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ABSTRACT

AMERICANS IN TECHNICAL ASSISTANCE:
A STUDY OF MEN'S PERCEPTIONS OF THEIR
CROSS-CULTURAL EXPERIENCE

by Francis C. Byrnes

This study explores the work-related behavior patterns of thirty-
four Americans who had been employed abroad as technical assistants.
It investigates the cross-cultural and interpersonal factors associated
with their perceptions of behavior, and then examines the post-tour
professional and personal consequences of the experience.

With the W, I. Thomas theorem "If men define situations as real,

they are real in their consequences'' as an underlying rationale, the

author obtained data in recorded interviews. Respondents had served

one or more tours abroad as ''direct hire' employees of the International
Cooperation Administration, had terminated with ICA during the 2-year
period ending December, 1960, and, at the time interviewed, were
gainfully employed within the United States.

Level of satisfaction with tours positively correlates with the

extent men fulfill their expectations. High expectation fulfillment and

high satisfaction generally associate with first tours, while half of the
men with prior experience abroad report low expectation fulfillment
and low satisfaction. Conflicts between role prescriptions and self-
expectations, as well as changes in the work role over time, arise from

the interplay of many complex factors in technical assistance adminis-

tration.
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Half of the men find their jobs differ from expected in such
respects as being either more or less demanding technically, more
operational than advisory, or administrative rather than technical.

For two-thirds, the most challenging aspect is '"starting from scratch."
Men prefer jobs that provide opportunity to use their initiative and
Some men want maximum job latitude; others

primary competencies.
Most depend upon social and professional

prefer specified duties.
acceptance by nationals associated with the work to determine how well
they are doing; a minority rely on their own judgment of what constitutes
achievement of technical standards of job performance.

Principal frustrations stem from the American organizational
system and from the work-related characteristics and styles of behavior
of nationals in the world of work. Two-thirds see the American organi-
zation abroad as differing from stateside bureaucracies with which they

are familiar. Frustrations with the American system seem to relate

to inexperience with complex bureaucracy, conflicts between career
and temporary staffs, and unfamiliarity with the behaviors and

expectations of their new status. Most of the men fail to exhibit under-

standing of decision-making in their world of work abroad; they concen-
trate on host technicians and estimate they had little influence on
decisions.

Few man say they experienced culture shock or frustrations at
Frustrations tend to mount after the first six
With

the outset of their tours.

months for most, usually peaking at about mid-point of the tour.
American-sourced frustrations, men usually try to change the situation,

as opposed to adapting to or changing themselves when frustrated by

nationals.
For work-related interaction with nationals, knowledge of the

local language is perceived as relatively unimportant, except in French

and Spanish-speaking countries.
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Practically all rate personal relationships important to their
work; they most frequently cite the building of their own credibility

as the primary value. Nationals with whom Americans feel most close

generally speak English and are similar to themselves in education,

interests, occupation, and values. Most men exhibit a desire to be

both unique and representative Americans, pride themselves on the

personalized relationships they establish with nationals, and believe

they had better rapport with nationals than most other Americans did.
Two-thirds report their private life and work life abroad more

related than in the states. One-third discussed work problems with

their wives more, and three-fourths mention how important their wives
were in work-related social responsibilities.

Men have difficulty reporting their learning experiences. They
value self-initiated, informal, on-the-job approaches and generally
criticize organized training programs attended.

Half of the Americans experience either a personal or professional
letdown, or both, upon return to their work in the United States. When
they have opportunity to display initiative and use their overseas experi-
Men in certain branches of government

Although

ence, there is less letdown.
experience the most letdown, those in education the least.
few seemed to take career continuity into account in going abroad, two-
thirds believe they advanced professionally by going overseas. They
also gained broader views and greater appreciation of other peoples,
countries, and cultures, and most view the United States in more

appreciative perspectives. Personally, they report development in

patience, tolerance, and self-understanding.
Elementary linkage analysis identified five typologies: Type I,
professionally oriented; Type II, oriented to interpersonal and social

approaches within the work role; Type III, interested in the administrative
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process of technical assistance; Type IV, most concerned with a job and
security, and Type V, chiefly concerned with adventure.

Finally, this study suggests the need for further research to help
delineate the significant variables which need to be understood about the

behavior of Americans in cross-cultural environments.
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CHAPTER I

INTRODUCTION

This study explores the similarities and differences in the pat-
terns of behavior of professional and technical men in cross-cultural
technical assistance work roles. It focuses on their perceptions of
their work, both abroad and after their return to professional positions
in the United States. The study of these cross-cultural professional
activities develops out of a basic interest in human behavior; however,
the data also relate to problems in recruiting, preparing, and utilizing
American specialists on technical assistance missions. The latter
issue concerns the United States government as well as American
universities which increasingly are becoming involved in preparing
people for and/or executing technical assistance projects sponsored by
government, foundations, or other organizations.

With respect to the overseas situation, the principal concerns are
with how a man perceives his behavior in relation to his position, the
roles he performs, the work organizations to which he is responsible,
the formal and informal relationships that develop, the persons he
influences and the persons who influence him, the problems and frus-
trations he faces,and the unique role he plays in complex and unfamiliar
communication situations.

The post-tour aspects of the study focus on the significance and
utility of the overseas experience in his present position; his salary
and status relationships to others in his profession, and his perceptions
of how the overseas experience influences his views of himself, his

profession, his career, and his country.

/
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Background

For every American employed overseas by the United States
government in 1935, 30 were employed in 1960. The Department of
Defense accounts for much of this increase. The increase also reflects
the development of a new professional, the technical assistance adviser.
In this area, the Agency for International Development alone employs
13,000 Americans overseas, and another 2,000 are employed by AID
contractors. Of this total, approximately 6,000 serve in technical,

supervisory, and executive capacities. This new occupation is defined

variously as technical assistance, technical cooperation, or develop-

ment assistance. It is frequently misunderstood.

Growth of Technical Assistance. The United States government's

first major effort to send American specialists abroad to teach technical
skills came in 1942 with the "Good Neighbor' program for Latin America,
operated through the Institute of Inter-American Affairs. This program
still is evident in the ''servicios' associated with United States missions
in several Latin American countries.

In 1947, the United States attempted to provide economic and
military aid to Greece and Turkey. Under the Marshall Plan (1948),
this effort was expanded to all of Western Europe. Success of the
Marshall Plan led the Congress to pass, in 1950, the first act for inter-
national development. This program, popularly known as "Point Four, "
extended technical assistance around the world as necessary.

At the start of the Korean War, "Point Four' was supplemented
by military aid. Later in the 1950's, the United States began to export
agricultural surpluses to less-developed nations. - In 1955, the Inter-
national Cooperation Administration was established as a semi-autonomous
agency within the Department of State; the Development Loan Fund was

created in 1957 as an additional way to provide for overseas economic






development through long-term, low-interest loans. These various
aid efforts were grouped together in March, 1961, when the Agency
for International Development was established to unify and modify exist-
ing aid programs.

From the beginning, the United States pursued two major
objectives:

1. To prevent the military conquest of peaceful nations.

2. To develop self-reliance and reasonable self-sufficience of
developing nations through cooperation in social and economic
fields.

The first objective was a deterring action and has required military
assistance. The second was a direct constructive action and has required

the development of the technical specialist function.

Nature of the Specialist Function. The United States government

has sent thousands of Americans to more than 60 countries and these
technicians represent hundreds of occupations. Foreign programs include
work in agriculture, natural resources development, industry, mining,
transportation, telecommunications, meteorology, labor relations, health,
sanitation, education, public administration, public safety, community
development, housing, banking and credit development, and the peaceful
uses of atomic energy.

These programs have required specific kinds of technical assist-
ance; Ohly differentiates these into two functional categories:

Performance technical assistance which involves the actual
performance in another country by an American technician of a

task which the local people lack the skills to perform. The
technician fills an operational vacuum in the host country.

Communication technical assistance which is designed to
communicate information, skills, values, attitudes or patterns
of behavior to the people of another society and which, if success-
fully carried out, will result in an improvement in the individual
and institutionalized capabilities of the recipients.’

'John Ohly, '"Planning Future Joint Programs, ' Human Organization,
Vol. 21, No. 2, (Summer 1962), pp. 137-53.






As Caldwell outlines:

"The role of the expert in technical cooperation does not
really differ in principle from any other occupational roles
in society. The elements of: definition of the job by the
employer, employee self-image, employee's knowledge and
skills, and expectations of clientele combine to form the roles
of the members of any administrative organization, "

The elements Caldwell suggests are of obvious importance to
those engaged in performance technical assistance. The situation is
more complex for those in communication technical assistance. The
technical adviser is not to perform technical acts. He is to help create,
energize and guide the administrative machinery, facilities, and con-
ditions through which the host nationals perform a suitably adapted
version of the act. As Cleveland puts it, '"the engineer does not build
a bridge, he helps construct an organization to build bridges. e

As further support for this point, some describe the technical
assistance role as "institution building.' Success in this role assumes
much more than technical competence. Cleveland stresses a "'sense for
politics' along with "organization ability.' Weidner points out some
of the problems inherent in the fact that "the personal drive for pro-
ductivity must be qualified by the realities of the situation: innovation
cannot be pushed to fast." Weidner goes on to agree with Cleveland
that "there must be a professional adjustment of a 'sense for politics; !
The American professor abroad must know how hard and how far he

can push without injuring the objective he seeks.' The Civil Service

'Lynton K. Caldwell, "The Role of the Technical Expert, "
The Annals of the American Academy of Political and Social Science,
Vol. 323 (May 1959), p. 92.

*Harlan Cleveland, Gerard J. Mangone and John Clarke Adams,
The Overseas Americans (New York: McGraw-Hill Book Co., 1960),
p. 157,

3Edward W. Weidner, The World Role of Universities (New York:
McGraw-Hill Book Co., 1962), pp. 225-230.







Commission's study of 1,000 cases of all kinds of government em-
ployees abroad emphasizes their personal characteristics.® Clearly,
the communication technical assistance area requires technical
performance competence on the part of the adviser; however, it also
assumes a thorough understanding on his part of the non-technical
variables involved in advising and facilitating the efforts of others.
Caldwell, in arguing that technical assistance work requires the
same competence as other roles in society, goes on to point out that

"What is distinctive about the role of the expert in international
technical cooperation is the degree to which disparities exist
among . . . elements and hence the multiplication of points at
which misunderstanding and conflicts may occur. '?

These views emphasize the unique multiplicity of roles involved
in technical advising, The American may see himself, and others will
observe and evaluate him, as:

1. An instrument of American foreign policy, a representative of
the United States abroad, and a decision maker on foreign aid.

2. A change agent and innovator, manifesting the technical
"know how'' of the United States.

. A representative of his profession.
. An adviser: a consultant, teacher, or trainer.

3
4
5. A doer: an operator, technician, or administrator.
6. A humanitarian, a doer of good deeds.

7

. An intermediary: a man in the middle, a member of two or
more organizations--one American, the other foreign.

8. Father, husband, family man, friend, etc.
These complexities in expectations often lead to the confusion and

frustration Caldwell suggests. The context of a fluid world situation

1U. S. Civil Service Commission. Research Project on Selection
Methods for Overseas Employees, (Washington: Examining and Place-
ment Division, August, 1953), pp. 2-6.

2Caldwell, p. 92.







with changing political contexts at home and abroad is confounded by
the evolving organization and administration of technical assistance,
by the dependence upon annual appropriations to support long-term
programs, and by what Thurber criticizes as the failure of the United
States to "develop a satisfactory doctrine of development assistance."?
It is within this context that the technical adviser must work,

Other factors which may influence significantly an advisor's
perceptions and behavior grow out of his interaction with the "under-
developed' nature of the situation in which he must operate and is
expected to change.

