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ABSTRACT
THE ROLE OF THE INTEGRATION-RESPONSIVENESS FRAMEWORK
IN AN INTERNATIONAL BRANCH CAMPUS: A CASE STUDY

by

Tammy Silver

Dr. Mario Martinez, Dissertation Committee Chair
Professor of Educational Psychology & Higher Education
University of Nevada, Las Vegas

Similar to multinational corporations, international branch campuses have the
challenge of maintaining legitimacy in different cultural and regulatory environments
across national borders. It is common for organizations to modify business practices
when expanding operations abroad to respond to local demands and preferences based
upon cultural expectations and regulatory requirements.
National culture is comprised of the underlying values, beliefs, and attitudes of a
society that drives behavior and expectations (Hofstede, 1980). Differences in national
culture determine the amount of local adaptation necessary to conduct business in a
foreign country (Kostova & Roth, 2002). International branch campuses must also
maintain quality assurance and adherence to the main campus brand in order to confer
degrees in its name.
Using Bartlett and Ghoshal’s (1989) global integration-local responsiveness
typology of multinational corporations as the theoretical framework, this study examines
an international branch campus that has been thriving in Japan for over two decades to
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determine how the framework and other related factors may help explain the international
branch campus’ sustainability.
Results reveal that the international branch campus’ sustainability is attributed to
the hiring process of faculty, the relationship among the partners, the IBC's positioning as
providing an American-style education, and recognition by the Ministry of Education in
the host country. Factors influencing sustainability related to the framework include
standardization of the curriculum and all academic processes, and adaptation of faculty
hiring strategies, marketing and recruitment tactics, and partnership administrative
control. Factors external to the framework include the establishment and maintenance of
external and internal legitimacy, and understanding how culture influences values,
attitudes, and beliefs to enhance communication, resolve conflict, and sustain a strong
partnership.
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CHAPTER 1
INTRODUCTION
When St. Augustine arrived in Milan, he observed that the Church did not fast on
Saturday as did the Church in Rome. He consulted St. Ambrose, bishop of Milan, who
replied: "When I am at Rome, I fast on a Saturday; when I am at Milan, I do not. Follow
the custom of the Church where you are.”

Background
Higher education institutions (HEIs) have been establishing outposts abroad, called
international branch campuses (IBCs), for the past 30 years. There are currently over 200
IBCs in more than 60 countries (Global Higher Education, 2014). IBCs are defined as
entities that are “owned, at least in part, by a foreign education provider; operate in the
name of the foreign education provider; engage in at least some face-to-face teaching;
and provide access to an entire academic program that leads to a credential awarded by
the foreign education provider” (Global Higher Education, 2014). Such branching out
contributes to the globalization of higher education internationally and the
internationalization of higher education in the United States.
Although research about IBCs is limited, the literature compares IBCs to
subsidiaries of multinational corporations (MNCs) (Shams & Huisman, 2012; Widavsky,
2010). Current international management research recognizes the importance of MNCs
to understand and act on both global and local levels. Sustaining MNCs can be
challenging due to institutional and cultural distance between nations (Bartlett &
Ghoshal, 2002; Kostova & Roth, 2002; Scott, 1995). Cultural distance refers to cultural
differences between nations (Hofstede, 1986) and is discussed through the lens of
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Hofestede’s dimensions of culture in detail in Chapter Two. Hofstede’s dimensions of
culture informs this study, but is not the guiding framework.
According to Kostova and Roth (2002), the extent of cultural distance dictates the
necessary level of local adaptation. In other words, the closer the cultural distance among
nations, the less adaptation is necessary; the further the cultural distance among nations,
the more adaptation is required. Similarly, IBCs experience divergent isomorphic
pressures related to the home institution environment, the host country environment, and
the activities in which they engage. These opposing pressures present IBCs with
managerial challenges. The need to provide similar administrative practices and
processes, learning experiences, and quality standards to confer identical degrees requires
that IBCs standardize practices across borders. Simultaneously, IBCs must conform to
the host country’s regulatory framework, local norms, and cultural values to respond to
local consumer demands (Shams & Huisman, 2012). In other words, IBCs must be
concurrently homogeneous with the home country institution and host country
expectations.
Problem Statement
In a review of literature, I found no empirical studies explaining the influence of
standardizing or adapting management strategies and practices on the sustainability of
international branch campuses. These aspects of IBCs do not always align with the
cultural values of the larger society where they operate. Cultural distance is negligible
when organizational behavior and societal values align; however, the literature does not
address how IBCs manage their organizations if no such alignment exists. One of the
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main challenges is when, where, and how to standardize or adapt practices to sustain an
IBC; however, there is a lack of empirical studies to that effect.
Organizations exist within and are integral parts of societies (Dimmock &
Walker, 2005). As a result, people living in a society and working in an organization
bring their national culture and values into the organization. In order to maintain
operations abroad, IBCs must legitimize themselves in the eyes of the host country,
creating external legitimacy, while simultaneously maintaining legitimacy with the home
institution, which creates internal legitimacy (Kostova & Roth, 2002). Decisions must be
made regarding funding, curricula, teaching and learning and overall management often
in the context of differing regulatory and cultural environments.
Standardization and adaptation are two polarized forces pulling IBCs in opposite
directions. The forces of standardization pressure IBCs to provide identical learning
experiences and to uphold the quality and reputation of the home institution.
Simultaneously, the forces of adaptation pressure the IBC to conform to the host
country’s regulatory framework, cultural values and local consumer demands (Shams &
Huisman, 2012). The literature indicates that local adaptation of curriculum, research,
staffing, structure, teaching, learning, management, and leadership may benefit the IBC
(Dimmock & Walker, 2005; Shams & Huisman, 2012), but many questions remain. Lane
and Kinser (2011) have pioneered research exploring IBC management issues, but admit
that their information is largely anecdotal. While common approaches to successfully
launch an IBC exist, there has yet to be a study about sustainability from the perspective
of standardization and adaptation.
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Purpose Statement
The purpose of this study is to examine standardization and local adaptation
management strategies and practices that have contributed to the sustainability of an IBC
that has successfully operated in Japan for 25 years. Many studies of MNCs focus on the
standardization-adaptation dichotomy from the perspective of the parent company; others
have centered on the standardization-adaptation strategy of the subsidiary (Jarillo &
Martinez, 1990). Using Bartlett and Ghoshal’s (1989) typology of MNCs, this study
examines the parent (home institution) and its subsidiary (host institution) to explore and
explain how challenges to establish legitimacy and differences in cultural distance impact
standardization and adaptation management strategies and practices. This research
merges the fields of international higher education and international management and
contributes to the ongoing discussion in both disciplines.
Theoretical Framework
The integration-responsiveness (I-R) framework from the strategic management
literature guides the design of this study. Bartlett & Ghoshal (1989) identify four types of
MNCs, which differ in structural approach and strategic capabilities toward managing
subsidiaries. The differences result from environmental pressures that influence the
degree to which the MNC is globally integrated with its counterpart(s) and/or adaptive to
the national locale in which it operates. How MNCs balance the potential needs of global
integration and local responsiveness should ideally satisfy environmental demands while
securing global competitiveness.
The four types of global organizational strategies are global, international,
multidomestic, and transnational. The global organization focuses on standardization,
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integration, centralization, and coordination in order to achieve economies of scale. The
international organization is neither integrated nor responsive, and functions as an
appendage of the parent. The multidomestic organization is concerned with adaptation
and differentiation. This strategy is based on responsiveness to local market demands.
Subsidiaries under the multidomestic model are autonomous, consisting of the company’s
entire value chain. Innovation and knowledge developed at these national companies will
most likely stay in the host country rather than be dispersed to other companies within the
MNC. The transnational organization attempts to simultaneously respond to both global
and local pressures. This strategy tries to maximize both integration and responsiveness,
and disperses developed knowledge and innovations throughout the entire network.
Transnationals simultaneously seek economies of scope and scale, standardization,
coordination, integration, and local responsiveness and differentiation (Bartlett &
Ghoshal, 2002; Jarillo & Martinez, 1990).
Researchers have raised issues related to both responsiveness and differentiation
for IBCs (Edwards, Crosling & Lim, 2013; Farrugia & Lane, 2012; Salt &Wood, 2014;
Shams & Huisman, 2012). To meet competitive market demands, they must respond to
the market requirements in both home and host environments. On one hand, IBCs need to
standardize curriculum, staffing, and research across borders to assure that students
receive the same learning experience. On the other hand, cultural and regulatory distance
between operating domains compels institutions to adapt at the local level to some extent
(Shams & Huisman, 2012). If IBCs ignore environmental pressures and adaptation
requirements, they may jeopardize external legitimacy and risk accusations of cultural
imperialism (Shams & Huisman, 2012). Furthermore, not complying with host country
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regulations may negatively impact local or regional government support. However, if
IBCs were to conform completely to the adaptation forces and deviate from their
organizational standards, they risk losing internal legitimacy. Breaching institutional
integration across borders leaves little assurance that students will receive the same
educational services and quality, which may lead to concerns about degree, certification,
and credential authenticity.
Research Questions
The research questions are as follows:
1. What are the major factors that have enabled the international branch campus
(IBC) to sustain itself for 25 years?
a. How did the IBC negotiate a foreign educational setting?
b. How did the IBC maintain its brand and reputation in a foreign country
and culture?
c. How did the IBC balance legitimacy in two contrasting environments?
2. To what extent does Bartlett and Ghoshal’s I-R framework for MNCs help
explain IBC sustainability?
a. In which areas does the IBC integrate practices between the home and host
institutions? How does it do so? Why in these areas?
b. In which areas does the IBC respond to local preferences? How does it do
so? Why in these areas?
Significance of the Study
When an institution of higher education implements an international branch
campus, management must contend with questions of national culture. Similar to MNCs,
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IBCs must negotiate a delicate and unpredictable balance between the IBC’s practices
and local expectations. They are challenged by the need to establish external legitimacy
in the host country while maintaining internal legitimacy in the home country. IBCs must
negotiate a balance between maintaining a global standard that authentically represents
the home country’s institution and how much the organization will adapt to local
preferences. Choosing not to maintain standardized practices with the home institution
may lead to concerns over quality control. Quality control issues include maintaining the
institution’s brand abroad, adhering to the institution’s mission, upholding admission’s
practices, extending research endeavors, and preserving the integrity of the curriculum
(Shams & Huisman, 2012). However, variations between a home and host country’s
regulatory and cultural distance may require the IBC to operate independently from the
parent institution. The results of this study enhance understanding of the adaptation and
implementation of international business strategies to further the success of HEIs that
choose to expand across the globe. The findings serve as a template of business practices
that may inform administrators in terms of HEI international accreditation, the
curriculum, staffing, administrative and financial management, and overall operations.
Furthermore, this study can be applied to other IBCs for the purpose of analytic
generalization to determine whether this theory has wider applicability across similar
cases.
Overview of the Methodology
This study is a single case study investigating how one college in the United
States has managed to sustain an IBC in Japan for over two decades. This institution
successfully maintains its integrity to the home institution, its brand abroad, provides a
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comparable learning experience, and preserves its ability to confer degrees.
Simultaneously, the institution successfully established legitimacy and manages cultural
distance in the host country, which results in practices departing from home campus
institutional norms.
The home campus is an accredited institution of higher education in the United
States. In 1993, the regional U.S. accrediting agency officially accredited the IBC. In
2005, the Japanese Ministry of Education, Culture, Sports, Science and Technology
(MEXT) officially recognized the IBC as an international branch campus. Ministry
recognition allowed the IBC to provide student discounts on commuting passes from train
and bus companies, transfer credits to Japanese universities, and sponsor visas for
international students. As a result, by 2011 thirty percent of the student body was nonJapanese representing over 25 countries. In 2007, the IBC started the Open College to
provide non-degree courses to adult learners. In 2008, the IBC doubled its library size
and was reaccredited for ten years by the regional U.S. accrediting agency.
The study is a single qualitative case study. Yin (2009) states that a single case
study is justified if it is critical, unique, or revelatory. These characteristics are prevalent
in this study, which will be discussed in Chapter Three. I interviewed administrators from
the home campus and the IBC and faculty from the IBC, as one source of information.
Additional data sources include promotional information and student handbooks. All data
are coded and analyzed, using the I-R framework and related literature as a guide.
Limitations
Every study has its limitations, and this one is no exception. The most significant
limitation of this case study is the absence of in-person interviews. The participants live
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either in the host country of Japan or over 2000 miles from the researcher. As a result, I
conducted Skype rather than face-to-face interviews. Skype interviews run the risk of
poor audio and visual, or unexpected disconnection, which could be disruptive to the
flow of the interview. Glense (2006) describes interviewing as “an occasion for close
researcher-participant interaction” (p. 105); however, the computer medium creates
distance between researcher-participant interactions in this study.
Although Skype interviews have disadvantages, there are also advantageous in
several ways. Skype makes long distance research, like that of this study, possible by
closing the gap of geographic barriers (Nehls, Smith, and Schneider, 2014). In spite of the
geographic distance, research shows that responses tend to be similar to face-to-face
interviews. Added advantages include interviewee flexibility, comfort, and privacy in an
environment of their choosing (Nehls, Smith, and Schneider, 2014), which may give
participants a sense of empowerment and control.
Another limitation is language. All of the participants speak and understand
English. Some are native English speakers, but others are not, although they have
excellent mastery of the language. I conducted all interviews in English and offered nonnative English speaking participants an interpreter; however, none of the non-native
English speakers accepted the offer. As a result, the research is challenged by the ability
of the non-native English speakers’ abilities to convey meaning in a second language.
An additional limitation to this study is generalizability. Lincoln and Guba (1986)
state that the intention of qualitative research is not to generalize; however, developments
from one context may become hypotheses for another. With an intensive study of one

