of both adequacy and
inadequacy need to readjust south of the Equator.

As we intend to discuss the adequacy of both fanatiand critical perspectives of IHRM in
developing countries, and as such purpose is toabged out by a theoretical examination of the
current literature, our proposed analysis shoulddmn as interpretive and reflective/reflexiveotimer
words: our analysis is conducted using a critiedlexive (Cunliffe, 2004) and reflective (Schon,
1983, 1987) approach on practice and theory bujldileparting mostly from a social constructionist
perspective. The idea was to understand to whantekioth sides of the debate could make sense in
their own realities and contexts, and yet be dewdifull meaning when assumed elsewhezay {
Latin America), and in contexts (such as non-deyadocountries) constructed under very different
assumptions, values and relational identities.uchstypes of analyses, theoretical and subjective i
nattire the obiective i< to 1inderstand the anmteress of theories not onlv bv their inner stdenat
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but rather to comprehend they were built as theinas' realities and identities were: in relaticerad
highly contextual manners.

After this introduction the article was organizecthe following manner: in the second section
we summarize the classically researched themesHRM| clearly showing the essentially
functionalist perspective of IHRM policies and fiees. In the third section we summarize the aitic
approaches in IHRM, developed essentially by astlsach as Legge, Townley and Keenoy, who
underline the control theme, and the debate ofcasitbuch as Peltonen (2006), about the IHRM post-
colonialist nature. The fourth section evaluates #pplicability and adequacy of the mainstream
IHRM functionalist research for the context of deyéng countries. In the fifth section this same
discussion is carried out about the adequacy ofcthieal approach to IHRM. Lastly, in the sixth
section, we close with final considerations.

The Funcionalist Approach: International Human Resairce Management

Bjorkman and Stahl (2006) point out the difficuttff establishing the parameters of what has
been called the young field of International HunR@source Management (IHRM). Today, many
topics are being included within this field of sfu®ne of the first models for IHRM was proposed by
Schuler, in several studies (Schuler, 2000; Scleilat, 1993). These authors tend to define IHRM as
“human resource management issues, functions angbdlicies and practices that result from the
strategic activities of multinational enterprisesl dhat impact the international concerns and gofls
those enterprises” (Schulet al, 1993, p. 422). The models that followed (De Cé&eowling, 1999;
Taylor, Beechler, & Napier, 1996) also mention IHR& MNCs and emphasized the importance of
both internal and organizational factors, such tascture, coordination mechanisms, operational
systems, strategy, experience in managing intemaltioperations and organizational culture, as well
as external factors, such as industry and sectacteristics, the features of the regions andtci@sn
in which they operate, and the inter-organizatiametivorks they establish. De Cieri and Dowling
(2006) comment that the models are still very braad that the relationships that exist between the
factors (internal and external), HR practices aheé intended or obtained results, are still little
understood.

Within such a young stream of research, a largebeunof studies on IHRM have been
conducted, mainly in the last two decades, and lynost themes such as the dual logic of IHRM,
global staffing, expatriation, leadership and digr(Bjorkman & Stahl, 2006). Recent IHRM studies
(e.g, Albuquerque & Muritiba, 2009; Irigaray & SaraivaQ09; Tanure, Barcellos, & Fleury, 2009)
from Latin American countries have shown the paédfior growth for this field in the sub-continent.
A brief synthesis of this research is presentedvbel

Studies into what has been calteéd dual logic of IHRM are characterized by their attempt to
understand how MNCs should operate, given the teeelitain simultaneously both global integration
and local responsiveness/adaptation. Over the ysaveral authors have studied this subject and in
the IHRM area it is worth highlighting the works Bértlett and Ghoshal (1989), Rosenzweig (1994),
Rosenzweig and Nohria (1994) and Dowling (1999esEhauthors investigated the dilemma of global
integration and local adaptation for different wityi sectors, organizational structures and fumgjo
hierarchical levels and the countries of origirtted MNCs. More recently, according to Rosenzweig
(2006), studies have revealed that practices relateviarketing, Sales and HR tend to follow local
patterns.

In a review of this topic of dual logic, Edwardsdaturuvilla (2005) comment that research on
the theme, in general, points to the problems,|ehgés and solutions found, but does not desdnibe t
national system (of the host country in questianh@w it might exercise pressure towards adaptation
to the local environment. The authors also staegtudies tend not to examine the political aspéct
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the global/local issue: in other words, the dispuietween players at the national and local lexel,
the one hand, and at the corporate level, on tiner ot

Another theme into which there is quite a lot ofe&rch in IHRM is staffing, since “global
staffing is being increasingly seen as a primanydun resource practice used by MNCs to control and
coordinate their spatially dispersed global operati (Collings & Scullion, 2006, p. 141). These
authors mention the fact that global staffing i€dming gradually more important because: (a) it
recognizes that the success of international basidepends, increasingly, on hiring top qualityiaren
executives; (b) the aspects involved with globalfstg are more complex and different; (c) the
performance of expatriates continues to be proliem@) there is a limited number of international
executives, which makes it difficult to introdudelgpl strategies; (e) the internationalization BfES
is increasing the dimensions of the issue of glataffing; and (f) recent studies have shown the
importance of staffing strategies likepatriation, which reflect the need for MNCs to depea
multicultural labor force.