An American technician abroad rarely, if ever, finds himself
surrounded with the administrative and logistic support he has come to
expect at home. He may be quite unaware how much he has depended
upon other people for various aspects of his job.  Abroad, he may find
the support, if it exists at all, technically less adequate, and, more
importantly, that he, the technician, must do many things for himself.

In addition, as Foster? points out, the technician abroad may
look upon the assignment as an opportunity to excel to a degree not
possible at home for some reason. Technicians have pride in their pro-
fession, frequently see it as the key element in solving the problems
of an underdeveloped area, and, more often than not, may be reluctant
to compromise their approach by integrating it with those of another
specialist or of the host nationals.

Similarly, an '"under-developed"' situation which one technician

finds challenging may frustrate another.. States of underdevelopment

!Clarence E. Thurber, "The Problem of Training Americans for
Service Abroad in U. S. Government Technical Cooperation Programs; '
(Unpublished Ph. D. dissertation, Stanford University, April, 1961),
Chapter 10,

zGeorge W. Foster, Traditional Cultures; and the Impact of
Technological Change (New York: Harper and Brothers, 1962), pp. 181-87.







vary from country to country, and the specialist frequently forgets or
overlooks the stages of development through which his own country
progressed in reaching the state against which he compares the host
country.

In summary, we have suggested that successful accomplishment
of both forms of technical assistance involves more than technical 7
competence. In both cases, the multiplicity of and (sometimes) antagon-
istic relationships among adviser roles are crucial. Furthermore,
those engaged in communication technical assistance have additional
problems engendered by the fact that their mission is not to operate but
to advise, not to ''get the job done themselves' but to restrict themselves
to working through others who must do the job for themselves.

The personnel, management, and communication problems implied
by the argument above are obvious. If we are to understand the nature
of the technical cooperation process and if operating agencies are to
maximize their success in providing technical assistance, we need a
thorough analysis of the characteristics of the adviser. We need data "
on how he views the world, himself, his mission, and his various roles.
We need to understand how he learns while overseas, and with whom
he interacts. We need to know his expectations before accepting his
position, his success while in the position, and his reactions and experi-
ences after completing his assignment. We need to be able to predict
behavior in the overseas assignment as a function of these variables.

Unfortunately, data necessary to develop a theoretic view of the

problem does not exist. ! Conferences and study groups have analyzed

'Research literature relating to the behaviors of Americans in
cross-cultural work assignments is extremely scanty even if one includes
Americans working abroad in scholarly exchange programs, as mission-
aries, or in business and industry. References consulted in planning
and carrying out this study are listed in the bibliography.






such issues, have described problems, and cited case histories of
successes and failures. Such meetings emphasized and reiterated the
need for systematic inquiry into the way Americans respond to the pro-
fessional and personal problems they encounter when working abroad.
A popular book provides many Americans with their major views on
this question. The Ugly American’ created a stereotype of the techni-
cal assistance man abroad and of the kind of a person, displaying certain
attributes and behaviors, who would be most successful in serving both
the interests of the United States and the host government. Such a book
makes interesting reading; however, it may not provide a factual or
theoretic base for predicting and understanding the behavior of men
engaged in the cross-cultural work roles involved in technical assistance,
If we are to develop such a theory, exploratory work is needed in
the areas described. We are not ready to formulate and test hypotheses
rigorously. We need basic data on which to base future hypotheses.

The gathering and organizing of such data is the purpose of this study.

Focus of This Study

Our purpose was to analyze data relevant to how a technical adviser
relates himself to his organization, his job assignment, the host country
personnel with whom he works, other advisers, etc. Ideally, such an
objective can best be obtained by observing his behavior while in the
host country and by gathering data from many people other than himself.
This study is restricted, however, to the perceptions of the American
adviser and the meanings he has for his foreign assignment. It further is

restricted to his perceptions after he has returned to the United States.

'William J. Lederer and Eugene Burdick, The Ugly American.
(New York: W. W. Norton & Company, 1958).






Two kinds of considerations conditioned such restrictions. For
one thing, the existing state of knowledge about this problem area (e.g.,
how to ask questions most fruitfully, what kinds of questions to ask)
did not warrant the administrative clearances and expenses involved
in an extensive field study. Second, the adviser's own perceptions are
a crucial kind of data. As W. I. Thomas puts it succinctly: "If men
define situations as real, they are real in their consequences. !
Merton elaborates on Thomas's theme:

"The first part . . . provides an unceasing reminder that
men respond not only to the objective features of a situation,
but also, and at times primarily, to the meaning this situation
has for them. And once they have assigned some meaning to the
situation, their consequent behavior and some of the conse-

quences of that behavior are determined by the ascribed meaning. "?

The Population and the Sample

In selecting a population for the study, we took into account such
things as:

1. Availability of respondents for interviews at minimal expense.

2. Maximization of the recency of the overseas experience,

3. Allowance of time for the population to have become re-
established at home.

4. Numerical adequacy of the population in terms of drawing
a sample from it.

Under these criteria, we chose as a population persons who had
held professional and technical specialist classifications in ICA and

who had terminated their employment with ICA between January 1, 1958,

'W. I. Thomas and Dorothy Swaine Thomas, The Child in America:
Behavior Problems and Programs. (New York: Alfred A. Knopf, 1928),
p. 572.

2Robert K. Merton, Social Theory and Social Structure. (Glencoe:
The Free Press, 1949), pp. 421-22.
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and December 31, 1960. This population imposes at least two re-
strictions on the data: (a) other agencies than ICA employ significant
numbers of technical advisers, and (b) perceptions of those who leave
the agency may be quite different from perceptions of those who remain,
We chose ICA, however, because it is the major employer of technical
advisers. Other than availability, the use of people who had left the
agency has two values:

1. Although ICA now has a career service program, a significant
proportion of its field operations are performed by persons
who complete one or more 2-year tours of duty and then
return to their former posts in the United States--or retire.

2. Use of this population allows us also to assess the post-tour
utility of the overseas experience.

Between May and November of 1961, we wrote to the 395 names
provided by ICA as meeting our criteria. We included a short data form
which asked for the nature of current employment and other facts not
available from ICA records. If the addressees didnot reply, we sent
second and third mailings as necessary.

On the basis of these three mailings, we categorized the 395

people as follows:

Category Number
Employed (not ICA), 179

unemployed, or student
within United States

Retired 33
Deceased 9
Employed: ICA/Washington 12
Employed overseas 60
Letters returned: 38

addressee unknown
No response 64

Total 395
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Ninety of the 179 were located in the northeastern portion of the
United States: the area bounded on the west by the Mississippi River
and on the south by the Mason-Dixon line. To reduce travel expenses,
we restricted the population to those 90. To increase the homogeneity
of the group, we further restricted the population by eliminating all
those (a) in school, (b) female, or (c) unemployed. This left a group
of 70 men employed in the northeastern part of the United States in the
winter and spring of 1962.

This group of 70 was stratified on three variables: (a) employ-
ment--United States government, non-profit institutions, or profit-
making organizations; (b) education--technical or non-technical, and
(c) whether or not they were accompanied abroad by children. The
final sample of thirty-four respondents consisted of approximately half
of the men in each of those twelve groups. We selected respondents
so as to correspond to the total northeastern group as closely as
possible in age, levels of education, areas of the world involved in the
last tour of duty, and the political orientation of the host country.

These criteria also were used in selecting replacements for the
seven who would not consent to an interview, the seven we could not
locate by the time we were ready to interview, and the one respondent

who became ill.

Profile of the Sample. The following paragraphs describe relevant
characteristics of the sample:

Age. Respondents ranged in age from 30 to 63 years, with a
median of 46 and a distribution as follows: Between ages 30-39, eleven
persons; between 40-49, ten; between 50-59, eleven; 60 and over, two.

Level of Education. No college or university degree, three;
bachelor's degree, nine; master's degree, twelve; doctoral level degree
(including doctor of philosophy, doctor of education, doctor of medicine,

and doctor of veterinary medicine), ten.
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Educational Orientation, There were seventeen men in each of
the two categories: '"Technical, ' including all work in the natural,
physical, and biological sciences (nbrmally leading to B.S. and M.S.
degrees), and 'mon-technical; " including social sciences, humanities,
and related subjects (normally leading to B. A, and M, A. degrees).

-Marital and Family Status Abroad. Thirty-one respondents went
abroad married, each accompanied by his wife. Three of the respondents,
single before going abroad, returned and have remained single. One
divorced his wife while abroad and had married another since returning
to the states. The wife of one man returned to the states seriously ill
and died shortly after he had completed the tour. Children accompanied
twenty-four of the respondents abroad; the numbers and sex of children
involved were nineteen boys and nineteen girls.

Length of Tour. This study was concerned with the "last" or
"most recent' tour; the tour range was from 9 to 36 months and sub-
divides into three categories: 9 to 18 months, eleven persons; 19 to
24 months, twelve; and 25 to 36 months, eleven.

Time Back in United States. . More than half had been back in the
United States at least 2 years at the time interviewed (January-April,
1962); "back home!'' time distributed as follows: 12 to 18 months, six;

19 to 24 months, nine; 25 to 36 months, nineteen.

- Employment Prior to Going Abroad. Respondents were classified
into four categories of pre-overseas tour employment: Government
(limited to employment by United States government); non-profit insti-
tutions, including state and local governments, educational systems and
institutions, charitable and benevolent organizations, foundations, and
professional associations and societies; profit-making organizations,
including business, industry, and the self-employed, as in a profession;
and those enrolled in educational institutions. The sample distributed
as follows: Government, ten; non-profit institutions, sixteen; profit-

making organizations, six; enrolled as students, two.






Employment Since Returning from Abroad. Using the same four
categories, the post-tour pattern of employment is: United States
government, fourteen; non-profit institutions, ten; profit-making organi-
zations, ten.

Prior Overseas Service in Technical Assistance. Twelve had
worked in technical assistance type activities abroad prior to the 'last
tour' of concern to this study. One had worked in five other countries,
one in four other countries, four in two other countries, and six in one
other country. Among these twelve, the total years of prior overseas
service ranged from 1 to 11 years.

Salary Grade. - At the time of leaving ICA, all held an FSR grade
designation. In this series, the lower the number, the higher the

salary. .

The grades were distributed in the sample as follows:
FSR-2 ($14,900), six; FSR-3 ($12, 535), eleven; FSR-4 ($10, 645), nine;
FSR-5 ($8, 755), five; FSR-6 ($7, 215), two; and FSR-7 ($6, 835), one.

City in Which Stationed Abroad. All but five of the men had been
based and quartered in the capitol city of the country in which assigned;
one was at a provincial capital, and the other four located in small,
remote cities or villages.

Where Officed and Travel Status. - Eighteen had offices within the
United States Operations Mission, nine were with host organizations,
and seven in various combinations of facilities. Amount of time spent
traveling varied greatly from none for two persons to more than 75
percent for one. Half of the men were in travel status from 11 to 50
percent of the time. ‘

Political Orientation of Countries. Using Coleman's system for

classifying the political orientation of countries, the men in this sample

!The FSR was one of three prefixes used to designate foreign
service positions in ICA. In July, 1958, the base salaries for the grades
ranged from $5,085 (FSR-8) to $17,250 (FSR-1).
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served in countries classified and distributed as follows: Authoritarian,

eleven; semi-competitive, twelve, and competitive, eleven.!

How Data Were Gathered

Prior to the interview, we received data on each respondent from
his ICA personnel card and from a form which the men f{illed out in
response to our initial letter. During the interview, respondents also
completed several structured forms; however, tape-recorded interviews
based on a schedule of open-end or free response items produced the
principal data for the study.