9

case, it the readers’ responsibility to interpret and transfer information from context A to
context B, depending on the knowledge of both contexts.
Case studies are limited to the integrity and sensitivity of the investigator
(Merriam, 1998). Investigators must be careful not to allow their bias to influence the
study (Yin, 1994). It is important to acknowledge my personal involvement with the case
under investigation. From 2000-2013, I worked for an HEI that shared a mutual partner
with the HEI under investigation. The HEI I worked for accepted transfer students from
both the HEI under investigation and our mutual partner. While I have knowledge of the
mutual partner organization, I have limited knowledge and understanding of the
relationship between the mutual partner and the HEI under investigation. I chose this
particular HEI because of my longstanding relationship and ability to access individuals
at all levels of the organization. Regardless of my prior knowledge and experience, I
made every attempt to be an objective researcher. I also integrated a journal into my
research routine to become aware of bias so that my personal interpretation did not taint
the results of the findings.
Definitions
The following list defines commonly used terms within this research study:
•

Cultural Imperialism – Using political and economic power to exalt and
spread the values of a foreign culture at the expense of a native culture.

•

Cultural Distance – Cultural differences among nation-states.

•

General Agreement on Trade in Services (GATS) – A treaty of the World
Trade Organization (WTO) created to extend the multilateral trading
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system to the service sector in the same way that the General Agreement
on Tariffs and Trade (GATT) provides for merchandise trade.
•

Globalization – The integration of values, beliefs, political systems,
economies, technologies, and environmental factors among geographically
distant localities which creates a concurrent state of interdependence and
competitiveness that may result in cultural imperialism.

•

Global Integration – The process of standardizing products and services
through centralized decision-making of multinational corporations to
implement the value-chain and leverage economies of scale across
national borders.

•

Home country – The country of origin of a parent company or institution
of higher education.

•

Host country – The country where a subsidiary or international branch
campus is located outside of the home country.

•

International Branch Campus (IBC) – A brick and mortar institution of
higher education offering a program of study or programs of study abroad.

•

Internationalization of Higher Education – The process of infusing the
international dimension into the teaching, learning, research, service and
outcomes of higher education.

•

Legitimacy – Congruence between activities and behavior of an
organization in its legal, economic, and socio-cultural environment.

•

Local responsiveness – The process of differentiating products and
services through independent decision-making of multinational
11

corporations by creating the entire value-chain within and meeting the
local demand of a particular nation-state.
•

Multidomestic Strategy – A subsidiary that adapts to the local
environment, responds to the needs, tastes, and preferences of the local
population, and has autonomy in decision-making with regard to the
parent company.

•

Multinational Corporation – A firm with operations outside its original
country.

•

Parent Company/Institution - A corporation that has subsidiaries which
are wholly or partially-owned separate businesses controlled by the parent.
The parent company owns sufficient voting stock in the subsidiary -- as a
rule, at least 50% -- to give it control over the subsidiary's operations and
management.

•

Subsidiary – A subsidiary is a business that is wholly or partially owned
by another business. The parent company owns sufficient voting stock in
the subsidiary -- as a rule, at least 50% -- to give it control over the
subsidiary's operations and management.

•

Transnational Higher Education – Higher education study programs,
courses of study, or educational services (including distance education) in
which the learners are located in a country different from the one where
the awarding institution is based.
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Organization of Study
This chapter serves to introduce the study. Chapter two reviews the literature
relevant to international education, transnational higher education, cultural dimensions,
legitimacy, and strategic management of multinational corporations. Barlett and
Ghoshal’s (1989) theoretical framework is discussed in more detail in this chapter.
Chapter three describes the methodology of the study in detail, including research design
and analysis. Chapter four discusses the data analysis and findings. Chapter five
concludes this dissertation with a discussion of the findings, implications for practice, and
recommendations for future research.
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CHAPTER 2
REVIEW OF THE LITERATURE
Overview
When a higher education institution (HEI) expands its operations abroad, it must
contend with a myriad of decisions and obstacles regarding its strategy and structure
while managing in a different societal value system. Key considerations include how to
align strategy and structure (Bartlett & Ghoshal, 1989), manage the chain of operating
activities, or value chain (Porter, 1986), and transfer strategic organizational practices
(Kostava, 1999). Broadly speaking, the value chain model illustrates the complex
interactions among various corporate segments to develop raw materials into final
products which are marketed to consumers.
Although national boundaries do not always correspond with homogeneous value
systems, there are strong forces within nations to create and maintain a shared culture
(Hofstede, 2001; Rokeach, 1973). As such, organizational practices reflect an underlying
set of assumptions derived from values and beliefs (Hofestede, 2005). Due to differences
in organizational practices and cultural barriers, international branch campus (IBC)
managers may choose to or be required to adopt components of organizational practices
that are acceptable in the local environment. Because strategic organizational practices
are meaning and values-based as well as knowledge-based (Kostova, 1999), successful
strategic organizational transfer occurs when the meaning, values, and knowledge of an
organization’s practices are institutionalized (Kostova, 1999).
Differences in national cultures may result in dissimilar organizational and
administrative practices and employee expectations. The degree of cultural distance
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between two countries correlates with the degree the countries’ organizational differences
(Kogurt & Signh, 1988). Cultural distance between nations of an HEI and its outpost
abroad may affect its choice of strategy and structure and its ability to effectively transfer
knowledge. Underlying the concept of cultural distance in the international business
research is the assumption that differences between foreign and home country cultures
increase the cost of entry, decrease operational benefits, and hamper the firm's ability to
transfer core competencies to foreign markets (Bartlett & Ghoshal, 1989; Palich &
Gomez-Mejia, 1999).
Little scholarly research exists with regard to IBCs in terms of strategic
implementation of its outpost with regard to cultural distance. As a result, I turn to other
scholarly disciplines to draw references, which are found in the literature pertaining to
international business and strategic management. IBCs are largely seen as private
enterprises even if the home HEI is public and/or not-for-profit (McBurnie & Ziguras,
2007). The branch is akin to a subsidiary of a multinational corporation (MNC)
(Widavsky, 2010) or an international joint venture (Lane, 2011). With this framework in
mind, I first discuss the establishment of IBCs within the context of the
internationalization of higher education in the United States. Then I review the strategic
management literature pertaining to concepts and frameworks of MNCs. Lastly, I draw
parallels from the strategic management literature, which I apply to IBCs.
International Branch Campuses
Establishment of International Branch Campuses
The internationalization of higher education has philosophically shifted twice
from its original purpose of promoting peace and mutual understanding. The first