Within the global staffing themes, some themes Hsen gaining ground in recent academic
research; two of which must be highlighted. Fittsg use of new forms of International Assignements
such as short-term, commuter, rotational and fregudlyer assignments (Collings, Scullion, &
Morley, 2007; Meyskens, Von Glinow, Werther, & ar 2009). The alternative types of
international assignments have become relevantaltiee high costs and risks of failure involved in
traditional expatriation, as well as the naturegha assignments to be carried out in the internatio
context, which are short-lived and require no ttan®n the executive’s part. And second, the
relationship between staff composition and the islidrses’ performance according to variables such
as competitive strategy, cultural dimensions (lwdtthe head office and subsidiary) (Tarique, Schule
& Gong, 2006), or other variables such as the slidosi's role, psychological distance between host
and head office countries, the subsidiary’s busirgtsategy and entry mode in the host country
(Colagoku, Tarique, & Caligiuri, 2009), among other

With regard to expatriation — the transfer of exe@s from the country of origin of the head
office to subsidiary companies — a constant themadademic research has been the expatriate’s
adaptation. This is because the starting poinhés dssumption that there is a strong relationship
between the expatriate’s adaptation and organizatigerformance. One of the main justifications for
this particular research focus is the high cogaitdire in expatriations.

These studies analyze the influence of individoafjanizational and cultural characteristics
concerning the expatriate’s adaptation, showingtroeersial conclusions of great complexity for
practical use. This is due to the fact that thaelicate that adaptation is dependent on both horde an
host countries (culture, psychological distance.)ebn the expatriate’s function and position, atsh
on organizational aspects such as culture, cléadefinition, co-workers’ support and interactitime
expatriate’s personal features, his family, eteli@nelo & Homem, 2006; Lee & Liu, 2006; Stahl &
Caligiuri, 2005; Tanuret al, 2009).

The repatriation theme, the expatriate’s returardfie expatriation period is due, has also been
gaining more academic research attention, andniag be due to repatriate’'s high turnover rate
(according to Black and Gregersen (1999), betwdékrarnt 25% of repatriates leave the company in
the two years following their return). Researctriedrout with repatriates show their dissatisfattio
with the lack of company support upon return, eigbgcin regards to career planning, the lack of a
definite position when back at the head office,uhderuse of competences acquired abroad. There is
also a lack of support concerning family issueghsas the re-adaptation of children and partner’s
relocation in the job market. On the other hantleliresearch has been carried out with companies,
who actually recognize that there is insufficiempigort, but seem unable to see how to cope with the
problem (Dellagnelo & Homem, 2006; Harvey, 1989).

With regard to global leadership, research has bdiegcted mostly at investigating the
competences that the gIobaI leader must have ier dodbe effective (Collings, Sculllon & Morley,
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managers can develop these characteristics maetieéfly (Caligiuri, 2006; Gregersen, Morrison, &
Black, 1998; Pucik, 1992), the selection of glokedders, the dimensions of leadership and 360
degree evaluations (Osland, Bird, Mendenhall, &a@d] 2006).

In a review of the research on global leadershipit&i (2002) draws attention to the fact that
the very concept of global leadership is still oletarly defined, with studies dealing both withdees,
as well as with expatriate managers and other tgfemternational managers. Furthermore, the
competences that are required of global leader®uesl by empirical research, differ very littleoifin
the competences identified in studies on leadeiishigeneralj.e. domestic leadership. The long lists
of competences, Suutari says, are not sufficienbflining what is required of a global leadereTh
author also adds that most of the research hasdaedad out with North American leaders and that
more studies are necessary about leaders in athatries, such as in Europe and Asia.

More recently, some studies have attempted toesiogl the global leader on the basis of tasks
he or she performs, such as, for instance “globadiérs work with colleagues from other countries;
manage a budget on a worldwide basis; manage foigpliers or customers; manage risk on a
worldwide basis” (Caligiuri & Tarique, 2009, p. 341n addition, it has become consensus that global
leaders will be more effectively developed by meainsiternational experience, such as expatriations
short-term assignments, multicultural teams, globrdetings, structured (rotational) leadership,
among others (Caligiuri & Tarique, 2009).