Original items for the questionnaire were drawn frorh prior
research and theory and from the author's experience in working abroad,
in preparing Americans about to go abroad, and in training some 1, 000
foreign nationals in the United States. The final questionnaire was
developed after a series of exploratory interviews with former technical
assistance specialists. The questionnaire was divided into six major
areas of inquiry, and the findings are similarly organized in the seven
chapters, Chapters II through VIII, These areas, along with questions
typical of each, are:

1. Factors associated with expectations and satisfactions in

technical assistance positions,

What did you expect to be doing as the result of the information
you had received incident to being recruited, processed, and briefed?

After arriving in the country, what did your principal activities
and duties turn out to be?

In your judgment, what were the major problems of the host
organization which were obstacles with respect to the work in which you
were engaged?

!Gabriel Almond and James S.. Coleman, The Politics of the
Developing Areas. (Princeton: The Princeton University Press, 1960),
PpP. 532-581.
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What concepts of purpose or objective relating to your work were
held by host nationals ?

2. Factors associated with men's work performance in cross-
cultural technical assistance roles.

With respect to this tour of duty abroad, how would you rate your
own performance?

How did you determine how well you were doing?

In what particular duties or activities related to your work did
you feel most adequate? Most inadequate ?

As far as you were concerned professionally, what were the most
challenging things about your work?

Where was it most productive to concentrate your efforts?

What influence, if any, did you have on the process by which
decisions were made in the host organization?

3. Factors associated with the Americans' work-related inter- /
i action with nationals.

In what ways did some knowledge of the language help you?

How did you go about giving advice to people ?

In what ways were personal relationships important in your work?

How did you go about finding out what the host nationals with
whom you had frequent personal relationships were really like?

Were social affairs with host nationals useful in accomplishing
your work?

With which host nationals did you feel you had the greatest influ-
ence in matters relating to your work?

4. Factors associated with the Americans' work-related inter-
action with other Americans.

How much a part of the American organization did you feel?

How dependent were you upon the work group?

In what way did the American organization differ from bureaucra-
cies with which you were already familiar?

In comparison with your U. S. experience, was your work life
and your private life abroad inter-related to a greater or less extent,
or about the same ?
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(5. Factors associated with what and how men learn in cross-
cultural work roles.

What did you feel were the most important things to learn with
respect to the work situation?

What for you were the most useful and productive ways of learn-
ing what you considered important to learn?

About what things in the world of work were you most apt to ask
questions of nationals? Of Americans?

What did you find easy for you to learn? Hard?

How do you feel about yourself as a learner?

6. Professional and personal consequences of the overseas
experience for men involved.

What would you say are your career goals, ambitions, or aspira-
tions now?

How does the organization where you are employed value overseas
experience such as you have had?

What skills, talents, and abilities do you feel you discovered in
yourself while working abroad?

In what ways has the overseas experience led you to alter your
understanding about or change your interests in the underdeveloped
countries and areas of the world? The United States? Your own pro-
fession? Your own organization?

What factors or events in the overseas situation do you feel were
most influential in changing your outlook and in modifying the views you
hold?

All interviews were conducted in the respondent's city of residence:
thirteen in the office, three in the home, and eighteen in a hotel room,
Most interviews lasted 5 to 6 hours; the minimum was 2%- hours, the
maximum, 9—;— hours. The interviews were recorded without objection
by all but three respondents. One of these three refused to be recorded,
claiming too much experience in using recordings in police and intelligence
work. The other two did not object but were uneasy about the recorder

and often asked if the machine was running. When someone asked for the
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recorder to be stopped before answering a question, we turned it off
and noted the aﬁswer in longhand. To reduce apparent awareness of
the presence of the recorder, we equipped it with a foot control and
removed it from the respondent's direct vision after the first six inter-
views,

To take into account many of the problems suggested by Gross
and Mason,! we spent the first 10 to 20 minutes establishing rapport
by talking generally about the study, gave reassurance that the study was
not government-sponsored and that the respondent's anonymity would be
protected. Interview fatigue was reduced by breaks about every 90
minutes. . Nearly all interviews were broken by a meal, lunch or dinner,
Occasionally, the respondent completed one of the forms during a break.
Usually, however, the interviewer directed the conversation away from
the interview schedule and elicited responses relating to the man's
family, his family's reaction to the overseas experience, his satis-
faction with his present job, and so forth.

-Overall, and excepting for the reservations noted -above about the
recorder, all of the men seemed eager to talk about their overseas
experiences. They frequently complained that no one had ever seemed
sufficiently interested in them or their experiences to listen to them.

In other words, it was not difficult to get men to talk about such experi-
ences, But it was difficult to elicit specific information. Men more
readily expressed how they thought or felt about something as opposed
to describing the object or event involved. They frequently relied on
-slang, idioms, cliches, and figures of speech, suggesting a patterned
emotional reaction to the topic.

They found certain facets of their own behavior hard to report,

Particularly these: (a) What they actually did; (b) how they learned, and /

- INeal Gross and Ward S. Mason,- '""Some Methodological Problems
of Eight-Hour Interviews.'" Amer. Jour. of Soc. LIX, 3 (Nov., 1953),
Pp. 197-204,
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(c) what understanding they had of the decision-making process and
the extent they influenced the process or the decision makers.

In talking about what they did, men tended to reflect formal job
descriptions and were generally unable to report the range of activities
in which they engaged or the relative importance of these.

With respect to the issue of learning, men appear to be unaware .-
of what they do and learn; thus it serves little purpose to ask them
about it. The men in this study provided one possible way of getting in-
sight into the learning process, Although we had not intended the ques-
tions and probes about learning to be projectives, several respondents
answered them in this context. They appeared more ready and able to
express what they thought a person '""ought to know'" if he were going to
work abroad, and how 'it would be best for him to.learn' than they were
to answer questions which asked them to go back in time and discuss
their own learning experiences.

We perhaps did not ask the appropriate questions to determine
the extent respondents had insight into the decision-making process and
influenced decisions, decision makers, and the process. . While the
pProcess can appear deceptively simple, in cross-cultural perspective
it may emerge as bafflingly complex.

Believing that the case history approach might help unlock the
activities in which a man engaged and his insight on decision-making
structures, we initially asked respondents to tell about one or more of
their projects. This consumed time; the men tended to talk about those
ences, they left out essential details which they took for granted or
about which they were not fully aware. . Several said they were not able
to assess the success or failure of tasks undertaken because they were

in the country for only 2 years and such time was too short to complete

the work,







CHAPTER 1I

FACTORS ASSOCIATED WITH EXPECTATIONS AND
B SATISFACTION IN TECHNICAL ASSISTANCE-

In the preceding chapter, we outlined the context in which the
technical assistance specialist functions. He plays a comparatively
new professional role, and a role that has been ambiguously defined,
frequently misunderstood, and rarely studied or documented. In this
chapter, we analyze some of the factors associated with the expecta-
tions men bring to the cross-cultural work role and the satisfactions
they derive from the experience.

We present the data in five sections: What men seek or expect
in a position overseas, sources of information about their role, what
affects fulfillment of expectations, their levels of satisfaction with the

tour, and the correlates of general satisfaction.

What Men Seek or Expect in a2 Position Overseas

Table 1 reports responses to the question asking men to specify
what would be most important to them in a future overseas assignment.
As a projective question, we expected it to elicit basic orientations
to work as these had been tempered by the experience of working
abroad.

The three men who want both a clear statement and freedom to
operate tend to want minimum restrictions on how one actually goes
about his work but a clear statement of overall objectives and relation-
ships. For purposes of analysis, we group them with the seventeen

who want freedom in all job areas.

19
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Table 1. Most important specification for a future overseas assign-

ment.
Specification Number
Clear statement of duties and responsibility (specific 6

statement of goals-objectives, outline of people-
relationships, guidelines for action, etc.).

Freedom to operate professionally (want to use fully 17
my. skill, want work of challenge, freedom to work
out level of responsibility).

Both a clear statement and freedom. 3

Other (salary, personal concerns about family and 83«
education, etc.).

"Several others also included these kinds of concerns as secondary
specifications.

Both the six who want a clear statement of duties and responsi-
bilities and the eight who want a clear statement of salary and other
personal concerns can be combined into a "security conscious" group.

Those desiring ''security' do not differ from those desiring
"freedom' when compared as to educational orientation, prior overseas
experience, or salary-grade level. The two groups differ with respect
to level of education and with whether they express a preference for a

given geographical area of the world.

Level of Education. As reported in Table 2, three-fourths of

those wanting freedom in which to work hold graduate degrees, while
those desiring job or personal security are evenly split between those

with bachelor's and those with advanced degrees.
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Table 2. Relationship between level of education and desire for security
or freedom.

Level of Education

No Bachelor's Advanced
Personal Orientation Degree Degree Degree Total
Security 0 7 7 14
Freedom 3 2 15 20
Total 3 9 22 34

The security-freedom dichotomy suggests task vs. disciplinary
orientations such as might be a function of level of education and degree
of professional status. The data partially support this thesis, as does
this comment by a university scientist respondent:

"It should be understood that competent technicians
should have the greatest possible autonomy in their jobs."

Backgrounds of the three '"'no degree'" and two "bachelor's
degree' persons in the job freedom gfoup further support the professional
orientation. One of the former group was a veteran metal craftsman and
had been vice-president of a manufacturing firm before going abroad.
The second was a "self taught! businessman who, before going abroad,
was executive director of a national trade association and vice-president
of a large machine tool manufacturing company. The third, while hold-
ing no formal degrees in higher education, had completed a trade school
program in marine transportation and economics, believed this com-
pared favorably with a college degree, and looked upon himself as a
professional.

Both of the men in this group with bachelor's degrees are more

than 50 years of age and held responsible positions for many years.
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AA, an accountant, had worked for the United States government for
more than 25 years, the last 10 years before going abroad as director

1 GG, who had taken some advanced work in

of a major division.
educational administration, had completed one 4-year tour abroad for
the ICA as well as another 2 years as a civilian with the army in post-
war Europe before entering on the tour of duty being studied.

With the data available, it is difficult to account for the security
orientation of the seven persons with advanced degrees. Two of the

seven had prior experience abroad, but with such other variables as

educational orientation, age, or field of work, no trend is evident.

Area of World. After the free respbnses to the general question

{

on specifications for a future overseas assignment, a probe elicited

responses about the area or areas of the world in which they would
accept assignment. As Table 3 indicates, those who want freedom in
which to work are much less likely to express a preference for a
specific country or area or to outline other conditions restricting
areas., In other words, those who prefer job freedom are less con-
cerned about where they work than those who want their jobs fully

specified.

Table 3. Relationship between specification of geographic area and
desire for security or freedom in job.

Specified Geographic Area
for Future Assignment

Personal Orientation Yes No Total

Security 11 3 14

Freedom 6 14 20
Total 17 17 34

1Throughout, we identify individual cases with double letters in
order to protect the identity of the respondents.
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Sources of Information About Their Role

Although men gain information influencing their role expectations
from fnany sources, our data permit analysis of three sources of
information related to development of expectations: People talked with
in ICA/Washington, prior experience abroad, and, to a lesser extent,

reading.

People as Sources. Twenty-one men cite program people in

ICA/Washington as the principal sources of information which generated
their expectations of what they would be doing after arriving in the host
country. Six others named the personnel people of ICA, and two
mention both program and personnel people. Five persons read job
descriptions, reports, and technical papers about the work before leav-

ing the United States.

Prior Experience., Table 4 compares fulfillment of expectations

with previous overseas experience, indicating that nine of the ten who
had no previous service abroad found their overseas job generally to
radically different from expected.  Similarly, four of the six who had
"little idea of what to expect' lacked prior experience.