15

movement was toward advancing national security and foreign policy. More recently,
internationalization of higher education is perceived as a commodity in today’s
knowledge economy (Brandenburg & de Wit, 2011; de Wit, 2002; Knight, 2006, 2011).
The World Trade Organization’s (WTO) inclusion of education in the service sector as
part of the General Agreement of Trades and Services (GATS) has contributed to the
commodification of higher education. (Knight, 2006, 2011; Sidhu, 2007). As a result,
higher education has become transnational. Transnational education refers to educational
environments where learners are located in a country different from where the degree
awarding institution is based (UNESCO and Council of Europe, 2001) and refers to the
movement of people, programs, providers and projects or services (Knight, 2011).
International branch campuses (IBCs) are the outcome of higher education institutions
(HEIs) establishing a “brick and mortar” presence in a host country (McBurnie &
Ziguras, 2007). IBCs involve face-to-face instruction of courses that originate from the
home institution. Students are typically host country nationals or students whose country
of origin is neither the host nor home country.
The growth of IBCs is often associated with the globalization of economies and
marketization (Shams & Huisman, 2012). From this perspective, HEIs are service
providers that can benefit from opportunities outside their target market. This should not
imply that entering new markets, generating revenue, and maximizing profit are the only
rationales for the establishment of IBCs. In addition to generating new revenue streams,
some key push factors motivating U.S. institutions to pursue a branch campus venture
include furthering institutional internationalization, building capacity, enhancing
institutional reputation and prestige, and stimulating institutional quality (Green, Kinser
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& Eckel, 2008). Host country pull factors include capacity-building, the attraction of
saving money and avoiding immigration obstacles by earning a foreign degree at home,
government policies that ease entry into the market by providing financial incentives, and
the increase of English as the medium of instruction in non-native English speaking
countries (Green, Eckel, Calderon & Luu, 2006).
IBCs initially proliferated in Japan in the 1980s, concurrent with Japanese
economic expansion, and served as the model for current growth. The current desire for
U.S. institutions to diversify revenue streams in the face of falling enrollments, coupled
with the lure of private investors and government agencies providing funds and facilities,
has fueled IBC development. Additionally, host countries typically desire partnerships
with prestigious institutions to augment the country’s global reputation in the education
sector (Croom, 2011; McBurnie & Ziguras, 2007). For the home country, establishing a
branch campus can raise the institution’s profile. In some cases the lure of prestige or the
need to be on the ground floor as emerging economies establish free economic zones
outweigh the financial risk of establishing such educational outposts (McBurnie &
Ziguras, 2007). In fact, maximizing a university’s image and prestige appears to be the
main driver for establishing branch campuses. (Marginson, 2006; Nguyen & LeBlanc,
2001; van Vught, 2008; Verbik & Merkley, 2006). Such activity constitutes a marketdriven approach that universities employ to broaden their portfolio, including prestige
and brand name, by extending to foreign markets (Edwards & Edwards, 2001).
Challenges of International Branch Campuses
IBCs face extensive challenges in establishing and sustaining operations. Major
challenges inherent in IBCs encompass two conflicting forces pulling them in opposite
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directions. One set of forces is the need to replicate the home country environment by
providing identical learning experiences, maintaining quality standards, protecting the
institution’s reputation (Shams & Huisman, 2012), and complying with common
academic policies and procedures (Edwards, et al, 2013). These forces push the IBC
toward global integration and standardization, which ultimately enable the IBC to confer
degrees from the home HEI. To protect the HEI’s reputation and uphold its degree
appeal, HEIs may establish systems to ensure maintenance of quality, which often result
in equivalent admissions standards (Edwards, et al, 2013).
A second set of forces compels the IBC to adapt a locally responsive strategy.
These forces include the need to conform to the host country’s regulatory environment
and the need to adapt to local consumer demands in order to establish external legitimacy
(Bartlett & Ghoshal, 1998; Kostava, 1999; Shams & Huisman, 2012) and prevent
accusations of cultural imperialism (Edwards, et al, 2013; Shams & Huisman, 2012). Best
practices recommend contextualized or internationalized curricula (Edwards, et al, 2013;
McBurnie & Ziguras, 2007). Internationalizing the curriculum requires teaching global
concepts with localized examples.
Operational policies and procedures that succeed at the home campus may require
modifications to ensure success in a foreign environment (Green, Kinser, & Eckel, 2008).
For example, foreign currency, fluctuating exchange rates, and banking regulations
necessitate adjustments in accounting and auditing procedures. Human resource policies
should be reviewed to determine the impact of overseas assignments on tenure and
contracts. Procurement policies and procedures call for the inclusion of foreign
acquisitions. In fact, many IBC closures are due to failure to adapt to local conditions
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(Lane & Kinser, 2011). These examples demonstrate the delicate balance the IBC must
achieve to become homogenous with the host country while replicating headquarters.
Additional complexities include finance and administration, curricular and
staffing issues, regulatory compliance, and quality control (Shams & Huisman, 2012).
Startup and operating expenses are considerably high because an IBC requires its own
buildings in the foreign country. Such costs make opening a branch campus expensive,
and obtaining sufficient enrollments to make it financially viable over time is difficult to
predict and achieve. Developing joint ventures with local government or business
partners has the advantage of softening the financial commitment and risk to the home
country university while providing means for shaping the curriculum to meet local needs.
Local partners can also reduce startup bureaucratic processes, including licensure and
local accreditation (Jones, 2010). While partnerships may ameliorate some issues, some
common concerns include partnership obligations, sharing financial risk and reward, and
operating structures (Green, Kinser, & Eckel, 2008).
Most IBCs feel the pressure of a private university, even when the home country
institution is public, as sustainability is tuition-driven in the absence of funding via home
country taxpayer dollars. The result of such demands restricts expenditures linked to the
student experience in terms of services such as sports and recreational activities and
library collections. The pressure to turn a profit hinders IBCs from making the required
investment in such facilities, unless already provided for by a public or private partner.
Because IBCs operate as for-profit businesses, the need to at least break-even
coupled with intense local competition from national universities and other branches
gives rise to concerns surrounding quality assurance. International branches of
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prestigious universities have a difficult time attracting students who meet their high
admissions criteria. Due to low English language skills and insufficient secondary school
preparation, branch campuses and local universities offer courses of study to prepare
students to meet admissions standards (Altbach, 2011). Despite quality control guidelines
for cross-border delivery outlined by UNESCO/OECD (2005), the New England
Association of Schools and Colleges Commission on Institutions of Higher Education
(2003) and others (see GATE, 1997; AVCC, 2005; Council of Europe/UNESCO, 2001)
specifically addressing admissions standards, it is questionable whether most IBCs accept
only students who would be qualified at home (Altbach, 2010). Although in the cases of
Michigan State University and George Mason University IBC closures, both institutions
acknowledged that strict adherence to home institution admissions standards was the
driving factor behind limited enrollments (Lewin, 2009: Mills, 2010a).
Securing faculty poses problems regarding sustainability. “Without faculty
support, an institution may find itself unable to deliver on its promises of an Americanstyle curriculum and educational experience, and the new campus or program may lose
its essential character as an extension of the U.S. institution” (Bacow, 2007, p. 36).
Inadequate replication of the home campus environment may negatively impact IBC’s
sustainability. Tensions arose between the University of Liverpool’s joint venture with
Xi’an Jiao Tong University in China when the Chinese partners requested that the
teaching-focused branch restructure to replicate the home campus’ focus on research
(Altbach, 2010). Singapore local authorities cancelled Johns Hopkins University’s
medical program over a conflict of goals (Altbach, 2010). The desire for home campus
replication may have influenced NYUAD, Monash and Nottingham in Malaysia to