Although widely publicized, very little empiricalatk has been done on the theme of diversity
(Dietz & Petersen, 2006) and what predominatesoik\that seeks to establish a relationship between
the management of diversity and organizational ltesiResearch into diversity assumes common
interests and integration among employees and dhsilglity of identification with the organization,
despite cultural differences. The management oérdity is considered to be a moderator of the
relationship between the diversity in the laborcéoand results, in such a way that the relationship
becomes more positive (or less negative) as diyarsinagement increases.

More recently, Nishii and Ozbilgin (2007) draw atien to the fact that, unlike other areas,
research on global diversity lags behind practlegrthermore, according to these authors, some
difficulty may be observed in defining the themeus that generally seems to come down to studies
focusing on gender and race for the functions ofuiéing, selection, training, career development,
etc. These authors observe that academic researehwhole, still does not recognize that appraache
to diversity management developed within one sgtiivay not be applicable in other settings; thus
research originating in places other than the US\Western Europe ends up being marginalized and
deemed as inapplicable in other settings. Only &8l Western Europe-based research has, in studies
on diversity, a presumed global applicability. Whaty occur in these cases is that an export oéthes
concepts may not make any sense at all in coursdiels as Saudi Arabia, for example, where gender
division is marked and where the diversity issugppsed should be another one (Nishii & Ozbilgin,
2007). Recent Latin American researetg( Alves & Galedo-Silva, 2004; Fleury, 2000; Irigar&
Saraiva, 2009) points out to similar difficultiesdachallenges around this theme.

Criticism of the (classical) research into IHRM

In a review of the literature on IHRM, Clark, Gospad Montgomery (1999) indicate some of
the characteristics of research into this themyeit (@as a greater focus on the area’s functiomsh as
hiring, compensation, training, etc., and therefdi@es not integrate the results obtained withrothe
issues like the organization of work or industrghtions; (b) it is predominantly quantitativejngs
guestionnaires which may not be appropriate foisthdy of complex themes like cultural differences,
or the issues of adjusting practices and adaptaaple; (c) there are few longitudinal studies; ifd)
focuses more on countries such as the United Stategand, Japan, France and Germany, with a
second much less researched group, including desrsuch as China, Australia, Sweden, Canada, the
Netherlands, Spain and Singapore; (e) it tend tethbnocentric, since it uses theories and instntsne
laraelv develoned in Analo-Saxon cotintries: (f) @il sneakina it indicates biit does not explain
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the differences or similarities between countriasd when they are explained, the cultural and
institutional factors(frequently supported by therkwof Hofstede) are the most mentioned, without,
however, going into either the nature of theseoiacbr how they exercise an influence on the resear

topic in any depth; and (g) it is more directed aoss the study of managers than operational warkers

Some of these limitations have generated studsesmblere that deal with the gaps that classical
IHRM has not been able to fill. For example, thed&s on MNCs people management in Latin
America and East Asia have revealed hybrid managesystems, that suffer strong influence from
the so-callebest practicesbrought by the head offices but also had to atiafgie local conditions
(Elvira & Davilla, 2005; Zhu, Warner, & Rowley, 200 Zhu, Warner and Rowley (2007) point out
influence from the opposite direction, in which dagse practices, for instance, which emphasize both
the collective and harmony may also be found in rd&agement systems; conversely, Europe’s
pluralism and legalist setting have also influenpedakctices in other countries. However, the authors
state that the more dependent on foreign capited, dreater the likelihood of adopting high
performance work systems (HPWS).

Critical IHRM

The field of critical research in Management iserd¢ almost as recent as IHRM itself. In the
1970s, critical texts like the one from Burrel diidrgan (1979) and in the 1980s, texts from Smircich
and Calas (1999) and Alvesson and Willmott (1998) &€allas and Smircich (1999) were already
attracting attention, but the field gained visilyilin the 1990s with the creation of tl@ritical
Management Studiesmovement, especially in the Anglo-Saxon contexau@ & Alcadipani, 2003;
Fournier & Grey, 2000). Alvesson and Deetz (199®)vs that, among others, issues like ideological
criticism, the denaturalization of socially consted processes, the explanation of the globalizaifo
managerial interests and the primacy of instrumeatenality over social and human needs permeate
the analysis of organizational phenomena withiticai approaches.

According to Prasad (2005), besides the critiaitions that include the classic propositions of
historical materialism, the approaches supportedhbydiscussion of Habermas on communicative
action, the feminist criticisms and the archaeolofjpower in Foucault (Prasad, 200pdst traditions
today include resistance to the post- and the oémialist processes. The neo-colonialist criticism
accentuates the construction of ways of life artgesuivities that are supported in the Euro-certere
view of the world, which are displayed as ignorahaind disregarding of the cultural issues of these
countries. It is in this context that the conceaytropicalism and hybridism arise, often in ananent
and romanticized way (Caldas, 1997; Caldas & Algaxdi, 2006; Caldas & Wood, 1998; Prasad,
2005).