The cases of three men illustrate how administrative circum-
stances interact with prior overseas experience to lead experienced
persons to say they had "little idea of what to expect' or that the situ-
ation was "radically different" from that expected:

CC, the doctor who was unable to undertake his assignment be-
cause of a. student strike, describes the circumstances as being
"radically different. "

AG indicates that he had 'little idea of what to expect' inasmuch
as he was suddenly transferred to another country 2 months after being
returned to the country of his initial tour for another 2-year assignment.

He believes he did not receive adequate explanation from ICA for the
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Table 4. Fulfillment of expectations in relation to prior overseas

experience.
Nature of Expectation Previous Overseas Experience
‘Fulfillment Yes No Total

About same as expected to
somewhat different 9 9 18

Generally to radically

different 1 9 10
Little idea of what to expect 2 4 6
Total 12 22 34

move or any instructions as to what he was supposed to do in the
regional post:

"Originally, the local mission did not want me there; the
director did not believe a regional adviser should be based in
his country unless he could have more say in his activities.

I had to develop my job through cable and correspondence with
Washington, and then work out with the various missions in the
region what to do. None of the missions were aware of my
existence or availability until I advised them. "

SS , the second person who '"had little idea of what to expect, "
was transferred to a sixth Latin American country after nearly 10
years of duty in five other countries in Latin- America. The agreement
that he was brought in to implement was ready for signature when he
arrived; a year later it was still awaiting the minister's approval:

"] had indicated a desire for a transfer from X, and the Y
mission spoke for me; I talked to the desk officer for Y in
‘Washington, and he was not familiar with the program in general,
and not at all about the specific program that I was supposed to
implement. The original program was developed with a former
minister who had a definite, sincere interest. By the time they
got around to staffing, the minister had changed, and the new man
had little or no interest.'







25

Consideration of these data should recognize that expectations
and, subsequently, satisfactions exist in at least three separate
dimensions for some men: Professional, administrative, and personal.

The questions asked in this study and, consequently, the answers

received did not discriminate among these dimensions; however, it is
fairly obvious that some men provide a generalized response while
others, consciously or unconsciously, answer in the context of one of

the three dimensions.

What Affects Expectation Fulfillment

Essentially, we are concerned with the process and the factors
that may lead a man to perceive that the reality (for him) of the cross-
cultural work role is different from what he expected. The role be-
haviors that are formally outlined (prescriptions), the reports on the
behaviors actually performed (descriptions), the ideas and anticipations
that others have about the appropriate behaviors in the role (expectations),
and his self-expectations all are involved. To the extent that there is
general agreement among these, we expect men to carry out their
missions with a minimum of stress and frustration. But to the extent
that what a man does conflicts with what he has been told to do, what
others expect of him, or what he wants or expected to do, we can
expect difficulties and dissatisfactions to arise.

- In this section we explore, first, how the behaviors differed

from the men's own expectations, and, then, the factors associated

with these differences--the administrative context, perceptions of host

country attitudes, and the influence of other persons.

How Roles Differ from Expected. Most of the men describe their

Principal role abroad as a technician-adviser. However, ten served

in other capacities, eight as administrators and two as teacher trainers.
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Nine report major changes in their roles during the tour. These in-
clude changes in administrative duties, of geographic location, and
from advising to teaching.

More significantly, half of the group say that the duties and
activities in which they engaged were somewhat to radically different
from expectations. The balance report their work was about as
expected or that they did not know what to expect.

Activities differ from expectations principally in these ways,

with some men mentioning more than one difference:

Greater in scope, duties, responsibilities 13
Technical work outside own specialty i
Administrative rather than technical 8
Had to develop job 5

These comments illustrate the various categories:
GREATER SCOPE

"I had expected to be doing specific techniques in the
motion picture field, such as specific editing techniques. But
the work turned out to be much more comprehensive, including
writing, directing, selecting music, dubbing, etc. For all
practical purposes, I was running the film unit. "

"I actually headed a program rather than serving as an
adviser, This conflicted with the opinions of my immediate
superior, and with some of the directives from Washington.
But failure to control these activities is the major problem
that I had seen in other projects. The best liked man in

came back after three tours, always praising the
nationals for what they were doing, and he did not accomplish
anything. "

TECHNICAL WORK OUTSIDE SPECIALTY

AB expected to work on development of aptitude tests; in-
stead he became co-director of a labor servicio, labor advisor
to the USOM, and in charge of the labor participant training
program.
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AL expected to work on housing planning, but was dis-
appointed to learn that ICA did not look with favor upon planning;
hence whatever he did in this area was under cover, with his
principal work being to provide technical assistance on an aided
self-help housing program.

ADMINISTRATIVE RATHER THAN TECHNICAL

"I was told that I was going out as a statistician to aid the
nationals. From the first day, they were so shorthanded that
they pressed me into service for the USOM. It was only indirectly
that I got to work with the people in the host government; in order
to evaluate some of the statistics we used in the mission we had
to improve them . . . this gave me a chance to work with the
technical people in the country."

HAD TO DEVELOP JOB

"I heard people frequently comment: 'Well, you're re-
cruited; you come to the post; you look around, and after a while
you make a job for yourself.' It seemed to me that the general
view among ICA'ers was that this is the right way."

Those men who were 'lone wolves, "' the only American in their
field present in the work situation, reacted differentially: Five did not

like this, seven liked it, and ten had mixed emotions.

"I had good and bad feelings about being a lone wolf. It had
its advantages in that it inflates your ego; but it's bad from a
technical view and from one's own personal development . . .
you need an interchange of ideas with people in your field to keep
yourself abreast and alert. This was difficult to do with Latin
American colleagues. "

"There were no predecessors, and no successors . . . no
one to check on me. I felt this was desirable and directly re-
lated to my success. I had remarkably wide latitude to operate
and make my own decisions. "

Another way in which the activity expectations differ or are influ-
enced is the man's location in the organization, i.e., American, host,

Or some combination of these. Each kind of organizational location

had its particular role problems:
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YY, transferring into ICA from a contract operation in the

country, had less freedom:

"After transferring from a contract operation to ICA direct
hire, I had less freedom. They told me not to teach; I had to
be careful of what I did as I was now more of an official repre-
sentative of the U. S. government. They threatened me twice
with a negative rating for doing or trying to do the kinds of
things I would have done under the contract.

Another, with offices at the technical level in both the American
and host organizations, had problems as a fishery expert in an agri-
cultural group. In addition, being fluent in one of the local languages,
he was a factor in upsetting hierarchial relations between the embassy

and the USOM:

"I was of the impression that in the agricultural division
at least they had never had an animal quite like me. They didn't
quite see me in the role I was put into by circumstances. Since
I got out in the country quite frequently [necessary part of his
duties] and spoke French and soon sufficient local language for
some purposes, I got some rather interesting field reports that
went up to the ambassador. Then the ambassador changed . . .
and soon after he came, I was asked to keep a Sunday free to
take a trip with him around the country. This didn't go down so
well with the mission people. "

Those located in the host organization tend to lose touch with the
USOM and develop feelings of being left out of things, as this agri-
cultural economist:

"When I accepted the job, I thought I would be the only one
there in my field; but three others (Americans) got involved.
One of these had his office right next to the head of the agri-
cultural group and all the time I was there I never got to the
USOM for counsel or advice. Also, this man attended many of
the meetings in the host organization and I was left out."

When you are out in the field, 300 miles from the capitol, as
was this agricultural engineer, you have the choice of doing what the

host government wants you to do or taking a firm personal stand on what

you will do:
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"1 did not really know how the American and host organi-
zations got together on policy or operating matters. This used
to bother me and I got caught in the wringer here. Each person
had his mind made up on what was to be done, and what you
would do. The host government had me running around on field
trips without consulting me, and the places where I was sent
expected me to solve all their problems in 2 days."

Two went abroad as program support specialists, a trainee desig-
nation. As such, they were carried on the ICA/Washington budget and
assigned to a mission with the expectation that they would experience a
range of duties. One of the men so assigned spent most of his tour doing
routine administrative reports for the mission director, the other, as
he describes it, ''lived in the bush' for months on end:

"I was sent over as a support specialist, but that program

was abolished 3 months after I entered it. I really don't think I

was ever told what my duties were going to be. When I first

arrived, the deputy agricultural officer said that Washington had
more or less pushed me off onto them. He told me to go out into
the field and work with a technician who was ill, and perhaps learn
something and help him out. The man was returned to the states
after finishing the field work and I inherited the job of writing up

his report. After this was finished, another technician heard that
I was in the country and asked me to be assigned to his survey

team. "

Obviously, some men experience changes in the role prescriptions.
They are told about and expect duties and responsibilities of one kind
but different prescriptions emerge upon or after their arrival. A main
factor contributing to such changes is the administrative context of

technical assistance, which we explore in the next section.

The Administrative Context. Requests for personnel to fill techni-

cal assistance positions arise within a country in a process of program
development involving American and usually host country officjals.
These requests, translated into job titles, job descriptions, and other
specifications, go to ICA/Washington. This organization recruits, selects,

briefs, and dispatches persons for the designated field positions.
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Months, sometimes a year or more, elapse from the time the
field requests a specialist and he arrives., During this time, major
changes or turnovers may take place in the mission personnel, in the
host government, and in ICA/Washington. New people define the prob-
lems and needs differently; the social, economic, or political situation
changes. The expectations of the host nationals, and even of the
Americans in the country, vary widely with respect to new, previously
unfilled positions; in the case of replacements, the behavior and per-
formance of the predecessor shape the nationals' expectations.

Three cases, drawn from the same country, illustrate some of

the variables:

FF went out originally as an ICA contractor employee.
No arrangements had been made for his coming. Many of the
USOM people who had worked with the survey that formed the
basis for the contract were no longer there. The new mission
personnel were not receptive to the contract arrangement.
After 6 months, the contract project manager was recalled and
the contract terminated. The USOM asked FF to continue his
work as a direct hire employee. . FF feels that the host govern-
ment had not requested the work originally but only had agreed
to accept the contract. Consequently, there was no cooperation
from government officials, who felt that the country was not yet
ready for this type of work.

When JJ arrived, he expected to be the junior member of
a team working with one of the ministries. The senior member
had not yet arrived, so the USOM director assigned JJ to internal
duties within the mission, including being training officer for a
period. It was l¥ years before he actually got involved in the
work for which he was employed.

DD, the fishery expert, said no one in the USOM could
tell him about his work other than his predecessor who, while
well-liked, was a specialist in another field and had formulated
the program differently than DD would have. DD made himself
fairly autonomous from the mission and worked with nationals
at various levels. He found their expectations varied from none
to resisting research, something he pressed actively.
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In this study, half of the positions had been filled previously;
eight predecessors were still there; three posts were filled by acting

persons; the balance had been vacant for periods ranging from 3 months

Of the seventeen new positions, two had been

to more than a year,
vacant for 18 months prior to the arrival of the respondent; five had

been unfilled for a year. The others did not know how long the positions

had existed on paper before their arrival.
Other factors which con-

Perceptions of Host Country Attitudes.
tribute to the technician's definition of the situation in which he finds

himself are his perceptions of the host government's interests in
technical assistance and whether the nationals agree about why he is

there. Both perceptions frequently conflict with his before-arrival

expectations.
Twenty-eight men believe that officials of the host country had
accepted technical assistance to get economic aid or to achieve other
objectives. In other words, assistance was the unwanted part of a larger
''package.' These comments are typical:
"I felt that the technicians were being 'rammed down their
The personal and social relationships were good, but

throats. '
on working relationships you ran into a solid wall. "

"] felt that educational technical assistance was not what
the country wanted but what the USOM wanted to give them.