20

launch full-scale campuses intended to deliver the home campus experience (Wilkins &
Balakrishnan, 2012). Other issues include a mismatch between degree programs desired
by local governments or employers and student interests (Lane & Kinser, 2011).
Under-enrollment is the most prevalently cited reason for a branch’s closure.
Operating for less than a year, low enrollment forced the closure of The University of
South Wales’ Singapore branch in 2007 (Altbach, 2011). The Indian University of Pune
recently closed its doors due to low enrollment (Mahani & Molki, 2011). Michigan State
University (MSU) closed its doors in Dubai in 2010 because it failed to meet enrollment
targets (Mills, 2010a) as did George Mason University one year earlier when it closed its
doors in the United Arab Emirates (Lewin, 2009). As a state-funded university, the MSU
home campus was unable to subsidize its branch counterpart (Mills, 2010a, 2010b).
Following a business model, the branch could have increased local enrollment by
adjusting admissions standards to matriculate less qualified students, but was unwilling to
sacrifice the quality and reputation of its brand (Mills, 2010b). Local competition was an
additional factor as MSU’s tuition ranged $2,000-$3,700 more than neighboring IBCs
(Mills, 2010b). The withdrawal of George Mason University from the Emirates in 2009
illustrates the complexity of sustainability abroad. Reasons for closure include low
enrollments, an unforeseen reduction in subsidy provision, unstable leadership, failure to
achieve local accreditation, and inability to lure any home campus faculty to the branch
campus (Lewin, 2009).
Enticing faculty to accept an overseas assignment of a semester or longer involves
the complexities of leaving family, knowledge of immigration and relocation matters, and
the willingness of faculty to temporarily abandon research projects. Hiring qualified local
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adjunct faculty may negatively impact a prestigious university’s image and reputation
(Altbach, 2011).
Preserving academic freedom and curriculum content signify key quality
assurance concerns (Altbach, 2011; McBurnie & Ziguras, 2007). Even though partners
may guarantee academic freedom verbally and through written agreements, faculty
members worry about infringement of such autonomy in countries where censorship is
practiced. Singapore requires that IBC activities do not interfere with domestic affairs
(Green, Kinser, & Eckel, 2008). Autonomy is even more of a concern where local
partners use financial backing to dictate the branch’s business practices.
Legal and regulatory frameworks are often tied to quality assurance issues. The
Observatory on Borderless Higher Education developed a six-level classification system
from no regulations to very restrictive (Verbik & Jokivirta, 2005 cited in Green, Eckel,
Calderon & Luu, 2007). Liberal regulatory frameworks ease the path for rogue providers,
which have sparked host countries to establish quality assurance mechanisms including
licensure, registration, and government recognition (Green, Eckel, Calderon & Luu,
2007). For example, only two IBCs operating in Japan received approval from the
Ministry of Education in 2005 allowing Japanese universities to accept foreign provider
credentials for transfer or admission to their graduate programs (A. Brender, personal
communication, April 24, 2012). Such approval may be vital to an IBC’s longevity if part
of the goal is to enable students in the host country to later pursue advanced degrees at
local institutions and confer degrees that employers in government and other sectors
recognize.
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Along with learning how to traverse the regulatory environment abroad, U.S.
institutions must be aware of their regional accreditation body’s policies regarding IBCs.
Some of the relevant quality assurance guidelines encourage adapting instructional
methods to the local cultural environment. For example, the UNESCO/OECD (2005)
Guidelines for Quality Provision in Cross-border Higher Education advocate that “the
programmes they deliver across borders and in their home country are of comparable
quality and that they also take into account the cultural and linguistic sensitivities of the
receiving country” (p.15). The Code of Good Practice in the Provision of Transnational
Education (COE/UNESCO, 2001) states in its Principles that, “Transnational education
arrangements should encourage the awareness and knowledge of the culture and customs
of both the awarding institution and receiving country among the students and staff”
(p.3). The NEASC (2003) Principles of Good Practice specify with regard to
instructional programs states, “The international educational program where possible and
appropriate is adapted to the culture of the host country, while reflecting American
educational values and practices” (p. 2). Additionally, several guidelines make cultural
considerations to admissions and student service practices (GATE, 1977).
The application of U.S. federal regulations such as the ADA Act or FERPA may
be a regulatory concern. While U.S. institutions may feel the need to uphold U.S. values
abroad, compliance may not be realistic or necessary. Cultural conflicts may arise as a
result of implementing common U.S. institutional practices or differing interpretations of
such traditions (Green, Kinser, & Eckel, 2008). As a result, IBCs should “honor their
values and uphold the spirit of the law while making exceptions that recognize the
distinct environment of a different country” (p. 14).
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Globalization and Cultural Imperialism
Globalization entails adopting a globally integrated strategy that treats the market
as one, offering a nearly identical product in all locales (Hill, 1997). In the education
arena, globalization implies that universities develop an integrated strategy offering a
generic product across markets (Edwards & Edwards, 2001). The concern with this
approach to higher education is the perception of cultural imperialism, especially when
Western HEIs impose their values in developing nations. Cultural imperialism is
perceived as a hegemonic condition that cultivates inequality among those who globalize
and those who are globalized (Gacel-Avila, 2005). Critics contend that transnational
education “is based upon an ideological commitment that the transmission of cultural
materials from developed to less-developed countries is always a form of exploitation and
oppression” (McBurnie & Ziguras, 2007, p. 61). As a result, some Western HEIs have
been accused of not respecting local values of non-Western host countries (Wang, 2008)
by imposing their cultural values and beliefs through their educational systems
(Alexander, 2000; Tikly, 2004). Allegations of cultural imperialism may be harmful to
the IBC’s reputation, having negative economic ramifications.
Two additional aspects of cultural imperialism include the IBC’s potential
advantage to outperform local HEIs and the ability to offer financially profitable subjects
such as information technology and business courses while neglecting other subjects that
may be crucial for those countries (McBurnie & Ziguras, 2007). Although governments
may control what foreign providers offer to some extent, such government restrictions
may cause conflict and be seen by the IBC as an attempt to limit academic autonomy.
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Bhanji (2008) argues that to overcome the negative aspects of cultural imperialism, IBCs
must build trust to gain external legitimacy.
Organizational Legitimacy
Organizations are legitimate when their activities and behaviors are congruent
with the larger social system (Dowling & Pfeffer, 1975). Legitimacy is the perception or
assumption that actions are appropriate within a socially constructed system of norms,
values, beliefs and definitions (Suchman, 1995). Organizations seek legitimacy when
they strive “to establish congruence between the social values associated with or implied
by their activities and the norms of acceptable behavior in the larger social system of
which they are a part” (Dowling & Pfeffer, 1975, p. 122). Thus, organizations whose
practices conflict with host country social norms and values will tend to conform to host
country standards to establish and maintain legitimacy (Dowling & Pfeffer, 1975).
Organizations seek to establish legitimacy three ways: adapting output, goals, and
operations to what is accepted in the society as legitimate; attempting to alter the social
definition of legitimacy; or identifying itself with symbols, values, or institutions that
already have legitimacy (Dowling & Pfeffer, 1975). Legitimizing behaviors can include
visible corporate generosity, such as charitable giving, co-optation, including bringing
legitimized individuals onto the organization’s governing boards, and adapting to the
societies norms and values (Dowling & Pfeffer, 1975).
Legitimacy of subsidiaries is closely tied to the environment of the host country
(Kostava & Zaheer, 1999). In order to establish external legitimacy, IBCs must
understand the local environment with regard to its operations, curriculum delivery,
cultural distance, and regulatory requirements. IBCs that do not have a relevant position
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in the foreign market will also suffer from the liability of foreignness (Johanson &
Vahlne, 2009). This results from unfamiliarity with the environment based on cultural,
political, and economic differences (Zaheer, 1995). The liability of foreignness causes a
competitive disadvantage for the branch by incurring additional costs not affecting local
HEIs. Having the added liability of foreignness increases the importance of establishing
legitimacy in multiple arenas (Kostova, Roth & Dacin, 2008).
The struggle for IBCs to establish legitimacy is exacerbated by potential
conflicting expectations from the home institution and the host environment. Isomorphic
pressures influence decisions whether and to what degree IBCs integrate with the local
environment or maintain standard practices of the parent institution. Like subsidiaries,
IBCs are dependent entities; therefore, home institutions may require them to implement
organizational practices resembling the home country campus, standardize practices,
maximize efficiencies, or uphold brand recognition, (DiMaggio & Powell, 1983;
Kostova, 1999; Shams & Huisman, 2012). Organizational practices vary across borders
because differences in culture and legal systems are nation-specific (Rosenweig & Singh,
1991). Therefore, IBCs may feel normative or coercive pressures to adapt to local
environments. Since it is essential for IBCs to achieve and maintain institutional
legitimacy in all environments, they may feel pulled to establish legitimacy with the local
institutional context while at the same time maintain legitimacy with the home campus.
In order for an IBC to legitimize itself, foreign managers, faculty, and staff should
understand the institutional and cultural distance between their two countries on a societal
level.
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Institutional distance refers to the extent of dissimilarity between home and host
institutions among regulatory, cognitive, and normative components (Scott, 1995). The
regulatory component reflects laws and rules within a nation-state that enforces behavior.
The cognitive component refers to how people “notice, categorize, and interpret stimuli
from the environment” (Scott, 1995, p. 314). The normative component refers to the
values and belief systems considered normal in particular societal culture. Kostava and
Zaheer (1999) proposed that the larger the institutional distance, the more difficult for a
multinational corporation (MNC) to establish external legitimacy. To ensure
sustainability, MNCs tend to espouse characteristics of other organizations in the local
environment. Such pressures may result from regulatory mandates, local economic
preferences (Rosenwieg & Signh, 1991), or locally accepted practices (Westney, 1993).
Because organizations are bound by national borders (Whitley, 1992) they must conform
to the rules and values of the environment (DiMaggio & Powell, 1983; Kostava, 1999;
Meyer & Rowan, 1977; Scott, 1995) if they are to receive support and legitimacy (Scott
& Meyer, 1983).
Cultural distance
The concept of cultural distance has received a great deal of attention in the
international business literature (Barkema, Bell, & Pennings, 1996; Kogut & Singh, 1988,
Shenkar, 2001). Several frameworks have been used to measure the extent to which
cultures are similar or distant (Kluckhohn & Strodtbeck, 1961; Trompenaars, 1993).
However, the most comprehensive research to date is that of Hofstede (1980).
Hofestede’s framework for understanding national differences has been one of the most
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widely used and influential frameworks in international business studies (Sousa &
Bradley, 2006).
Hofstede’s Dimensions of National Culture
Hofstede (1980) pioneered research of cross-cultural groups and organizations.
His studies revealed that national and regional culture influences behavior of societies
and organizations. As a result, he developed a systematic framework that differentiates
national culture. Hofstede’s premise stems from the construct of humans’ mental
programming. Programming occurs at three levels: universal, collective and individual.
The universal level is common to all humans and refers to biological functions of
behavior such as laughing and crying. The collective level is shared by people belonging
to a category and refers to the sociological behavior common to a society or group. The
individual level is not shared and refers to the psychological behavior of individual
personalities (Hofstede, 2001).
Hofstede places culture at the collective level and defines it as the “collective
programming of the mind that distinguishes the members of one group or category of
people from others” (Hofstede, 2001, p.9). Culture refers to collective characteristics
common to a society’s or group’s response to external conditions (Hofstede, 2001). It is a
group’s learned set of values and underlying assumptions, or more colloquially, the
“unwritten rules of the social game” (Hofstede, 2005, p.4) which influence the behavior
of human societies.
Hofstede developed his framework using data from 116,000 questionnaires about
job-related value patterns from over 88,000 employees in 72 different countries at IBM
between 1967 and 1973. The questionnaires were administered in 20 different languages.
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After excluding countries with missing data, the result culminated in a database of 40
countries from three regions with more than 50 respondents each. Later he added data
from 10 more countries and three regions. (Hofestede, 1991; 2001). Using factor analysis
he identified four dimensions of national culture differences: power distance, uncertainty
avoidance, masculinity and femininity, and individualism and collectivism. A fifth
dimension called, long and short-term orientation, was added resulting from research
conducted by Michael Harris Bond who administered the Chinese Value Survey (The
Chinese Culture Connection, 1987) to 100 students across 23 countries in 10 languages.
The results of the Chinese Value Survey also produced four dimensions, three of which
correlated with the dimensions of the IBM study. Uncertainty avoidance had no
counterpart, but a new dimension related to long versus short-term orientation emerged
(The Chinese Culture Connection 1987; Hofstede, 2005).
The Dimensions
Power distance
The premise of power distance revolves around inequalities in society based on
social status and prestige. Societies fall into two broad categories: pluralistic or elitist,
which refers to the level of equality among members (Hofstede, 2001). Even though
inequalities exist in pluralistic societies, they are more equal than elitist ones. Power
distance refers to the extent individuals can determine the behavior of others in a higher
or lower social status.
In organizations, different and opposing behaviors reveal whether the national
culture is categorized as possessing a high or low power distance index (PDI). One of the
most prominent relationships among individuals in organizations is between supervisors
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and subordinates. In cultures with a high level of power distance, status symbols and
earnings separate supervisor from subordinates. Such behavior is expected and even
welcomed (Hofstede, 2001, 2005). Subordinates may feel proud if their supervisor drives
a more prestigious car than another’s supervisor (Hofstede, 2001, 2005). The degree of
power distance indicates the expected amount of emotional dependence between a
supervisor and subordinate (Hofstede, 1983). Subordinates in countries reporting a low
level of power distance, and subsequently a low level of emotional distance, are less
dependent on their supervisors and prefer consultative decision-making and problemsolving. In such cultures, subordinates feel relatively comfortable approaching or
disagreeing with superiors. However, there is comparatively more dependence on
supervisors in high PDI cultures. As a result, approaching, contradicting, or expecting
participatory leadership from supervisors does not occur in high power distance cultures
(Hofstede, 2005).
High power distance cultures characterize the supervisor-subordinates
relationship as unequal. Power is centralized and often controlled by few individuals.
Supervisors initiate communication with subordinates and subordinates expect to be told
what to do. Large salary gaps exist between top and bottom level employees. Older