From its more comprehensive view and influence iga@ization Studies, Critical Theory has
also evolved into HRM and its context. The critiapproach in HR includes at least three arguments:
(a) the Human Resources area is predominantly ifuralist and/or positivist; (b) the Human
Resources area represents the essence of the @ogveontrol exercised by organizations; and (c) the
International Human Resources’ approach explamgractice, the neo-colonialist movements of the
multinationals. Notwithstanding the importance dfical analysis of HRM, literature is restricteal t
few international authors, as shown below.

HRM as a functionalist and/or positive science

Most critical authors in the field classify HRM asctionalist, and several (such as Townley,
1993) asboth functionalistand positivist. The article by Townley (1993) showsttlthe positivist
approach to the HR area is in perfect harmony tiéhclassic view of Administration, in which the
main objective of organizations would be to seetadble efficiency that is adapted to its system. In
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objectives. Hence, guided by a modernist traditioaman resource processes such as selection,
appraisal and training, etc, would Ibaturalized, departing from the belief that the advance of
knowledge in these areas will lead to better ogtions. As pointed out by Keenoy back in 1991, the
naturalization of HRM practices would hide its bist, its origin and its contradictions. In fact,
throughout the 20th century, most developmentsiméh Resource practices have been supported by
functionalist research and, in this sense, arenglycassociated with the idea of control, includthg
so-called psycho-techniques, according to RabinfHe92).

Thus, we believe that it is possible to discusdfitisetwo arguments mentioned above together,
i.e., the positivist approach of HRM and its actiorcastrol. That is what we shall now do, as follows.

HRM as control

According to the critical perspective of HRM, theew of HR as control can be understood
from two aspects. The first, according to Townley (1998)the issue of control and power in the
Foucaultian view. The second, on the other hanthagact that this control may be exercised using
both hard and soft approaches to human resourdesepaand practices which according to Legge
(1995) and Keenoy (1990, 1991, 1999), allow a usefmbiguity regarding the conduct of
organizational policies. Furthermore, accordinghtese authors, the promises of the HR area are in
harmony with the view of the American dream (Gu&$80), including the desire for promotion and
professional recognition, which are promises tdutfdled largely with the benefits and actionstoke
HR function. We shall now discuss these three dspec

For Townley (1993, p. 529) the Foucaultian perdgpectllowed for

an alternative analysis of exchange relationshipghe workplace. Given the version of
Foucault for self-evident categories, the focussdoet fall on institutions (the market,
themanagement), or on individuals (agents,). Alscoaling to Foucault, the analysis is not
conducted consideringvhat (the market, themanagement) why (efficiency, negligence,

problems of trust, etc), bbbw.

In this context, Towley believes that HRM serveghas discourse that precisely organizes the
how, that is, the relationship between what is prothised what actually happens in the management
of the knowledge-power relationship. The Human Resgs area would then discipline relationships,
tasks, behavior, time, space and movement, anddfoalis not only on physical dimensions, but also
on the subjective dimensions of work. The histofyh® area throughout the 20th century, moving
from the Personnel Department (pure disciplingh#ostrategic management of people may hence be
understood from the Foucault conception of disegly power.

The description ohow can be seen from the interpretation of Legge (19®%e soft and hard
approaches in HRM. According to Legge, in the ceintef the restructuring of production in the
1990s, the creation @éntrepreneurial individualism allowed HRM to utilize the hard approach,
which reconciles the company’s business stratedly thie human resource strategy, according to the
company’s demands. This view would reinforce the afsrationality and quantification as factors for
regulating relationships with the employees. Theerahtive would be the soft approach, which
proposes a view of human resources as a valuadbd¢. &s this version the focus is not economic, but
guided by the search for best practices in humaourees that allow quality of life and the
development of people here seen as valuable.

The two approaches are not incompatible, on théragn they allow for a useful ambiguity in
the use of discourse (Keenoy, 1999). In the viewKeénoy (1999), the notions of organization and
employee begin to fade away. Apparently, the engdolegins to control his/her career in a free
market (Legge, 1995; Keenoy, 1999), in a rhetdrat is in absolute accord with the rhetoric of the
free market. According to Guest (1990), this safinan resources approach is also compatible with
the values of the American dream that preachewithgil development and recognition of success.
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articulated, even though they are not resolved.oAting to Legge (1995) this rhetoric preserves the
idea that markets are free and that choices arsilp@sprovided that the rules of entrepreneurial
individualism are accepted. Keenoy (1999) also mlesethat HRM works like a holograph, with
images and movements that allow for paradox antt@oat the same time.