This probably affected my work less than others since I was
working in urban areas, and these tended to ask for the kind of
The rural areas wanted buildings. "

help I could give.
Eleven of these men believe the '"package deal' concept affected

their work to some extent; another six say it had a significant negative

For example:
: "You were much more popular if you had money to spend.
I also felt that the absence of a counterpart was related to this.
They could see a tractor, but it was hard for them to see the

influence.

help that you gave them in improved statistics."
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‘"They thought they wanted industrial development, but
they did not have the capacity to immediately embrace any
sort of industrial program. They wanted things . . . they
didn't know why, and they wouldn't know what to do with them
if they had them."

But more than a third of the twenty-eight who had observed that

the host country had accepted technical assistance to get something

else feel that the host government and the nationals '"really wanted"

them and their particular technical contribution:

there

Some

"Although technical assistance was looked upon generally
as part of a package, in this case it was desired. The host
government at one point offered to keep Americans on the payroll
rather than have a contract operation terminate. They accepted
us as individuals and believed in what we were trying to do. "

"I personally found that they were more interested in
technical assistance and advice than in money; this made my
work much easier."

Eight men report conflict among nationals as to why they were
and two others feel there was neither agreement or conflict,

conflicts are ideological, as in this case.

"Because of political reasons, it was always difficult if
not impossible to get agreement or a positive statement from
anyone about doing something; there were Communist-influenced
people and American-influenced people; the nationals' own phil-
osophic approach to life leads them to not take stands on one
side of any issue or another--they agree with everything you say,
but deep down they may not. Conflicts also existed between the
colonials and Americans; the colonial officials were entrenched
in the ministry and had their own views on what should be done,
and by whom. "

Other conflicts seem to be based on misinformation or lack of

information;

"The head of the department appeared to have a fairly good
concept of why I was there, but the heads of the divisions
seemed to be confused. The head of the department carried out
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my decisions without consulting the division chiefs; they didn't
know why I was there, or what I was supposed to do. I had to
win their confidence and interest. "

"They were bewildered; they didn't know what I was talking
about, or what I was trying to do. They asked for us, but they
didn't have the foggiest notion of what we were."

These perceptions of host interests and conflicts not only shatter
men's expectations but probably generate much of the criticisms they
direct at the characteristics and behavior of host nationals in the work
context. Whether he applies for or is '"recruited" for the position, he
hears ""how badly the country needs someone of his ability and experience. "
Whether or not he is told about the attitudes or receptivity of the nationals,
he tends to assume that they, too, eagerly await him. With long lapses
of time between initiation of a personnel request and arrival of the
technician, persons and attitudes may change.

Moreover, the typical American professional man usually likes
to move forward, to build on his past progress and attainments, to make
each new project better than the last. When he finds that this is not
possible abroad, he may resist compromises in technological approaches
or in levels of performance. It is easier to lay the blame for what he

perceives as sub-professional performance on the nationals and their

organization than upon himself. - In some instances, as noted with AH
(page A7) the American technician perceives the total situation as com-
pletely lacking the prerequisites for the kind of technical assistance he

expected to render.

Influence of Other Persons. After arriving in the host country,

Other people help structure the reality of the situation for the American

technician. Some of these add to or change the role prescriptions,
most of them hold role expectations, and, in many ways, they influence
the technician's perception of the role, the problems, and appropriate

activities, These persons include members of the American and host
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organizations, sometimes Americans or host nationals outside the
work organization, predecessor technicians, and sometimes counter-
parts (host nationals assigned to work with the Americans).

Just as the men expect an apparently rationally conceived
Washington organization to be staffed with rational, competent people
who outline fully what the jobs would be, similar expectations about
the organization abroad (the United States Operations Mission)
accompany them overseas. One out of two identify the principal mis-
sion personnel as the sources of information about the position after
arrival. Ten mention host national and nine refer to their own observ-
ations as the primary ways of getting information. They tend to dis-
tinguish '"learning about the work' from 'learning about the job, "
with sixteen saying that going to work on one's own was the principal
way to accomplish the latter. Eleven say they talked with other people
and made their own observations, and six worked with the predecessor
or other Americans,

When asked to identify the Americans most important to them
in helping clarify their duties and responsibilities, they mention these

categories in the frequencies noted:

Category of Americans Frequency of Mention
Technical and support 17
"Policy level 14
Clerical 1
Outside of USOM 4
None 3

Those who availed themselves of Americans outside the organi-
zation had been in educational work prior to going abroad, and three of
the four were on their first tour. Two of the four were based in the
same country, but one was some 300 miles out in the bush and the only
non-national in the village, and the other in the capitol city. He com-

ments:
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"The American counterparts in foundations and private
industry proved to be fine partners; plus those in UN, UNESCO,

WHO and the Fulbright people. I counseled with persons who

had competence and experience with problems. The Americans

in the country were highly competent and found we were in
partnership."

In the fourth case, after serving several years in two other countries,
the person was transferred to a third. Here he perceived the mission
personnel as not being interested in technical assistance but solely in-
terested in giving away money. Consequently, he turned to Americans
outside the organization, chiefly American businessmen.

Americans name these categories of nationals as being most im-

portant in helping to clarify what they were to do:

Category of National Frequency of Mention
Technical level 19
Middle and top level policy 10
Nationals employed by USOM

or by servicio 5
Nationals outside of host

government (i.e., educators) 4
State, provincial officials 1

Predecessors. Data about the activities and influence of pre-
decessors (or incumbents) are inconclusive. Thirteen had predecessors;
in eight instances the predecessor was still on the job when the respondent
arrived; in two cases the respondent talked with the predecessor before
leaving the states; in three cases, other people in the organization were
"acting' in the position in addition to other duties. The extent of overlap
in the eight cases varied from four months to two years.

Eight persons feel there are particular advantages in having the
Predecessor present, while five describe specific disadvantages,
Particularly as the length of overlap increases. The overlap creates
ambiguity as to who is filling the position; the respondents feel they
acquired all of the enemies as well as some of the friends of the pre-

decessors, and they were hesitant to introduce new ideas:
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"My predecessor had hoped to stay in the job; he was
unhappy to leave. We had a 6-month overlap, and this confused
the nationals. - Some nationals had accepted my predecessor so
completely that they were reluctant to switch and work with me,
They had become used to his daily habits, for instance, such as
the time of day he was likely to come around. Also, my pre-
decessor was a clinician, and the nationals were oriented to
clinical methods by the colonial doctors; I stressed basic science,
and they tended to see this as not as important. "

"I replaced a man who had been there about 14 years; just
what they expected me to do, I'm not too sure. He had a con-
siderable number of devoted friends in the government; and to be
honest, I don't think I was ever really accepted as his replace-
ment. He spoke the language well, and I didn't."

"I was recruited to replace a training officer and was able
to sit at his side for 2 months to learn the job. The predecessor
had applied for a second tour but had been turned down and ICA
was trying to retire him against his wishes. With the extended
overlap, any feelings that the mission people had against him
tended to rub off onto me. "

Eight say the principal things they tried to learn from their
predecessors were linked to the people and relationships involved in
carrying out the work, as did this person:

"] tried to learn what was our’ policy about things and in
dealing with specific agencies in the host government., What is
our attitude toward individual personalities ? - What subjects are
various persons interested in? When we go to the cocktail party,
should I speak of women or of animals? What about the internal
problems of the mission?"

Nine say they had to take the initiative in seeking information and
guidance from the predecessor; three indicate the initiative was shared;
in only one case, did the predecessor take the initiative.

- Approximately half of those who took over on-going work mention
Problems which they attribute to this:

"I had to clean up a mess . . . a terrible mess, the worst
I had ever seen. The records were in bad shape, the morale was
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bad, and there was no control over expenditures. They were
buying anything a technician would requisition, "

"He had gone on record with so many proposals it had
given the nationals a big buildup on forthcoming funds; this left
the government in a state of expectation and disappointment. "
Counterparts. Less clear than the influence of predecessor is

that of the host national "counterpart'" in helping the American clarify
what he will do. There is an implicit assumption in most technical
assistance that the American specialist will work extremely close with
or through one or more nationals whom the host government officially
appoints or designates as counterparts. What is not obvious is exactly
how this is accomplished, and what expectations either the host govern-
ment or the appointed individual hold as to how the role is to be per-
formed.

In this study, twenty-four men had official counterparts; in six
cases they say they never worked withlor through these.  In eighteen
cases, the respondents feel that the counterparts had been so designated
because of the positions they held; in the other cases they are not sure.

Reasons for not working with officially named counterparts
include: "Not qualified"; ""became politically involved -and had to flee
the country, " and a ''good time Charlie who was not really interested, "
Respondents estimate that nineteen of the twenty-four official counter-
parts were high in influence and ability:

' "Until he was kicked out, my counterpart was very influ-
ential; he had the equivalent of a M, A, from the national police

academy, had a fine sense of humor, was an outstanding [host
national], "

"My counterpart had a major influence on operations; he
had started the program and was running it. He had a master's
degree from Wisconsin; although he had shortcomings as an
administrator, he was friendly, an extrovert, and we had close
relationships, "







38

"Working with him was like trying to hold a handful of
quicksilver. He would steal you blind for his program, but not
for himself. He was not a typical national, Now and then, you
had to stand and hammer on his desk and declare how things
were going to be."

Each of the twenty-four technicians who had an official counter-
part estimated how he thought his counterpart would describe him,
‘Nine had no idea of what his counterpart would say or what he thought;
eight mentioned favorable personal and professional qualities; three
favorable personal qualities only; two favorable professional attributes
only, and two negative professional and personal traits.

Nine respondents admit they had unofficial counterparts, while
many of the others indicate that they had sought out and developed close
working relationships with from two or three to as many as ten different

" people in their field for at least some period of their tour:

"My counterpart was inspector of fisheries, but I soon
came to realize that he was not going to be very useful. He was
an older man with a heart condition who wanted nothing so much
as not to rock the boat. So'Il got myself some active, unofficial
counterparts. As these nationals go, they were very good, some
were open-minded, eager to learn, and interested. Frequently
one of these would go on a trip with me; when you drive for a
day or two in a jeep, drink beer together, and put up a tent, you
get to know people . . . if you make an effort to work in their
language. "

"It was never clearly defined as to what he was responsible
for as my counterpart; it took me several weeks to discover, by
accident, that he was my counterpart. He was a gay blade,. spent
about four-fifths of the time drinking beer, one-fifth working.

He had very little influence. Later, I found an unofficial counter-
part with whom I spent one hour a week regularly, Everyone
respected him, and I frequently checked things with him by
telephone. " i

Other comments of the men reveal additional dimensions of the
subtle relationship problems. Some worked around or behind the

counterpart:
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"He had a lot of influence--a big shot in the organization;
he was very smart, an extensive traveler, on international com-
mittees, well known, and trained at Johns Hopkins. But he was
dogmatic, and used to irritate me. I had to maneuver things I
wanted done so that he couldn't interfere with them. He was not
a good administrator; he couldn't delegate authority. '

"After the first year, I'm not sure I knew where the hell I
was going.. Sidetracking would be done by my counterpart; I was
trying to push him ahead to a point where he could run the show.

- I probably pushed him too fast from standpoint of wanting him to
take over. But I thought one of the objectives of ICA was to work
yourself out of a job as soon as practicable. When I had my data
together for writing a country plan, I had sufficient leave that I
would never use, so I took leave and stayed home and wrote the
country plan. This way I wasn't bothered with other things, and
my counterpart was in the office handling the routine things. "

With this background on what men expect, how they develop these
expectations, and the factors that tend to shatter expectations, we
analyze the level of satisfaction the men in this sample derived from

their tours.