bosses are more respected than younger ones, and visible status symbols demonstrate
levels of authority. Abuse of power by superiors is possible and there are no assumptions
that such a situation would be rectified. If power abuse becomes severe, employees may
unite and revolt in an attempt to overthrow the abusive leadership. Western management
techniques will not be successful as they typically involve negotiation between
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supervisors and subordinates, which is not part of the value system in high power
distance cultures.
Low power distance cultures demonstrate opposite values and organizational
culture. Although hierarchies exist, they demonstrate differences in job function,
responsibility and authority, yet they are highly fluid and today’s subordinate may be
tomorrow’s supervisor. Organizations tend to be decentralized and salary ranges are less
variable. Subordinates may initiate contact with supervisors, expect supervisors to be
accessible and to be consulted prior to decisions being made that will impact their job.
However, they accept that the supervisors make final decisions. Younger supervisors are
preferred to older ones, and spending company money on status symbols is frowned
upon. Organizations typically have systems by which employees can submit a grievance
regarding power abuses by superiors (Hofstede, 2001).
Uncertainty avoidance
The premise of uncertainty avoidance revolves around a society’s tolerance for
ambiguity, an unknown future, and lack of structure. It measures the need for
predictability and rules, both written and unwritten. The uncertainty avoidance index is
related to levels of anxiety: a higher uncertainty avoidance index correlates to a stronger
degree of anxiety. Societies invoke technology, law, and religion to mitigate uncertainty
(Hofstede, 2001). Technology is used to protect societies from uncertainty in nature; law,
to protect from uncertain behavior in others; and religion, to accept uncertainties that
cannot be explained. Uncertainty avoiding cultures create a high degree of structure in
their organizations, institutions, and relationships.
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Relative to organizational behavior, such societies tend to prefer longer-term
employment; as a result, there is a lower inclination for job mobility. Subsequent to the
need for predictability and control, cultures with high levels of uncertainty avoidance
generally have more laws, rules, and regulations affecting the rights and responsibilities
of employers and employees. Managers in cultures with high levels of uncertainty
avoidance engage in predictable and structured daily operations whereas managers in
cultures with low levels of uncertainty avoidance focus on strategic problem-solving
tasks that are typically less structured. Low uncertainty avoidance negatively correlates
with innovation. Although low levels of uncertainty avoidance may lead to more
innovation, cultures with high levels of uncertainty avoidance are better product
development managers due to the propensity to implement procedures and pay attention
to detail (Hofstede, 2005). Some characteristics of employees in low uncertainty
avoidance cultures include less work-related stress, control of emotions, ambition
regarding professional advancement, willingness to admit dissatisfaction with employer,
less resistance to change, a sense of trust toward others, and acceptance of foreign
managers (Hofstede, 2001).
Individualism and Collectivism
The premise of societal individualism and collectivism revolves around selfconcept in relation to the environment and other people. Individual and collective values
affect emotional responses, communication, locus of control, group, and organizational
behavior. The difference between shame and guilt can be understood via the individualcollective paradigm. Feelings of guilt (individualism) arise from internal values and
feelings of shame (collectivism) result from a violation of societal values (Benedict,
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1974). Collective societies derive a sense of acceptable behavior from external pressures;
therefore, shame is the result of unmet cultural expectations. Individualistic societies rely
on an internal conviction of sin requiring no such audience and people may suffer
feelings of guilt without anyone else’s knowledge (Hofstede, 1983).
Cultures scoring high on individualism index values comprise a “loosely-knit
social framework” (Hofstede, 1980, p. 45) where people take care of themselves and their
immediate family. Conversely, collectivist societies are characterized as a “tight social
framework in which people distinguish between in-groups and out-groups, they expect
their in-group to look after them, and in exchange for that they feel they owe absolute
loyalty to it” (Hofstede, 1980, p. 45). Collective societies’ compliance stems from moral
obligation and a deep emotional dependence on the groups’ members. Individual
societies’ compliance is calculative and based on self-interest (Hofstede, 2001).
The individual-collective dimension influences organizational behavior in terms
of employer/employee expectations and preferences, performance evaluations and hiring
practices. Employees in individualistic cultures are expected to be rational actors in
organizing their work so that the employee and employer interests coincide (Hofstede,
2001). Employees prefer challenging work that provides self-efficacy and the freedom to
decide how to approach and carry out responsibilities (Hofstede, 2005). Employees in
collective cultures value job training opportunities, a good physical working
environment, and the ability to fully apply skills to tasks.
In individualist societies, annual performance evaluations give managers an
opportunity to discuss areas of improvement, and individual performance is linked to
monetary bonuses. In collective societies, supervisors do not directly discuss poor
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performance with employees. Such criticism is conveyed indirectly through a third party
whose relationship with the employee allows discussion of such matters without causing
the onset of shame (Hofstede, 2005).
In-group mentality guides hiring practices in collective societies. As a result,
relatives are given preference. The rationale is that hiring family members that either the
employer or employees already know reduces risk. Further, the external pressure of
maintaining the family’s reputation curbs the threat of misbehavior. Following similar
hiring practices in individualist societies is considered nepotistic, unethical, unfair, and
runs the risk of inviting conflicts of interest (Hofstede, 2001). This practice follows the
concepts of universalism and particularism. In individualist societies, universalism is the
norm, favoring equal over preferential treatment. In collective societies, particularism is
the norm, denoting better treatment, service, and consideration to family, friends, and
other in-group members. The consequence of this relational aspect signifies that trust
must be established among parties prior to business being conducted. When conducting
business across cultures, an outsider must become an insider in order to receive
preferential treatment. Relationships are established between people rather than with a
company. Negotiations can be stalled if the point-of-contact changes as trust in the new
person must be re-established (Hofstede, 2001, 2005). Therefore in collective cultures,
“the personal relationship prevails over the task and over the company and should be
established first; in the individualist society, in contrast, the task and the company are
supposed to prevail over any personal relationships” (Hofstede, 2001, p. 239).
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Masculinity and femininity
When describing cultural values, the terms masculinity and femininity include
competitiveness, the use of coercion in problem-solving, the nature of rewards, and the
role of work in society (Hofsetede, 1980). In terms of work-related goals, masculine
societies place importance on achievement, advancement, and recognition, which are
awarded according to performance and merit. Power and aggression are used to resolve
conflict. Individuals define themselves through their profession as demonstrated by the
question, “what do you do?” upon meeting someone for the first time. Employers expect
employees to sacrifice personal time to meet deadlines or to advance, and in some
organizations those who do not conform are frowned upon (Hofstede, 2001).
Feminine societies are concern with quality of life rather than material gains.
Value is placed on relationships and cooperation. Preferences for conflict resolution
include compromise, negotiation, or consensus-building. Rewards are need-based
focusing on leisure and family time. A person’s profession is just one aspect of his or her
identity. Hofstede (2005) cautions against confusing collective and feminine dimensions.
Collective cultures stress the importance of dependence on the in-group; however,
feminine cultures stress the importance of relationship with others, regardless of group
affiliation. For example, the Japanese “salary-man” exemplifies a collective yet
masculine culture placing importance on in-group affiliation yet expecting employees to
sacrifice personal time in order to spend long hours on the job (Hofstede, 2005). In more
common terms, masculine societies aspire to the motto “live to work” while feminine
societies are content to “work to live” (Hofstede, 2001).
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Long and Short Term Orientation
The premise of long versus short-term orientation revolves around a society’s
preference toward future rewards versus valuing the past and present (Hofstede, 2005).
Virtues particular to long-term orientation are perseverance and thrift. Other qualities
common to long-term orientation include the importance of networks, observation of
relationship hierarchy, a sense of shame, adaptability, and an emphasis on savings and
real estate investments. Characteristics particular to short-term orientation are personal
stability, protecting “face,” respect for tradition, and reciprocation of greetings, gifts, and
favors. Other attributes common to short-term orientation include the expectation of
quick results, concerns with social and status obligations, importance placed on leisure
time, social pressure toward spending and financial investments in mutual funds
(Hofstede, 2001, 2005).
A culture’s long or short term orientation has some bearing on how organizations
behave. Corporations in long-term orientation cultures develop strong market positions
without anticipating immediate results. Decision-making is proactive. Family businesses
are the norm. Relationship hierarchies exist, but harmony is maintained through
obedience of status roles. A sense of shame helps employees fulfill commitments.
However, the combination of adaptability and the importance of networks in long-term
orientation societies lead to the acceptance of making side payments considered bribing
in short term orientation cultures (Hofstede 2001, 2005).
Organizations in short term orientation cultures focus on the bottom-line.
Decisions are parochial, reactive and ideas are hastily adopted and quickly abandoned.
Qualities of personal steadiness and stability may discourage initiative and risk seeking,
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which are necessary for organizations to thrive in quickly changing markets. Short term
orientation society’s respect for tradition may be so strong as to impede innovation
(Hofstede, 2005).
A description of American and Japanese cultures as measured by Hofstede’s
(1980) indices is detailed in Chapter 4. Having discussed international branch campuses,
legitimacy, and cultural distance, I will turn to the business literature regarding
multinational corporations and subsidiaries.
Multinational Corporations
Introduction
The ongoing debate about global integration versus local responsiveness (I-R) has
reached a consensus that the issue is not a dichotomous choice, but rather where a firm
will fall on the I-R spectrum. (Bartlett & Ghoshal, 1987; Dow, 2006; Katsikeas, Samiee
& Theodosiou, 2006; Samiee & Roth, 1992). To that end, many studies describe ways in
which firms standardize and adapt, and for what purposes. Chandler (1962) was the first
to recognize the importance of consistency and congruence between an organization’s
strategy and structure. His ideas influenced studies that analyzed the strategies and
structures of multinational corporations (Stopford & Wells, 1972; Franko, 1973;
Egelhoff, 1982). Stopford and Well’s (1972) examined multinational firms’ strategies and
structures and developed the “stages model” of international organizations, which is a
descriptive model illustrating the typical stages of structural development for companies
increasing their international activities. However, his model was soon implemented in a
prescriptive manner by consultants, academics, and managers. As a result,
internationalization strategy was perceived as a simplistic choice between centralization
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and decentralization. Subsequent research focused on a contingency approach by
concentrating on firms’ responses to environmental factors related to their international
activities.
Depending upon the strategic goals of the firm, there may be pressures to adapt to
the host country environment and local preferences. Levitt (1983) argues that differences
in cultural and national preferences have either disappeared or converged, resulting in the
need for MNCs to standardize products and offer them for the lowest price. The rationale
is that a uniform strategy allows MNCs to maximize economies and exploit corporate
synergies. Douglas and Wind (1987) suggest that while standardization may be
appropriate under specific circumstances, adaptation to local differences may yield better
results. Herein lies the "dual imperative" paradigm (Prahalad & Doz, 1987). This
paradigm suggests that the MNC must either strategically integrate and coordinate
business units or be responsive to each local context. Originally developed from the
differentiation and integration dimensions of Lawrence and Lorsch (1967), the I-R
framework was originally proposed by Prahalad (1975) and subsequently developed and
applied by Doz, Bartlett and Prahalad (1981), Porter (1986) and Bartlett and Ghoshal
(1989).
The firm’s value chain activities contribute to where an MNC falls within the I-R
framework. The value chain refers to activities performed by a firm in order to bring a
product or service to a market. These activities are interdependent linkages that create the
value system (Porter, 1986). Porter (1986) concludes that the essential structural
characteristic consists of the degree of interrelation among competitive environments in
different countries. If interrelations are high, the firm is considered global; if not, it is
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multidomestic. This approach identifies an important element in an MNC’s international
strategy and structure by honing in on the tension between acting more locally responsive
or standardizing across geographic markets. The degree to which a firm is integrated or
responsive depends on its configuration of value chain activities between the home and
host country and how these activities are coordinated with each other (Porter, 1986). The
configuration of the value chain refers to where activities are carried out and the
coordination of activities refers to the degree of interdependence among subsidiaries. In
the service industry, issues of configuration are concerned with the location of the
organization while coordination is concerned with quality control (Porter, 1986).
Based on Porter’s (1986) conceptual framework depicting types of international
strategies, a global strategy occurs when a firm seeks “to gain a competitive advantage
from its international presence through either a concentrated configuration, coordinating
among dispersed activities, or both” (p. 29). Activities refer to functions of the value
chain such as research and development (R&D), production, distribution, and sales.
Competitive advantages are either low costs or differentiation referring to a firm’s ability
to perform the activities of the value chain more efficiently or in a way that is distinctive
from the competition.
Bartlett and Ghoshal’s Global Integration-Local Responsiveness Framework
Bartlett and Ghoshal (1989) conducted an in-depth examination of three
American, European, and Japanese companies (nine total) operating in three industries
with global interests. The industries are consumer electronic, branded packaged goods,
and telecommunications switching. They conducted personal interviews and drew upon
survey questionnaires of key personnel to develop a typology of organizations operating
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in international business environments. Based on their results, they identified four
strategies that organizations use to manage international businesses. They labeled them
either global, international, multidomestic, or transnational corporations. The term
transnational used in conjunction with multidomestic corporations has a different
connotation than the term transnational when describing an approach to higher education.
A transnational corporation refers to a subsidiary that attempts to balance integrative and
responsive strategies across networks. Transnational higher education describes
educational programs where learners are located in a country different from where the
degree awarding institution is based. Figure 1 represents Bartlett and Ghoshal’s I-R
framework which illustrates international determinants of strategy.