International HRM: a neo-colonialist criticism

When studying IHRM from a critical perspective, tBakn (2006) argues that this area is still in
its infancy. In fact, it is only in the last twenggars that IHRM has been systematic in studyieg th
effects of human resource practices in an intancalltcontext, dealing mostly with the question of
power, control and ideology in IHRM. According teel®nen, there is a consensus that HRM
techniques are not neutral and are always relatddet discourse on management rationality in the
name of an ideologically established social comsion.

Peltonen (2006) argues that human resource modelsken from head offices to subsidiary
companies without being adjusted to the local caltand social context, with the only exception
being the provision that labor legislation in theseintries needs to be considered. The transpositio
of models has indeed been going on for decades,aanéeltonen (2006) indicates, multinational
companies prefer centralization to differentiatidime author proposes that the power question in
multinationals needs to be analyzed, not only @gestion of structure, but from the asymmetry that
present in the head office-subsidiary company imahip and the acceptance of the transfer of these
techniques. The arguments of the neo-colonialiitism, presented by Prasad (2005), reinforce the
idea of Peltonen (2006): in other words, it is péred to be necessary to discuss what elements make
these practices possible, and what motives le#fittransposition and acceptance of these models.

The applicability/adjustment of the research in furctionalist IHRM in poor and
developing countries

In this section, we discuss the applicability oRIM research that uses a functionalist approach
to developing sub-equatorial countries.

It is a fact, for example, that research in IHRMfets from the same limitations as the new
internationalizing traditions in comparative orgaational research, such amternational
managementandinternational marketing. All of them seem to share an excessively funetish
basis, and the incorrect supposition of the febitsiluf non-critically transposing concepts. In tiese
disciplines, the focus has been strongly centeredhe unquestioned spreading of the content and
practices of the head offices of multinational camigs to their subsidiaries, on the unquestioned
transfer of processes and standards from more a@@zeinations to poor nations, and frequently on the
beyond-frontier reproduction of the contradictioméquities and inequalities of the country of dmig
into the host country.

However, research in IHRM itself reveals many @fsh same deficiencies wherever it has been
applied, whether it is between developed countoesrom more developed countries to developing
ones. An undeniable aspect of the applicabilityhef criticism of IHRM to developing contexts is the
ignorance within the field about these contexts.d@mple, in exploring domestic concepts in one or
two nations in a comparative way, many authorddRM believe they have found support (or a lack
of it) for their models, even though such comparsinsist on being carried out in a very limited
group of countries, which throws into doubt thevansality of what has been discovered. As Ckirk
al. (1999) pointed out, research in IHRM is done mareountries like the United States, England,
Japan, France and Germany, with a second, very tegshresearched group, made up by countries
like China, Australia, Sweden, Canada, the NethddaSpain and Singapore.

In third place, criticism of the functionalist ptgism of IHRM seems to also apply in the
context of developlng countnes For mstanceeﬁms reasonable that ideas such as naturalizatibn a
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general, would also apply to IHRM. The typical piessm of HR research seems, indeed, to have
crossed frontiers and, in the same way as its dienegquivalent, has concentrated on scientific
approaches that favor the transposition of an dilsjst and naturalizing epistemology of social
phenomena in the cross-frontier context, which megnify its limitations and deficiencies as a
scientific field. If, in a domestic environmentgetigeneralization of concepts and the extrapolaifon
tendencies were already debatable, any attemmpi@duce this across frontiers gives rise to even
more suspicion, and its rigor to even greater doubt

In methodological terms the criticism that is maafel[HRM, i.e., that it is predominantly
guantitative and excessively based on questiorgaitat it may not be appropriate for studying
complex themes such as cultural differences ortouesrelating to the adjustment of practices and
the adaptation of people.g, Clark, Gospel, & Montgomery, 1999), all seem #ovirell-founded and
also befitting the context of developing countriéerhaps it is even more so in these contexts,evher
these quantitative measurements are not availalllere they ignore the enormous regional and
international differences, or are even based cegeaies and variables that find no local echo aed a
per se samples of an ethnocentricity exaggerated irioitswlation. Indeed, as Clargt al. (1999)
discuss, research in IHRM tends to be ethnocentidcried out using theories and instruments
developed for the most part in Anglo-Saxon coustded reproduced as if they were universal and
adequate to be applied in other countries.

A fourth element is that the functionalism pointad by the critics of HR management, in fact,
seems to preponderate also in IHRM, where resdbaathfocuses on maximizing control, regulation
and efficiency is, indeed, predominant. Severah®tas of this type of functionalist predominance
may be given. Focus on research into the dualafol¢R within an international context, for example,
indicates that the need flwcalizing practices, when feasible, should not be done buespect for
what is singular and precious in the ‘local’ confébut as a functional requirement of adaptatian: i
other words, it is assumed that the reproductiothefstandards of the head office in the subsidiary
companies of MNCs is ideal and should only be aidthen it is functionally inefficient. Hence, its
discussion has more to do with an instrumentaherathan a substantive logic. Local practices are
adoptedonly if there is no way of implementing international gnelich are assumed to be superior
and logical. Contempt for what is local or for {hassibility of perceiving, knowing, appreciatingdan
learning from what is new and local, goes unnoticetthe logic between the colonizing voice and the
host, who is left with the mandate to assimilagititoming culture.