Level of Satisfaction with the Tour

We asked: '"As best you can now recall, how did you feel generally
about this tour of duty ‘at the time you left ICA?" Men selected their

response from one of five alternatives (see Table 5),

Table 5. Level of general satisfaction.

Responses Number

Extremely satisfied

Generally satisfied

Moderately satisfied

Generally unsatisfied 1
Extremely unsatisfied

BNV W N
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A little more than half (18) testify that they were satisfied with
their tour and little less than half (16) report mild or extreme
dissatisfaction.

- As a further refinement of satisfaction, we also asked: . "In terms
of your expectations when entering on this tour, how would you say
things worked out for you?'" They selected responses from among five

alternatives (see Table 6).

Table 6. Extent to which expectations were fulfilled.

Responses Number

Far better than expected

Generally better than expected

About as expected

Generally worse than expected 1
Far worse than expected

D e )¢ < V)

Again, about half report that their expectations had been met or
exceeded and the other half feel their expectations had not been met.
Table 7 reflects the unsurprising finding that satisfaction is highly

related to the extent to which expectations were met.

Table 7. Level of satisfaction compared with level of expectation
fulfillment.

ettt ————————————————— e ————— e ettt
ES—

Expectation Fulfillment ' Satisfaction Total

Yes ‘No
About as, and better than expected 11 5 16
Worse and far worse than expected 7 11 18

-
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The correlation between satisfaction and expectation fulfillment sup-
ports the earlier Civil Service Commission study of 1,000 overseas
employees. In that case, satisfaction with an overseas assignment
was partly related to the degree to which expectations and motives,
whatever their nature, were fulfilled or satisfied:

"While any one of an assortment of motivations may be
conducive to good adjustment in overseas employment, poor
adjustment may result from these same motivations if the
employee's expectations in the matter are frustrated, '

But with more than a third of the respondents in this study deviat-
ing from the satisfaction-expectation correlation, we need to examine

these cases more closely.

-High Satisfaction-Low Expectation Fulfillment. Analysis of this

category is difficult in that three of the seven had prior experience
abroad. For these three their low expectation fulfillment seems associ-
ated with an inability to accomplish what they had anticipated and,
particularly in the case of one perseon, conflict with the administrative
policies and personnel of ICA, Despite these conflicts, the men per-
ceive themselves as effective and developed relationships they fqund
satisfying.

Each of the three developed specific expectations growing out of
the previous experience. ICA transferred one man from a similar post
in a neighboring country at the end of his first 2-year tour. He in-
terpreted this to mean completion of the probationary period.  In his
new post he inherited a program he described as '‘wild, wasteful, and
a little less than stupid." He found a consultant service contract
operating with three consultants ''not qualified and not needed at the

time.'" He recommended cancelling of two-thirds of the consultant

!Civil Service Commission, p. 58.
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contract, was commended by the mission director for his planning, but
was subsequently terminated "without cause, "

Another man, employed in the country by an ICA contractor,
transferred to the '"direct hire" staff of ICA., While he was able to .con-
tinue most of his previous associations and work, he found the adminis-
trative control less desirable than in his former status,

- The third person (whose prior experience had been with another
government as a consultant), spoke the local language and enjoyed his
professional work. -He did not expect to become as involved in the
administrative aspects of the American organization abroad and felt the
nationals resented the time he spent in the USOM.

. For the four men in this category without prior experience, their
low expectation fulfillment seems to be associated with faulty assump-
tions on their part, although in each case the content of the assumptions
differs.

- One man, in accepting a position in the Caribbean, assumed he
was going to "something like an exotic South Sea island,'" and was sur-
prised to find the nationals to be English-speaking Negroes, "practically
no different from Americans,'" Despite this shock to his expectations,
he liked both the work and the social life available to him.

Another took the overseas job to escape a boring, frustrating
office job in Washington, D. C., and hoping that the tension and friction
which had been building up between him and hiswife for some 15 years
might be reduced. - He found the work exciting, but the marital problems
accentuated and ended in divorce.

The third case went abroad expecting to establish and operate a
radio isotope laboratory in agronomic research. He found neither
equipment available nor the people sufficiently trained for the work he
expec'{:ed to do. While waiting 20 months for equipment to arrive, he

"looked around to see what useful things I might do.' He traveled the
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country, trained people to use the laboratory, and investigated agronomic
problems that interested him,

The fourth case in going abroad as a training officer assumed that
the field mission would be as concerned about evaluation of the training
operation as the staff in the Washington headquarters. This was not the
case. In addition, he had an extended overlap with his predecessor who
did not want to leave. Over the 2-year tour, however, he felt that he
succeeded in getting the training job modified to something more than

‘'paper pushing. "

Low Satisfaction-High Expectation Fulfillment. Of the five in this

class, three had no previous experience abroad, while the other two had
worked for ICA in other countries immediately prior to transfer to the
tours on which they reported. Their dissatisfactions grew out of their
criticisms of or disappointments with ICA as an organization. This in-
cluded lack of administrative planning, inability to get along with a
superior, and failure of a trainee role to materialize into-a regular
assignment.

We examine the factors associated with high satisfaction-high
expectation fulfillment and low satisfaction-low expectation fulfillment

in the following section on the correlates of general satisfaction.

Correlates of General Satisfaction

As the data in Table 8 indicate, the major predictor of general satis-
faction is whether the man had previous experience abroad. Of the
twenty-two who had not worked abroad before, ten are highly satisfied
and five are extremely satisfied. - Of the twelve who had worked abroad,
only one is extremely satisfied and six are extremely dissatisfied.

The striking relationship between high expectation fulfillment and

high satisfaction becomes more pronounced when we consider the one
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Table 8. Relationship between prior overseas experience and general

satisfaction.
General Satisfaction "Prior Overseas Experience Total
No Yes
Very high 10 1 11
Very low 5 6 11
(Mixed) (7) (5) (12)
Total 22 12 34

person in this group who appears in the "previous experience abroad"
column. His tour continued a position which he had established and held
in the same country two years earlier,.

Analysis of some individual cases helps to identify the range of
factors that interact in influencing levels of expectation fulfillment and
satisfaction. . In so doing, we seek answers to the underlying question:

""Why do 'first tours' seem to produce satisfaction and 'later tours® not

so much?"

"Low Satisfaction-Low Expectation Fulfillment. The negative feel-

ings of the five without previous experience are closely associated with
the same factors as those in the low satisfaction-high expectation fulfill-
ment group, i.e., dissatisfaction with administrative matters, Two of
the men, JJ and ZZ, were assigned to administrative work within the
mission rather than to the technical posts anticipated. A third, BB,
went abroad as a trainee but was not wanted by the mission. - He was
assigned to a survey crew in the bush country. Both TT and AJ were
extremely critical of the administrative procedures "by which they had
been recruited and assigned as well as by the frustrations the system

created for them abroad. TT, who was located in a remote village,
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became quite ill near the end of his tour, while AJ resigned and paid
his own way back to the States.

The other six cases, with previous overseas experience, contribute
significantly to an understanding of the issues and problems associated
with cross-cultural technical assistance. Four of the six had worked
for ICA in other countries; another had been abroad on a foundation
project, and the fifth with another agency of the United States government.

We suggest at least four explanations as to why previous overseas
experience may result in shattered expectations and/or extreme dissatis-
factions in a subsequent tour. One possibility is that a decision to accept
another overseas assignment undoubtedly grows out of a previous satis-
factory experience abroad. The subsequent tour may fail to measure up
for a variety of reasons. The fact that ten of the twenty~-two first tour
persons in this study report both positive expectation realization and high
satisfaction, plus seven others who are either positive or high, lends
support to this thesis.

Another explanation is that, having experienced the complex task
of learning a language, customs, culture, and ways of doing business for
one or more countries, a person becomes reluctant to get so involved
again., This could be particularly true if he had witnessed other Americans
abroad who seemed to ''get by' without going to as much trouble as he
did to learn the things that would contribute to success and satisfaction.

Montgomery describes a third possibility as differentiated culture

error,’ By this he means that most any American can eventually make

the adjustments necessary from the American culture and way of life to
work and live successfully in. Country A. This does not prepare him,
however, for what he is likely to experience in moving from Country. A

to Country B; having learned to get along in Country A is no guarantee

'John D.. Montgomery, ''Crossing the Culture Bars.'" Unpublished
paper, November, 1960.
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that he can do this successfully in. B. In fact, the very illusion, based
on.Country A experience, that he now knows how to work abroad may
be his most serious mistake.

Another possibility takes into account that the passage of time
brings changes in health, family status, income needs, and motivations.
Any or all of these may influence a man's response to a tour. The cir-
cumstances of these four of the six cases suggest these and other

possibilities:

AC reports a highly successful, extremely satisfactory
experience for 4 years in Country A where he was based, not in
the USOM, but within the host country as adviser to one of the
principal ministers. Most of the people with whom he worked
directly spoke English. Then he was transferred to Country B
to a job he understood had similar objectives., But this job was
in Liatin America, a different continent, where practically no one
but other North Americans spoke English, and the position was
located in a servicio, a combination United States-host govern-
ment type organization. In addition, he replaced a man who had
been in the post for 14 years. About this situation, he says,
"On my previous assignment, there was a country agreement
between the United States and Country A. I used this as the
basis for my approach in Country B.'" And later in the inter-
view, "I doubt if I had much influence in Country B; this is a
reversal compared with A, "

SS represents the extreme example. With some 10 years
experience working for ICA in five other Latin American countries,
he accepted a new position in a sixth country in the same area.
Here his role was chiefly one of helping to establish and imple-
ment major policies with one of the ministries, instead of the
field work which he preferred to do and had done in the other
countries. After a year, he felt no progress was being made
toward establishing the new policy so he decided to leave.

CC and AF had prior experience with foreign operations
other than ICA. Both found that the operation and administration
of technical assistance a ''disappointing, disillusioning'" experience.
No job had developed for CC after 9 months in the country, and
ICA returned him to the States. AF served as ''acting'" executive
officer under six different directors and acting directors of the
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mission. In his final 3 months, the latest director demoted him

after he clashed with the director's wife over activities involv-

ing wives of the ICA staff.

In addition to these possibilities, we can speculate that issues
such as these are associated with prior experience: (a) Prior experi-
ences make men more critical; they develop an expanded base for
making judgments and acquire different kinds of '"significant others';
(b) those with experience perceive themselves as better qualified to
judge the behavior of others; also, as no longer strangers within ICA,
they are more critical and more willing to speak; (c) as experienced
persons, they expect different or preferential treatment; (d) some re-
turn to overseas employment because of limited employment opportuni-
ties in the United States, or the opportunities they have are less
attractive than abroad because of salary or lack of professional challenge;
and (e) as a special case of differentiated culture error (operating out
of awareness), the prior experience is associated with extremely satis-
fying personal relationships, but the style and expectations associated

with these are carried over and do not necessarily "fit'" in a new country,

High-Satisfaction-High Expectation Fulfillment. Ten of the eleven

men in this category did not have prior overseas experience (see Table 8).
The countries in which they were based represented all six geographic
areas included in the study. Two of these ten cases report "extreme
satisfaction-far better than expected." We now review these two in

detail to gain some understanding of why men tend to respond favorably to

first tours.

AH illustrates the issue under consideration in two di-
mensions. His initial tour abroad, and his only full tour, was
in a country of Europe where he went as a special consultant in
economic development to work with a productivity center that
had been established by the host government using largely ICA
funds. When he completed this assignment, he was transferred
to a regular ICA position with a USOM in the Near East.
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Upon arrival, he reacted negatively to what he perceived
as ultra-primitive conditions, uncivilized people, a country
totally unprepared for technical assistance, and a situation
lacking the prerequisites to use what he had to offer.! Within
3 months, he submitted his resignation. While waiting for this
to be processed, he contracted a serious illness.