High global
integration

Global Strategy

Transnational Strategy

Multidomestic Strategy

International Strategy
Low global
integration

Low local responsiveness

High local responsiveness

Figure 1. The Global Integration-Local Responsiveness Framework
Adapted from Bartlett, ‘Building and managing the transnational: The new organizational challenge’
in Michael E. Porter (ed.), Competition in Global Industries, Boston, MA, 1986 as cited by Jarmillo and Martinez, 1990.
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The vertical axis focuses on environmental global integration pressures, which are
influenced by the presence of global customers, global competitors, and the need to
achieve economies of scope and scale (Bartlett & Ghoshal, 2002; Prahalad & Doz, 1987).
The horizontal axis represents environmental local responsiveness pressures, which are
created by differences in consumer tastes and preferences, in differences across
distribution channels across countries, in varying government policies across countries, or
from market structure differences across countries (Prahalad & Doz, 1987).
Global Strategy
The top left quadrant represents a global strategy where the pressures for global
integration are high and local responsiveness is low. Under the Global model,
subsidiaries are weak and a full value chain will only exist in the home country. The
subsidiaries are tightly coupled to and heavily dependent on the resources of the home
organization. Innovation and development are created at home and later diffused to
remaining subsidiaries. Activities such as R&D and manufacturing are centralized at
headquarters, and management tends to view the world as one large marketplace. In this
instance, firms produce standardized goods in the most cost effective locations and that
respond to homogenous consumer demands. Strategic decisions and operations are highly
centralized. Headquarters seeks substantial control over its country operations in an effort
to minimize redundancy, and achieve maximum efficiency, learning, and integration
worldwide (Bartlett & Ghoshal, 2002).
In an educational setting, the global IBC implements universal values and a
common curriculum. Contextualization of the curriculum is limited, if it happens at all,
and common exams and assessments are the norm. Faculties are expected to deliver a
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standardized curriculum which is taught in a manner consistent with the home country’s
pedagogical practices. Faculties are not host country nationals, but are flown in to
provide instruction for a limited timeframe. Home country personnel hold leadership
positions, typically for longer appointments than faculty (Edwards et al, 2013).
International Strategy
The lower left quadrant characterizes an international strategy which calls for low
global integration and low local responsiveness. Bartlett and Ghoshal (1989) refer to this
organizational model as a Coordinated Federation. The International strategy employs
centralization only in the core competencies. Such a firm may view international business
as an opportunity to generate incremental sales for domestic product lines. Products are
designed with domestic customers in mind, and international business is sought as a way
of extending the product lifecycle and replicating its home market success. MNCs that
follow an international strategy strive to transfer knowledge to areas that have less
technological or market development (Bartlett & Ghoshal, 1989); however, there is little
expectation of knowledge flows from foreign operations. Local subsidiaries are still
highly dependent on the parent company for “new products, processes, or ideas” (Bartlett
& Ghoshal, 1989, p.56). Through this organizational model, parent company
headquarters “delegate[s] responsibility while retaining overall control” (p, 57). This
allows for a top-down administrative design where management controls subsidiaries,
ensuring that the parent company’s goals are achieved. The organization views its
international operation as an appendage of headquarters whose function is to adapt and
transfer the parent companies knowledge or expertise to foreign markets (Bartlett &
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Ghoshal, 2002). In an extreme form, this is known as a screwdriver plant where the
subsidiary merely assembles parts with little value added (Croom, 1995).
In an educational setting power and authority are held at the home campus, which
sets policy and ensures quality control. Instructors may be outsourced and hired by a
local company for short term assignments. Tension arises when local faculties feel
compelled to adapt lectures, assignments, and assessments to their own priorities to
prepare students for the local and regional workforce, instead of implementing the home
campus standard curriculum (Edwards, et al, 2013).
Multidomestic Strategy
The bottom right quadrant signifies a multidomestic strategy where the pressures
for local responsiveness are high and global integration is low. Bartlett and Ghoshal
(1989) refer to this organizational model as a decentralized federation. Using a
multidomestic approach, firms that have little to no linkages across their operations or
with the parent unit, and sell customized products that are produced within the host
country, do so by controlling the entire value chain. Headquarters delegates considerable
autonomy to country managers allowing them to operate independently and respond to
local preferences. Products and services are carefully adapted to suit the unique needs of
each country. Managers tend to be highly independent entrepreneurs, often nationals of
the host country. Because of their independent functionality, there is little incentive to
share knowledge and experiences with other subsidiaries or with headquarters (Bartlett &
Ghoshal, 1989). Competition takes place at a local level because national product markets
are too different to make global (Harzing, 1999).
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In an educational setting, academics enjoy considerable autonomy, but few
opportunities to share knowledge. Because the IBC acts as its own unit, there is little
quality control and maintenance of academic standards (Edwards et al, 2013).
Transnational Strategy
Bartlett and Ghoshal (1989) emphasized the need for firms to be simultaneously
responsive to different environments while also integrating operations to gain efficiency
advantages. In theory, the ideal organization that can cope with both types of pressures is
the transnational firm. The upper right quadrant represents the transnational strategy
which emphasizes a high amount of global integration and a high amount of local
responsiveness. The transnational strategy is a coordinated approach in which firms strive
to be more responsive to local needs while retaining sufficient central control of
operations to ensure efficiency and learning. Transnational strategy attempts to combine
the major advantages of multidomestic and global strategies, while minimizing their
disadvantages. The transnational strategy implies a flexible approach: standardize where
feasible; adapt where appropriate. Instead of centralizing or decentralizing decision
making, the transnational makes selective decisions (Bartlett & Ghoshal, 1989). There is
a high level of interdependence between elements of the company and flexibility to adapt
to local markets without losing sight of the goals of the parent company. In this regard,
subsidiaries can act as centers of excellence (Bartlett & Ghoshal, 1989). Competition is
global for both global and transnational corporations (Harzing, 1999).
According to Bartlett and Ghoshal (2002) the I-R Framework and its four distinct
business strategies reveals that a transnational strategy seems compelling and offers
maximum flexibility, although it is difficult to implement due to its competing objectives.
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Most firms find that they need to include some elements of localized decision making.
While Dell can apply a mostly global strategy to Japan, it must incorporate some
multidomestic elements as well. For example, few people in Japan want to buy a
computer that includes an English language keyboard. Even Coca-Cola varies its
ingredients slightly in different markets depending on preferences of sweetness. A wellcoordinated approach results in local responsiveness to customer needs while retaining
sufficient control of operations to ensure efficiency and learning. The transnational faces
strong pressures for both global integration and local responsiveness (Bartlett & Ghoshal,
1989).
In an educational setting, a transnational IBC may assume leadership in different
areas of administration, teaching, and research. The HEI relies on intercampus
dependency to transfer and share knowledge. Hierarchy based on history has less
relevance. When a branch campus builds strength in research or teaching, it can take on
academic leadership for that activity. The IBC awards the home campus degree, but
complements this with the award of degrees accredited locally, which respond to the
needs and interests of the local setting (Edwards et al, 2013).
Shams and Huisman (2012) suggest other frameworks that may provide insight to
IBCs that the I-R framework does not. For example, Dunning’s Ownership, Location, and
Internationalization (OLI) framework (1981), a model used in international business,
helps synthesize rationales of cross-border activities of HEIs. The “O” refers to
ownership advantages, firm-specific capabilities, and assets that allow the organization to
be competitive in a foreign market against local and other international competitors
despite barriers of language and culture. In a commercial setting, ownership advantages
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may include brand recognition, superior technology, management expertise, or cost
advantages. Universities and colleges with a strong research and teaching profile,
prestigious brand names, and a high level of embeddedness in their national countries
have the potential privilege to step outside their borders and offer their services to foreign
markets. HEIs can transfer established curricula and academic reputation to new markets
with little additional cost (Edwards & Edwards, 2001). However, ownership advantages
that support the university in the home country may not transfer to the host country due to
cultural differences. For example, Western teaching and learning styles emphasize critical
thinking and verbal assertiveness that may not be welcome, or even considered a form of
cultural imperialism.
The “L” refers to location advantages, which encompass accessibility of required
resources in the host country. Access to host country faculty allows the university to
reduce the cost of repeatedly sending home country faculty after short instructional
timeframes. Further, the cost of sustaining host country faculty is significantly less than
supporting home country faculties’ international travel and accommodation.
The “I” refers to internationalization advantages which involve reducing
transaction costs by avoiding external routes of transmitting ownership advantages.
Driven by OLI aspects, HEIs attempt to leverage their advantages and seek positioning in
a target market. When HEIs decide to leverage their OLI advantages abroad, “they
become MNCs, at least in the eyes of host governments, since regardless of their legal
status in their home country, they are foreign private providers when they operate
abroad” (McBurnie & Ziguras, 2007, p.2). The fact that IBCs are physically and