Another illustration of exacerbated functionalismithe discussion about global staffing: the
main concern of research seems to be to discoeeppimum points of equilibrium between the
disadvantages of the excessive presence of staff the head office (because of the cost involved,
less than because of any social-cognitive violghat this may represent), on the one hand, and the
disadvantages of the absence of representatives tiie head office (which tends to equate to the
chance of conduct deviations and non-compliancé widrporate standards). In other words, the
staffing discussion in IHRM fundamentally focusesfime tuning what is understood to be a right and
an imperative to keep guard over local hosts, énsnse of protecting the greater and, in theooyem
legitimate, interests of the head office.

The functionalist focus can also be noticed in theearch on international assignments,
especially into expatriates: this particular veflldRM focuses much more on the effect of theal
place and itforeignnessupon the expatriate, rather than in investigatimg potential effects the
virulence of the expatriate may have on the loeality; and much less on using neo-colonialists
approaches for understanding the ethos of theowiaitd his/her interaction with the place. In gaher
in most research on IHRM the expatriate is thet&woiy or the bearer of good things, and the ‘local’
ethos is the problem. It is the place that hastdlbminated, saved and civilized.

Finally, a fifth element has to do with the typi@hnocentricity of the approaches of IHRM.
Just as in its analogous fields (international retink) or international management, for example),
IHRM also usually assumes conceptually and in aguastioning fashion the universality of its
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area, orleader, motivation or decision-making in the management area, are not universal and
invariable concepts all over the world, becausg #re affected by a countless number of contextual
and cultural factors, so conceptual pillars in HRk also not universal and must be placed within
their relative international contexts. The critini®f IHRM that points out these deficiencies seams
good part to be well-founded.

The applicability/adaptation of the critical approach to IHRM in poor and developing
countries

As mentioned before, despite the fact that a lsygeion of the critical approach to IHRM
seems to be reasonable and logical for developbogtdes, a further significant part of the critica
current seems to be, itself, geocentric. The d@littwithors tend to assume that their argumentbean
reproduced in any context but that may be of qoeable value in poor or emerging countries. We
shall discuss these improprieties by raising soméhe myths of the criticism of IHRM and by
discussing the challenges when it comes to applyimgooor and emerging countries.

The myth of the ‘noble savage’

Emerging countries are not only colonized: they @gpand internationally. What the criticism
of IHRM fails to perceive is the critical analygistential that exists in understanding those IHRM
practices that are in the outbound flow — insteddbeing typically inbound-focused — of
internationalization that surrounds developing d¢oas. This is the case, for example, of internslo
HR practices on the part of multinationals that ednom emerging countries (Goldstein, 2007, 2009;
Guillén, & Garcia-Canal, 2009), and particularlytbé so-callednultilatinas (e.g, Borini, Fleury,
Fleury, & Oliveira, 2009; Casanova, 2009; Cuerva«@ea, 2008; Dantas & Bell , 2009).

The growth of thesdeveloping multinationals has been the subject of intensaigebver the
last 20 years and their evolution has been thetafgcareful monitoring (see Table 1 and Figure 1)

Table 1

Growth of Foreign Investment and MNCs from Developng Countries

Country 1980 1990 2000 2009
Russia - - 20.141 248.894
China -- 4.455 27.768 293500
Singapore 3.718 7.808 56.755 213.110
Taiwan 13.009 30.356 66.6 181.008
Brazil 38.545 41.044 .6 157.667
South Korea - 2.301 26.833 115.620
India 78 124 1.733 77.207
Malaysia 197 753 15.878 75.618
South Africa - 15.004 32.325 64.309
Mexico 24 2.672 8.273 53.458
Chile 64 154 11.154 41.203
Argentina 5.970 6.057 21.141 29.428

Note. Source: FDI Outflow Stock (Millions of dollarsinited Nations Conference on Trade and Developm@0t10).
World investment report 2010:investing in a low-carbon economyRetrieved June 28, 2011, from
http://www.unctad.org/en/docs/wir2010_en.pdf
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Figure 1. Growth of Foreign Investment and MNCs from Developig Countries.