Because of the circumstances, AH defined as his last and
only full tour of duty abroad the 2 years spent in Europe; there-

fore, his European experience is the basis of the interview and
the referent of his favorable reactions.

AH, hired at the salary grade of FSR-2, feels the job to
which he was assigned had been accurately portrayed and pro-
vided him with a great deal of freedom to act. His ties to the
ICA headquarters in the country were minimal and his instruc-
tions: '"'We've hired you and are paying you a big salary; we
expect you to determine what you are to do. "

'As a consequence, all of his work-related interaction was
with nationals whom he saw as cooperative but not too knowledg-
able in what he was trying to accomplish. As he describes it,
"I moved ahead in a positive way, with American techniques

and European politeness and finesse, respecting small, personal
things like titles and familiarities. "

His work, as he carried it out, was primarily one of per-
forming personally what he thought ''needed to be done." He
wrote brochures and arranged for printing and distribution.,

He contacted American industries; he visited provincial and city
officials enlisting their enthusiasm and support for industrial
promotion, and personally promoted the establishment of the
first industrial park in the country: '"I had to do most of the work;
the nationals were unable to carry on without close direction and
constant prodding: " His work with the nationals was facilitated
by his knowledge of the language which rapidly improved, and by
the two nationals assigned to work for or under him in such ways
as he desired. One of these had previously worked for other
Americans. These and the officials with whom he worked in the

government were all well-educated men, most having doctoral
degrees.

3 7.
'We can contrast AH's reaction to the Near East country with the

experiences of two other men, both of whom talked at length of their
Pleasant experiences and effective work in this same country.
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AH was particularly enthusiastic about the opportunities
to enjoy the cultural arts and to cultivate his taste for fine wines.
He wrote articles about the local wines for various magazines,
and for some of his social affairs, '"instead of cocktail parties,
I gave wine-tasting parties, "

PP, a medical doctor, went abroad as a FSR-2 from a
state department of public health position. He did not know what
to expect other than he was to head a division of public health
and preventive medicine which would work in some capacity with
the National Health Service of the country. The situation was
relatively undefined; a previous servicio arrangement had been
terminated and the position had been occupied for one year by a
non-medical man who had been dismissed.

At the same time PP came in as head, three other pro-
fessional people were also assigned to his office. These, along
with some twenty fairly well trained nationals inherited from the
servicio, constituted his operations staff. Under his direction,
the job rapidly developed into a liaison between the mission, the
embassy, the health service, and the medical and health organi-
zations of the country. In addition, he served as medical officer
for the embassy, and medical consultant for the mission. He be-
came much more intimately associated with the medical schools
and the school of public health than he had anticipated. - His duties
varied widely and brought him into contact with both Americans
and nationals at many levels and with many interests. He was
simultaneously an adviser, a teacher, an administrator, and a
practicing physician,

The nationals with whom he worked most closely were
generally fluent in English (hence lack of language was not a
serious problem for him), and most were well-educated in the
medical field, either in the United States or Europe.

PP says, '"I refused to be frustrated by the nationals, "
His principal frustrations originated in the mission and in ICA/
Washington and related to delays and postponements in getting
clearances, materials, and budget approvals. He feels that the
mission director was not interested in his project and comments
"1 often wondered if I might not have been better off if I didn't
deal with the Americans at all.'" Unlike AH, he did not particularly
enjoy social affairs and saw many of the local customs as inter-
fering with the work routine. But similar to AH, he was interested
in introducing American technology and American approaches in
solving technical problems.
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Comparison of these two cases suggests that at least these factors
are associated with high levels of satisfaction on 'first tours":

1. If the position and duties cannot be accurately described and
this is admitted, expectations remain somewhat unstructured.

AH expected to find what he found; PP did not know what to expect; both
were satisfied.

2. The amount of leeway both-Americans and nationals give an
American abroad to deﬁhe his work and activities depends, in part, on
the nature of his spectalty. If it is a speciality new or rare to the country,
or if it is a speciality to which laymen characteristically defer, he will
have more freedom. AH was an economic consultant, a field not repre-
sented in the mission, and new to the country; PP was a physician, a
profession to which outsiders tend to defer.

3. When the specialist abroad has ability (language or otherwise)
and administrative opportunity to develop close working associations
with the nationals, he will be less concerned with and perhaps less
frustrated by the American organization. AH by virtue of organizational
arrangements, local language ability, and being assigned two nationals
to work under him operated independently of ICA; PP, because of the
undefined nature of his position and his own perceptions of what would
be most useful, quickly developed liaison activities with the American-
educated deans and directors of the medical schools and government
departments concerned with health. In addition, he had a trained staff
of some 20 nationals.

4. American specialists generally are better prepared and more
experienced in performing technical operations than in advising or
teaching others how to do them; further, they gain satisfaction out of
demonstrating to themselves and others what they are capable of produc-
ing, AH admits that he did most of the work rather than advising or

teaching others; in his wide range of duties, PP had opportunity to do
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almost anything that would please him, including rendering medical
aid as a practicing physician,

5. Both of the men were near the top in salary grade, assuring
them of adequate income, preferred status, and greater access to high
officials in both governments.

6. Both men were in country situations not too radically different
from the United States; their cultural naivete did them little harm and

perhaps made the experience seem more pleasant.

Summary

l. Some men prefer job situations with security and clear state-
ment of duties; more, however, want freedom to approach their work
on a professional basis. Three-fourths of those wanting freedom hold
advanced degrees. Those wanting security are also more likely to
specify the area of the world in which they would accept assignment.

2, Information obtained principally from program people in
ICA/Washington and to a lesser extent from personnel people and from
reading contribute to men's expectations. Nine of the twelve with
prior experience abroad say they found the new situation about the same
to somewhat different from expected. When expectations did not
materialize, they tend to associate this with problems in the adminis-
trative process.

. 3. Conflicts between role prescriptions, and self-expectations
led to shattered expectations and dissatisfactions with some. Half say
their jobs were somewhat to radically different from expected, differing
in these ways: Broader or narrower technical area; necessity to direct
and operate rather than advise; technical work outside or beyond the
man's immediate speciality; administrative rather than technical duties,

and necessity to develop one's own job.
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4. The administrative process of recruiting, selecting, briefing,
and assigning personnel--with the lapses of time and changes in policy,
personnel, and procedures usually‘ involved--frequently leads to
changes in role prescriptions and expectations.

5. Most respondents believe the host country had accepted techni-
cal assistance in order to obtain other objectives. About half of the
men feel this attitude affected their work, although more than a third
believe the host government and nationals ''really wanted' what they
had to contribute..

6. Americans name persons at the technical level in both their
own and host organizations as helping them determine their jobs and
how they would do them. Where there were predecessors, the new man
generally took the initiative in learning from the man he was succeeding;
extended periods of overlap led to new problems. . Some Americans
ignored or avoided their official counterparts and developed working
relationships with '"unofficial counterparts. "

7. Level of satisfaction and level of expectation fulfillment are
positively correlated; a high level in one category generally associates
with a high'level in the other.

8. High expectation fulfillment and high satisfaction generally
associate with first tours, while half of the men with prior experience

abroad report low expectation fulfillment and low satisfaction,







CHAPTER III

FACTORS ASSOCIATED WITH WORK PERFORMANCE
IN TECHNICAL ASSISTANCE

As a first step toward identifying how men perceive they perform
on their jobs abroad and the influence of certain factors on their be-
havior, we asked them to rate how well they performed in the tour under
study. Assuming that most men are aware of how they had been evalu-
ated officially, we asked the question in the following manner in order
to elicit their own evaluations:

"When one has completed a job he usually has a hunch or
notion about how well he has done according to his own criteria

of performance. This feeling may be completely independent of

how he thinks others may have rated his performance, either

officially or unofficially., With respect to this tour of duty

with ICA, how would you rate your own performance?"

We handed the men a card bearing the five adjective ratings
usually used in personnel evaluation in United States government service;

thirty-three responded without hesitation:

Rating Number
Excellent 6
Very good 15
Good 6
Fair 6

No report 1

n
A physician, unable to work because of a student strike, said
he had no performance to evaluate.

53
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Except as a man might bring the issue into consideration, we
took professional or technical competence as a given. = Although techni-
cal competence is important in technical assistance, this is a matter
of perspective. Weidner says '"professional competence is many-
sided, ""! while Cleveland stresses "a breadth of education and experi-
ence that will allow an adaptable general practitioner to play a versatile
role."? On the basis of the Civil Service Commission study, Mandell
notes,- "The technical assistant must often be able to communicate at an
elementary technical level--the domestic specialist may have forgotten
his A.B.C's."?

With the personal evaluations of these men as a background, we
explore how the individuals related themselves to the tasks and the
problems associated with the work. In addition to reviewing how men
evaluate their own performance, we analyze what they bring to the work
situation, how they cope with frustrations, and their influence on

decisions, the decision makers, and the decision-making process.

Evaluation of Performance

Festinger states that a drive exists in every human to evaluate
his opinions and abilities.* To the extent that objective, non-social

means are not available, he theorizes, people evaluate their opinions

Weidner, p. 224.
®Cleveland, et al., pp. 129-131.

3Milton M. Mandell, "Selecting Americans for Overseas Assign-
ments. " ‘Personnel Administration, Vol. 21, No. 6 (Nov.-Dec., 1958),
Pp. 25-30.

“Leon Festinger, "A Theory of Social Comparison Processes."
Human Relations, Vel. 7, 1954, pp. 117-140. Reprinted in'Paul Hare,
et al., Small Groups: Studies in Social Interaction (New York: Alfred

A.. Knopf, 1955), pp. 163-187.
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and abilities by comparison respectively with the opinions and abilities
of others. Ability and willingness of the respondents to rate their own

performance when interviewed suggest that they had earlier arrived
at an evaluation.

Comments of these three men illustrate Festinger's
thesis in different ways:

"In the absence of a program, this was difficult. On my
previous tours I aligned myself with the extension services and
found that where extension agents were interested in developing
training activities in my field, and you had so many people turn
out for so many demonstrations, you later could see some evi-
dence that they were picking up or copying what you were doing.

"This is something you can't determine in a country that
is undeveloped. You can't actually see what you are doing; you
don't know how well you are getting across to them in a per-
manent sense; most of the people are sub-professional. I be-
came sort of a father confessor to all the nationals on the crew;
1 felt this was an indication that I had gained their confidence."

"It's a matter of the work habits you have developed over

the years; take a regular review of what you are doing, and try
to be honest with yourself.

You use your own criteria, since
there are no other criteria available. . . ."

Criteria of Evaluation. Responses to the question, "How did you

determine how well you were doing?" further document Festinger's

views, and are classified into three general categories (see Table 9).

Table 9. How Americans say they determined how well they were doing
on their technical assistance jobs.

Ttems Mentioned Number Respondents

"Own judgment"

8
Acceptance by nationals, by Americans
or by both nationals and Americans 13
"Own judgment, * plus acceptance by
nationals and/or Americans 10
Never knew 2

No reply
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"OWN JUDGMENT"

Those who rely on their own judgment of what constitutes achieve-
ment of technical standards of job performance mention such factors as
comparisons of accomplishments with objectives, quality of finished
products, comparisons with past experiences, and how things develop

with respect to theory.

But the men characteristically differ in their
approaches to such means.

A research man expresses it in this way:

"You'do this by checking out on your technical hunches--

which come out according to theory; these are the only times
I am happy with my work.

. If things don't work out that way,

then you know that you have not diagnosed the problem correctly
or the theory is wrong."

An educator thinks in terms of objectives:

"We accomplished what we set out to do; there was no other
objective criteria."