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geographically located offshore from the home university draws parallels to a
subsidiary’s structural relationship to its parent company of the MNC.
Empirical Tests of the I-R Framework
MNCs perform better when there is strategic and structural fit between
headquarters and the subsidiary. Ghoshal and Nohria (1993) surveyed 66 large whollyowned MNCs in 10 countries and found that corporations performed best when levels of
control from headquarters matched subsidiaries’ levels of integration or responsiveness
(i.e. high control-high integration, low control-high responsiveness). Roth, Schweiger,
and Morrison (1991) examine the impact of international strategy on organizational
design and the influence of the organizational design on effectiveness at the business unit
level. The empirical findings are based on survey responses from eighty-two business
units competing in global industries. The findings suggest that business unit effectiveness
is a function of the fit between the international strategy and the organizational design.
Harzing (1999) confirms the I-R typology while enhancing it with several
predictive variables. Most of the studies in the literature focus on the relationship
between strategy and structure, although Harzing (1999) identifies seven variables in the
MNC literature. These seven variables include: the environment/industry, corporate level
strategy, corporate level organizational design, subsidiary role, subsidiary structure,
control mechanisms, and human resource practices. In addition to control mechanisms,
Harzing’s (1999) study includes examining familiar variables of corporate strategy,
organizational design, interdependence, and responsiveness, which fall under the broader
scopes of strategy and structure. However, she adds a new element, expatriation, which
examines the role of expatriates in the type of MNCs.
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Harzing (1999) surveyed CEOs and Human Resource Managers at the
headquarters of 122 MBCs and managing directors of 1650 wholly owned subsidiaries of
the MNCs in 22 different countries. The number of responses from headquarters was too
low to be statistically significant, so their analysis included only data collected at the
subsidiary level. Questions were constructed based on the I-R framework that measured
whether competition was global or local and whether the corporate strategy focused on
achieving economies of scale or local differentiation. Her analysis does not include the
international typology since many other authors do not include it as part of their
conceptual frameworks or research and it has not received much empirical support
(Harzing, 1999).
Harzing’s (1999) research confirms characteristics associated with the I-R
framework, and supports her expectations regarding expatriates. Regarding the
characteristic of interdependence, global companies demonstrate a high level of
dependence of the subsidiary on the parent. Many strategic functions are centralized
according to a hub-and-spoke model (Bartlett & Ghoshal, 1989). Subsidiaries function
independently from the parent in multidomestic companies, as loosely coupled
federations (Bartlett & Ghoshal, 1989) since their primary linkages are with the local
environment. Transnationals, characterized as an integrated and independent network of
different but equivalent subunits (Bartlett & Ghoshal, 1989), demonstrate higher
interdependence than multidomestic companies, but lower than global companies.
In terms of local responsiveness, mutitdomestic companies prove to be the most
locally responsive, adapting products and marketing to local tastes and preferences while
furthermore incorporating a higher level of local production and R&D than global or
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transnational counterparts. Having the “upstream activities” (Porter, 1986, p. 23) of
production and R&D localized makes it easier to adapt products to successfully perform
the “downstream activities” (Porter, 1986, p. 23) of marketing and sales. As a result,
multidomestic companies locate the entire value chain close to the customer, whereas
global and transnational corporations would not because they are selling relatively
standardized products world-wide and must maintain cost efficiencies.
As might be predicted, the total level of control is positively related to the level of
interdependence (Andersson & Foresgren, 1995; Martinez & Jarillo, 1991). Harzing’s
study (1999) distinguishes four types of control mechanisms: personal centralized
control, bureaucratic formalized control, output control, and socialization/network
control. Both personal centralized control and bureaucratic control constitute direct and
explicit control mechanism. However, personal centralized control is hierarchical and
managed through the headquarters/subsidiary relationship whereas bureaucratic control is
enforced impersonally through manuals and other artifacts (Harzing, 1999). Output and
socialization/network control characterize indirect and implicit control mechanisms.
Output control focuses on outputs such as sale, production, and productivity.
Socialization/network controls serve as a way to communicate and share organizational
values and goals, and is frequently referred to as cultural control (Harzing, 1999).
Harzing’s (1999) findings confirmed Bartlett and Ghoshal’s (1989) I-R
framework in terms of control. In her study, global corporations exert high levels of both
centralized and bureaucratic control. There was a medium amount of output control
exerted across the three corporate typologies. Socialization/network controls are higher
for the transnational due to its role as a center of excellence among other subsidiaries and
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interdependent network function. Both multidomestic and transnational subsidiaries are
more independent and therefore more resistant to direct control mechanisms such as
centralized and bureaucratic controls, leaving the informal social and network controls as
an alternative (Harzing, 1999).
What is interesting to the study of international branch campuses is the variable of
expatriation. IBCs must decide how to manage and staff their overseas outposts. Do they
import local managers or export expatriates? Are instructors foreign nationals from the
home institution, local instructional experts, or a hybrid? How do these choices impact
the IBC? Earlier studies found that corporations with a global strategy hired a higher
number of expatriates than did corporations following a multidomestic strategy (Edstrom
& Lorange, 1984; Perlmutter, 1969). Harzing (1999) findings conform to this norm
emphasizing the use of expatriates in global corporations as a direct control mechanism
versus multidomestic corporations’ preference of for local employees who understand the
immediate environment. Furthermore, expatriates are highly utilized in transnational
corporations as a means of knowledge transfer.
However, Devinney, Midgley and Venaik (2000) elucidate the short fallings of
the I-R framework. While they agree that Bartlett and Ghoshal’s (1989) seminal work is
currently the best to explain an MNC’s strategic orientation, they criticize that it is
limited because it does not include transactional pressures on the firm’s value chain nor
does it clarify the deterministic nature and scope of managerial creativity or
organizational innovation. They attempt to build on the I-R framework by conceptually
integrating these two additional dimensions.
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Broadly speaking, transactional pressures represent either an abundance or lack
of firm specific assets which pressure the MNC to either maintain aspects of operations
“in-house” or to outsource. For example, two identical MNCs may have environmental
pressures to take a global tack, but the model is incomplete without the consideration of
how outsourcing or insourcing elements of the value chain would impact performance.
The second dimension refers to the firm’s technological feasibility, or current
configuration, and whether or not it is feasible to reconfigure strategy be it centralized or
decentralized, and its managerial orientation, which is based on the manager’s or firm’s
history, the manager’s cultural orientation, or management philosophy. Transactional and
determinant pressures can also be constraints, but unlike pressures of global integration
and local responsiveness, they are considered in this model endogenous rather than
exogenous factors, and, therefore, add to the robustness of the I-R framework.
Subsidiaries
MNCs consist of subsidiaries that carry out a range of activities of the value
chain. Subsidiaries are operational units controlled by the MNC and situated outside of
the home country (Birkinsahw, 1997). Several important components of an MNC are
associated with its interrelations among the parent and its subsidiaries and the
subsidiaries with each other. These relationships influence the subsidiary’s level of
autonomous decision-making, knowledge flows, and local responsiveness in terms of fit
(Birkinshaw, 1997; Ghoshal & Nohira, 1989: Gupta & Govindarajan, 1991; Jarillo &
Martinez, 1990; Nohira & Goshal, 1994; Porter, 1986). As seen in the I-R framework, a
subsidiary can take several forms in terms of its relationship with the parent company and
its relationship with other subsidiaries that are part of the MNC.
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Jarillo and Martinez (1990) developed a framework for subsidiaries that builds on
the work of Bartlett and Ghoshal. Similar to the dimensions of global integration and
local responsiveness, their model focus on the geographic localization of subsidiary
activities, such as R&D, purchasing, manufacturing, and marketing, and the degree of
integration of those activities with other subsidiaries of the firm. Receptive subsidiaries
have a high level of integration and a low level of localization. They perform few of the
functions of the value chain in the country (typically only marketing and sales), and are
highly integrated with the rest of the organization. Autonomous subsidiaries have a high
level of localization and a low level of integration. They execute most of the functions of
the value chain relatively independent of parent and other subsidiaries. Active
subsidiaries have high levels of both integration and localization. They carry out many
activities in one country that are closely coordinated with all units of the firm. Therefore,
the receptive subsidiary is typical of a globally integrated firm, an autonomous subsidiary
is typical of a multidomestic firm, and an active subsidiary is typical of a transnational
firm.
Jarillo and Martinez (1990) did not describe the fourth quadrant, which is
characterized by low levels of both integration and localization and would correspond to
the international corporation. However, Taggart (1998) labeled this the quiescent
subsidiary. According to his research, quiescent subsidiaries rely on good relationships
with the parent, but have a defined role. They are expected to service a country market, or
sell a specified range of products to specified customers. They are not concerned about
low levels of integration, except when higher level would give access to a wider range of
the parent’s customers. By nature of their low levels of both integration and
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responsiveness, quiescent subsidiaries have little integration with sister subsidiaries.
Figure 2 illustrates an adaptation of Jarillo and Martinez’s (1990) depiction of types of
subsidiary strategies.