FDI Outflow Stock (Millions of dollars). Source: @ed Nations Conference on Trade and DevelopmeftLQR World
investment report 2010: investing in a low-carboncomomy Retrieved June 28, 2011, from
http://www.unctad.org/en/docs/wir2010_en.pdf

In critical discourse, poor and developing cousthave been the victims — both in the past and
present — of neo-colonization processes, where IHBthttices are the instruments of vigilance,
submission and control. Such critics conclude th#itese countries had the power to speak up they
would probably choose to favor the ‘local’ and déhg truculent interference of the head office and
its emissaries.

However, the growing emergence and influence of MNGming from emerging countries is
well known. Chinese, Korean, Russian, Indian andxibés, and other MNCse(g, Martinez,
Esperanca, & Torre, 2005; Mathews, 2006; Sachwa00,1), have stopped being the exception and
have started having a strong international presence

Research into IHRM in emerging countries seemtjigisense, to present a strong potential for
empirical investigation, in spite of the oppositisom critical theorists. Moreover, there is potaht
for research on MNCs from developing countries frmritical perspectives.g, one could focus on
understanding if MNCs from developing countries,ewtthey are in dominant positions as head
offices, resort to IHRM practices that are lessetientric, truculent and standardizing than those t
which they allege they have been submitted in tbein countries by head offices coming from more
developed countries. In this sense, research IHRM that focuses on MNCs from emerging
countries may generate multiple and vastly rickeaesh agendas, including research that has aatritic
approach.

For example, we can think of research focused lothdiscussions about dual logic and
standardization decisions vs. the adaptation of EN@ming from emerging countries relative to their
subsidiaries in less or similarly developed coestrirather than the usual focus on relationships
between head offices from developed countries, hen expanding or internationalizing side, and
subsidiaries in developing nations, on the recgigide €.g, Bjorkman, Fey, & Park, 2007; Brewster,
Wood, & Brookesw, 2008; Fenton-O’Creevy, Gooderh&Nordhaug, 2008; Li, Qian, Liao, & Chu,
2008; Parry, Dickmann, & Morley, 2008). Moreoveneocould design an investigation into the
standards and mechanisms of vigilance and contrahe part of MNCs coming from developing
countries, and compare them with the criticizecficas of MNCs coming from developed countries:
to what extent does the logic change when rolesraerted and they are on the othee.[ more
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from emerging countries: is the logic of staffinffetent in MNCs that have this origin than wasrsee
in the axis developed country vs developing cothifyso along the same lines, are expatriation
processes as truculent and difficult in MNCs thame from emerging countries? To what extent
would differences be noted if the destination wanether country with a similar degree of (under)
development, or if the destination were a more kigesl country? and so on. The possibilities seem
to be countless and ignoring them could be a senusatake for the IHRM field.

The myth of ‘all standardization should be punished

For the critic of IHRM coming from developed couesy, any standardization by head offices
vis-a-vis subsidiary companies should be viewedragappropriate imposition. However, when the
difference between the country of origin and thstlomuntry is abysmal, this may not be true and the
generalized criticism of IHRM may be as ethnocentrin the sense of projecting the same conditions
and context of the country of origin on develophasgt countries — as the IHRM theorists that cagci
it.

Indeed, the majority of critics of IHRM argue (saemmary, for example, in Clagk al, 1999)
that at the hub of the problem of the logic of tfiésd lies an ethos of control and territorial @xsion
with a dynamic that is essentially neo-colonial.

From the point of view of critical sociology, firsand foremost, the attack on such
standardization-at-all-costs practices is desert@dhe extent that they restrict the autonomy, the
development, and ultimately the emancipation; wéethf the individual from the conditions that
surround and oppress him, or of tleeal or the subsidiary, in terms of its dependencehenhead
office and the capital that controls it.

In this sense the standardization of processespaactices under the control of HR, using
IHRM mechanisms, can indeed be perceived as instts1of control and neo-colonial domination.
No one doubts this can occur and that this canilpigssarry severe negative effects on individuals
and subsidiaries in many cases and contexts ahatienalization. This is the case, for example, of
the inappropriate pressure for standardization aparate processes applied by North American
organizations in Japan, where processes and lgoahacs are artificially and truculently despisad i
favor of Western standards that may not be suparidr in terms of the local context, are certaimdy
localized. Standardization in this type of circuamste is not only unfair and incorrect, but is an
evidence of head office control, and is potentiaibfficient from the functional point of view.

In spite of all the truth in these critical thedsisarguments, the fact seems to be that in other
contexts of internationalization, standardizatiooesl not necessarily abolish legitimate and
emancipatory practices. Depending on the pre-exjgiap between the country of origin and the host
country MNCs, some standardization coming from liead offices may, in fact, bring significant
possibilities forimproving the local context. For instance, by bringing inngiadization of IHRM
processes and practices, MNCs may make it feafibleountries with very poor and universally
unfair conditions to formalize or to improve proses in labor relations that may have been
chronically subordinated to situations of enderegression for generations.