A production technician looks to the product:

“"There's only one criterion--how the finished film looks
on the screen."

ACCEPTANCE BY NATIONALS

v
Eight mention "acceptance by host nationals, ' as a single criterion
compared to two who say ''acceptance by Americans. "

"'"Acceptance by
host nationals" covers professional, semi-professional, social, and
personal activities. Frequently mentioned items are: '"Being asked to

give opinion on something in which 1 was not really involved"; "being
invited to a meeting or conference when there was no need for me to be
there"; "being asked for advice on personal matters"; "being invited to
social affairs when I would be one of the few non-nationals present';
and '"being invited to family affairs (weddings, funerals, christenings)."
Two men with experience in the same country, but in different

fields, say:

"By having some relatively good relations with some

nationals who would tell me things they wouldn't often tell
westerners . .

such as how does a national official work, "
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"By the way the craftsmen received me; the way they
followed suggestions, by what they made, and the products I
saw on sale:"

ACCEPTANCE BY AMERICANS

The relatively infrequent mention of acceptance by Americans
seems consistent with the fact that a majority of the respondents are
critical of the American work organization and see the American organi-
zation as a source of frustration. The infrequent but critical references
to the official performance rating also indexes this feeling.

-One-third of the group indicate that they had considered alternative
criteria of evaluation or had gone about evaluation in a manner character-
istic of the professional approach in the particular field. The following
particularly illustrates this point about professional approach:

"This came out of my experiences at home. I rely on the
judgment of qualified people who are in the best position to know.

A professional worker should be concerned about judgments; how

he uses these is another matter. In foreign service, if one is

effective in producing within the commitments of the moment,

his counsel will be sought in connection with further developments

or new ventures., "

Conversely, fourteen say they used the evaluation criteria they
did "as a crutch, ' or because 'nothing else was available.'" Three state
their dissatisfaction with the official rating system was the principal
reason for selecting some other criterion. These comments are typical
reactions to official evaluations:

"The ICA evaluation forms are ridiculous; they are idiotic.

I do not believe in 1 to 5 ratings . . . there's a general tendency
to give people a 2 or 3 rating."

"We need badly to weed out those who are incompetent, and
I'm not sure that the present rating system will reveal this.
The incompetents are the ones doing the rating."







58

The data reveal no apparent relationship between the level at
which the men evaluate their performance and the kind of criteria they
say they used to determine how well they were doing. There seems
to be some association, however, between evaluation criteria and the
variables of educational orientation, previous employment, and prior *
overseas experience. The non-technically oriented are more likely to
use a combination of personal and acceptance factors than those with
a technical education. Persons who worked for profit-making organi-
zations before going abroad are more likely to depend upon being
accepted by nationals and Americans than those who had been employed
by the United States government or non-profit institutions. Those
without previous overseas experience are more likely to depend on
acceptance alone, while those with experience abroad tend to name
personal criteria alone or a combination of both personal and acceptance
factors.

Work performance involves both evaluation and compromises,
Twenty-eight of the men say they were bothered by compromises they
had to make in professional criteria and performance. They mention
compromises in technical criteria eighteen times and in work-related
values twelve times. This techniciants view illustrates the general
case:

"I felt I did not'achieve the property and management con-

trols that I would have liked; time was so short and the abilities
of people so limited. "

The following depicts therationale of one of those not bothered:
"I felt that American technicians and advisors tried to

set too high standards, or levels that were almost self- .
defeating; it did not bother me to work at a lower-level."
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What Men Bring to the Work Situation

We examine four aspects of men in relation to their work: (a) The
personal skills and competencies they feel were most important; (b) the
duties and activities in which they felt most adequate and inadequate;

(c) what they saw as most professionally challenging, and, finally;

(d) the American values and ways of working they were most interested

in introducing.

Skills and Competencies. Three-fourths of the men cite education,

experience and/or interest in dealing with people as one of the personal

attributes most important in furthering the work. Few list just a single

attribute. Twenty also mention the importance of professional, techni-
cal, or manual skills. Previous overseas experience does not seem as

important -to those who had it as we might expect. - Of the twelve with

prior experience, none list this as the most important thing which they

brought to the work; eleven mention it, but only in addition to the pro-

fessional qualifications they held or their experience in dealing with

people.
These three comments illustrate various aspects of how men view

themselves in relation to their work:
"I didn't need my professional knowledge; my agricultural

extension experience had taught me patience, but what seemed to
help me get along were simple manual skills . . . able to type,
to adjust the mimeograph . . ability to get along with clerical

people, and being a green thumb gardener. "

"This included my ten years of overseas experience in dif-
ferent countries and a willingness to accept nationals as people
at least as good as you. "

"] believe that my ability to establish good personal work-

ing relationships, good human relationships, was more important
than technical competence. I could talk to villagers, and could

get them to like me as a person. "
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To get some idea as to how the

Adequacies and Inadequacies.
men felt their skills and competencies equipped them for the activities

in which they became engaged, we asked them where they felt most

adequate and where most inadequate.
Twenty-five identify the duties and activities in which they felt

most adequate as being those requiring their principal professional

Of the total sample, thirteen say they felt adequate in

competency.
duties involving relations with, and administration of, people.

Consideration of the duties and activities in which the men felt
One-third of the

most inadequate revealed a greater range of concerns.
group felt inadequate when called upon to perform technical duties

peripheral to their field, as did this marine biologist:

"I felt most inadequate in discharging duties which were
on the fringe of my technical competence . . . but which were
demanded because of the job. As a biologist you did not have
very adequate knowledge of combustion engines or boat construc-
tion, but you were working with fishermen so you had to sort of

feel your way."

Seven persons had problems growing out of the cases where they
A young engineer,

had to teach others and/or administer programs.
on his first job following graduate school, describes his experience:

"I felt most adequate during the second year in design,
This was what I had studied in
They had to

drawing, and calculations.
graduate school and it was new to the nationals.
But I felt most inadequate (during the first

turn to me for help.

year) in training and problem-solving work, where Il had to
deal with people. Then you couldn't turn to specific formulas,
and every problem seemed different in terms of the people

involved. "
Five felt inadequate in dealing with the administrative procedures

of the ICA and the USOM. Their reactions varied, as in the views of

these two educators:
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"Despite extensive U. S. civilian and military experience
with government, I felt a need for instruction and tutoring in the
procedures connected with conducting affairs in the U, S. foreign
service with respect to reporting, budgeting, and the like."

in trying to communicate what I was doing to the
the boys with the sharp pencil

n
e o o

accounting branch of ICA . .
who knew the price of everything and the value of nothing.

For example, I tried to get approval to buy meter sticks for the
schools locally, but the business manager felt it would be better

and cheaper to buy yardsticks in the U. S.
that the country operates on the meter system."

Two-thirds of the men say '"'starting

He ignored the fact

What They Find Challenging.
from absolutely nothing; ' as one puts it, or as ''being able to start with

a raw lump of clay, ' as another expresses it, as the most professionally
Many who say this complain

challenging aspects of their assignments,
about the inadequacy of human and technical resources to do what they

wanted to do; nevertheless, they saw the work as professionally challenging.

Most others were challenged by the communication task involved in

their work and by the opportunity to demonstrate American ways and

For example:

"In many ways you do not grow; you develop ability to apply
It's challenging in that

what you know in a less advanced culture.
you want to see solutions to their problems . . . and how you are
going to sell or communicate these ideas."

concepts.

"It was a challenge to try and channel some information
their way as subtly as possible and to try and keep them from
getting the idea that I felt that I knew all the answers. "

""The American goes in with the idea that he is going to

do a technical job; but the most important thing that you can
do is an educational one, to try to throw out ideas, to stimulate

their thinking, to get them to realize their potentialities of im-
proving situations. "
An explanation of why Americans are challenged by a situation

1 they perceive as '"'starting from scratch' probably lies in the fact
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that they find challenging those jobs which provide opportunity to use

1

their skills, initiative, and abilities.! This comment illustrates the

interaction of this with professional pride and American values:

"I wanted to be able to point with pride, after I had left
the country, to my accomplishments; I wanted to be able to form
lasting friendships with nationals; I wanted to be able to do things
that would actually improve the lot of the nationals, and would
help the country to progress and improve the economy . . .
toward that end I worked 7 days a week, "

Concern for American Values. Nearly half of the items which men

mention in response to an inquiry about what American values and ways
of work they were most interested in introducing relate to professional
or technical standards and criteria. Such responses may indicate an
unawareness of one's own values and how these may pervade his techni-
cal assistance approach, or the assumption of universal norms. One
craftsman tried to keep his approach 'value free'"

"I don't believe the nationals were too keen about the way
Americans do things. I did not try to introduce any other thing
than ways of working with gold and silver."

Five say it was ''not our business to change values.' Some others
recognize changes in their own values. One says he was initially con-
cerned with promoting the acceptance of women as equals, the value of

work, the value of education for all, and respect for the individual, but

"When you arrive you have certain ideas; they begin to
change your ideas about what is best. You begin to change your
standards about such things as sanitation; what is important to
you may not be possible there. "

'John and Ruth Useem develop this point in '"Social Stresses and
Resources Among Middle Management Men; ' in E. Gartly Jaco, ed.
Patients, Physicians, and Illness (Glencoe: The Free Press, 1958), pp.

74-91,
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Another states, "I put my value system on the shelf and only took
it off when it seemed appropriate to do so, " He did not identify the
‘appropriate situations. About one-fourth of the men express concern
for more democratic treatment of servants and employees along with
the desire to demonstrate that Americans were not afraid to '"work hard"
and '"'get their hands dirty.'" The first comment below depicts a reaction
to an office situation, and the other in the personal living context:

"I tried to introduce a more informal approach to working

in an office, and more relaxed attitude in dealing with sub-

ordinates. Our approach was to break down any caste systems

within the offices. I felt they liked this and it made their own
work more effective."

"We didn't like this servant business, and wanted to
demonstrate that we could work for ourselves. We had no
servants, We tried to demonstrate that we do little things with
our hands. We tried to act there as we would at home, and get

across the idea that Americans are 'rich' because they work
hard."

How They Cope with Frustrations

Recognizing that the cross-cultural work role frequently generates
considerable stress and strain for American technical assistance workers,
we were interested in what frustrated the men in this sample, when
frustrations occur, how they handled them, and the relation of their

cultural insight to frustrations and work performance.

What Frustrates Men. - Frustrations experienced by the men in this

study were principally sourced in the American organization. They men-
tioned the attitudes and feelings of the host nationals and the professional
situation less frequently. While these sources of frustration are some-

what interdependent, we examine them separately.
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The American Organization. In at least three ways, respondents

1ame the American organization or "other Americans" as the principal

sources of their frustrations. Half of the group direct comments

gainst Americans and/or the administrative problems and require-
nents of the USOM. Thirteen reiterate these feelings in identifying

vhat they most disliked to do, and one-third of the sample say that work-
ng with Americans was the toughest part of the job.

ABOUT AMERICANS AND ADMINISTRATIVE PROBLEMS

"The Americans in the capitol city were the most frustrating.

I had expected some problems with the nationals, but not with the
Americans."

"The American organization, administration and personali-
ties were most frustrating. Basically, the policy was immediate

action and achievement; they wanted pictures, publicity materials
. . . everything was go, go, go. But under no circumstances
must you rock the boat; you must not offend; you must make
omelets without cracking eggs: "

DISLIKED AND TOUGHEST PARTS OF JOB

"1 disliked writing up annual reports and extolling the
success of projects, knowing that no matter how flattering you

made your report, it would be rewritten into even more flatter-
ing terms, "

"1 disliked the difficulties of working with Americans . . .
their lack of understanding of how to run a program; I doubted if
they were really qualified to a<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>