An example of this is informal labor. Informal labavhich seems to be a chronic problem in
many developing countries (see Figure 2), is alrnmpbssible to maintain within the complex formal
systems of major MNCs. By forcing the introductiohsystems or processes that come from their
head offices or from other subsidiary companie®rimal workers are either officially incorporated o
simply cannot be paid. This has led to the fornadilan of labor in many sectors, which provides ¢hes
workers with minimum working conditions (social ledits, such as health care and pensions, paid
vacations and the guarantee of minimum standardsewiuneration), which in the absence of
standardization, simply could not have been ovescom
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Figure 2. Informal Economy Estimates — OECD*.

Source: *Organisation for Economic Co-operation &evelopment. (2009/2010). Policy Roundtabléfobal Forum on
Competition. Roundtable on Competition Policy and thformal Economy(p. 29). Retrieved July 25, 2010, from
http://www.oecd.org/dataoecd/12/47/44547855.pdf

This type of context is not unusual in Latin Amerié¢n Brazil, the data from National Survey
by Household Sampling for 2008 shows that infortadlor accounted for 73,1% of the domestic
sector, 17,4% in the agricultural, 15,1% in indusamd 42,3% in the service sector (Instituto
Brasileiro de Geografia e Estatistica [IBGE], 2008)

Something similar may happen with child labor ansslave labor, and illegal immigration in
these countries: standardization may force the dbmation of work contracts, which, under the veil
of informality, might be perpetuated, as it stdlin local and less supervised companies. Agam, th
data from National Survey by Household Samplingnshthat in Brazil 3,3% of the children ages
from 5-13 worked in 2008; 6,1% from 10-13; and 2%%es 14-17 (IBGE, 2008).

Another example is the mass training and developroérworkers. The standardization of
processes and systems by MNCs often ends up demggkibwledge and skills of a higher level than
those practiced locally. The illiterate have difiiy in operating machinery or integrated computer
systems, or in using self-help terminals or evewperating bank accounts and magnetic strip cards
(ATM cards) that new processes force them to uskileNin principle, standardizations that force
local labor to use such devices may exclude indadisl who were previously integrated (albeit in a
marginalized fashion), in establishing exogenowsning standards, by either direct or indirect
measures such standardization efforts may end pmiring the qualifications of the local labor force
This is either because these new standards becwtitetionalized and force the older people to adap
because of the competitiveness of the local labarket, or because the lack of suitable labor may
force MNCs to introduce massive training programslivering progress where previous social
conditions or government—supported programs failed.

All these examples illustrate a single thing: ttiet criticism of IHRM, or the actions of MNCs
amona develoned coitintriee have charactericticathathe verv different in either develoned or |lece
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developed countries. In the latter, standardizatiay bring changes and progress that inertia would
certainly hamper and in the former such standatidizanay not be substituting standards that have a
similar potential.

It is clear and obvious that not everything thates from the head office is good, nor do we
want to say that everything that exists in the gl in developing countries is backward. But it
seems to be undeniable that in general terms tetegrthe development gap, the greater seems to be
the chance that the standardization processesobalgpractices may bring development, instead of
just discomfort and the truculent substitution ppwopriate local standards.

Final Considerations

From a review of the research into IHRM in its ftiagalist and critical approaches, this article
has tried to explore the issues that are raisechwdealing with internationalization processes that
involve poor and developing countries.

In short, what we are advocating here is that algmot of the critical approach to IHRM that is
done in developed countries is fair and fittingt that many of these authors extend their arguments
globally, as if internationalization conditions wethe same as in the rich-rich country axis.
Internationalization is different in poor-poor amtth-poor axes than between rich countries.
Therefore, this opens up multiple possibilitieserevthose that have a critical bias, for the intecks
IHRM researcher.

Our ultimate argument is that the mere criticisrattechoes in internal (rich-rich) disputes
between both functionalist IHRM scholars and tloeiteagues, as well as critical IHRM theorists and
their own critics, in equally richer countries, tendsptovoke a distortion and to veil opportunities.
The distortion is created by two factors: (a) theaims for the universal validity of either their
theories (be it functionalist or critical) or cqties; and (b) by the voluntary, mimetic, or depahde
adoption and diffusion of these so-called univetbabries or critiques, by non-reflexive scholars i
developing countries. Functionalist claims and éaicritical critiques are thus echoed in develgpin
countries as if they made the same sense as thejnrtae countries that originated them. This #atic
proposes that while many of such claims and crtsigseem to make sense in developing countries,
particularly in Latin America, many other fail taddress local problems, to understand poorer
countries’ conditions, or simply to underestimdte tomplexities and opportunities of understanding
poor-poor relationships that we should also be $oauon, at least south of the Equator.
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