Receptive Strategy

Active Strategy

Quiescent

Autonomous Strategy

High integration

Low integration

High localization

Low localization

Figure 2. Different Types of Subsidiary Strategies
Adapted from Jarillo and Martinez, 1990 (italics mine)

Identifying typologies of subsidiaries is a useful reminder of the predictable types
of relationships between corporate headquarters of an MNC and its subsidiary. MNCs
perform better when there is structural fit between headquarters and the subsidiary
(Ghoshal & Nohria, 1993). MNCs and their subsidiaries are in a relationship that thrives
when the subsidiary behaves in alignment with the typology of the MNC. For example, a
global corporation whose subsidiary behaves autonomously is not as productive as a one
whose subsidiary behaves receptively.
The Value Chain in Higher Education Institutions
Much of the literature within the scope of MNCs alludes to the value chain in
terms of developing, delivering, and servicing a product. The value chain model
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illustrates the complex interactions among various corporate segments to develop raw
materials into final products that are marketed to consumers. The primary activities of the
value chain are: inbound logistics, operations, outbound logistics, marketing and sales,
and services. Support services include: human resource technology, firm infrastructure,
and procurement.
As the service sector differs from the manufacturing sector in its four basic
characteristics of intangibility, inseparability, non-inventory, and inconsistency (Pathak
& Pathak, 2010), it would inform this study to examine how the activities of HEIs fit
within the service value chain. Many researchers in this area use Porter’s (1986) value
chain framework to construct value chains for the service industry (see Feller, Shunk &
Callarman, 2006; Lauridsen, 2011; Makkar, Gabriel, & Tripathi, 2008; Nooteboom,
2007). Further expansion of this concept has led to value chain models specifically for
higher education.
Sison and Pablo (2000) suggest that the value chain for a research institution is a
network of activities focused on teaching, research, and service. On an individualized
level, the value chain includes learning opportunities and tools that enable students to
acquire knowledge and skills and to formulate attitudes and values. The activities are
grouped into student recruitment, education, and placement and support. Van der Merwe
and Cronje (2004) introduced the educational value chain model. Their model aims to
identify bottlenecks that may diminish the capacity of the entire system while providing a
way to determine the value-added elements of technology. Their model consists of
primary and support activities. Primary activities include registration, course unit
presentation, academic student support, and assessment. A second set of activities are
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embedded within the course unit presentation section called reflective research, course
development, production, and distribution. Support activities include firm infrastructure,
human resource management, and technology (student systems).
Makkar, Gabriel, and Tripathi (2008) developed a co-creation model which
illustrates the importance of co-creating value with consumers. Their value chain analysis
begins with the initial investment of capital, the service product designers, who are often
the faculty or program creators, the services provided by faculties and staff, the
infrastructure, and the target market of stakeholders. Pathak and Pathak (2010) proposed
to reconfigure the value chain in view of the paradigm shift the industry has undergone
specifically referring to teaching and learning independent of physical presence,
increased significance of support services, technology as an enabler and creator of cost
advantages and efficiencies, and formalized marketing and sales. Hutaibat’s (2011)
model conceptualizes the fierceness of academia, referring to the tightness of funding,
tension between teaching and research, and retention of faculty and staff in fields where
the external job market is highly competitive. Within this context reside the main
operational activities of teaching and research.
The goal of this section is not to derive a new model or a merged model, but
rather to review how the generic value chain model has been applied to higher education
in order to better understand and acquaint ourselves with those particular elements. While
differences exist among the models, there are some consistencies with regard to primary
and secondary activities. Although some models placement of primary and secondary
activities are interchanged, similar activities among the models include recruitment of
students and faculties, teaching and learning, research, programming, infrastructure,
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human resources, and support services. With these concepts in mind, it becomes clear
how the challenges of IBC management activities fit within the value chain in higher
education.
Summary
Throughout this literature review, I discussed frameworks relative to MNCs and
their subsidiaries. I described one of the most widely used frameworks with regard to
global integration and local responsiveness as well as empirical tests of the model, which
contribute additional variables to consider when conducting this study. I also reviewed
many challenges facing IBCs in terms of management and operations abroad, curricula
delivery, cultural distance, establishing legitimacy, and working within a foreign
regulatory framework.
Higher education institutions differ from corporations. Educational organizations
are loosely coupled systems (Weick, 1976). Loosely coupled systems refer to systems
that have weak or infrequent connections or that rely on a minimal degree of
interdependence yet manage to function. Outcomes are not necessarily the result of a
conscious decision-making and organizations evolve over time through an adaptive,
largely unplanned, historically dependent process (Weick, 1976). These characteristics
are similar to Barlett and Ghoshal’s (1989) and Harzing’s (1999) descriptions of the
multidomestic typology, which has loose ties to corporate headquarters and is
adaptive/responsive to the local environment.
A synthesis of the literature serves as a predictive tool to understand the
characteristics of each typology. It becomes clear that global and multidomestic
typologies are nearly mirror opposites with the transnational typology falling somewhere
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in between. Figure 3 depicts attributes of global, multidomestic, and transnational
corporations and serves as a good summary of the chapter. The international corporation
is deliberately excluded because it is not clearly defined in the literature; many authors do
not include it as part of their conceptual frameworks or research and has not received
much empirical support (Harzing, 1999).

Characteristics of Typologies
(Bartlett & Ghoshal, 1989; Harzing, 1999, Jarillo & Martinez, 1990)
Global Strategy
Multidomestic Strategy
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• Active subsidiary
subsidiary
subsidiary
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Figure 3. Characteristics of Typologies
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CHAPTER 3
METHODOLOGY
Chapter three discusses the research methodology used to guide this study
exploring the integration-responsiveness (I-R) framework at the international branch
campus under investigation. I review the selection and application of a qualitative single
case study, along with the selection of the participants, data collection, and analysis
procedures. A final element of this chapter is a discussion of validity and reliability, as
well as ethical issues.
The research questions addressed during this investigation are as follows:
1. What are the major factors that have enabled the international branch campus
(IBC) to sustain itself for 25 years?
a. How did the IBC negotiate a foreign educational setting?
b. How did the IBC maintain its brand and reputation in a foreign country
and culture?
c. How did the IBC balance legitimacy in two contrasting environments?
2. To what extent does Bartlett and Ghoshal’s I-R framework for MNCs help
explain IBC sustainability?
a. In which areas does the IBC integrate practices between the home and host
institutions? How does it do so? Why in these areas?
b. In which areas does the IBC respond to local preferences? How does it do
so? Why in these areas?
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Research Design
Applicability of Qualitative Methodology
Qualitative research is appropriate for this study because it helps understand
social phenomena, examine how participants construct meaning, and see “how parts work
together to form a whole” (Merriam, 2001, p. 6) in an area where “existing theory fails to
adequately explain the phenomenon” (Merriam, 2001, p. 7). Context is instrumental to
qualitative studies because “human actions are significantly influenced by the setting in
which they occur (Marshall & Rossman, 2006, p. 53). Therefore, qualitative research
lends itself to the I-R framework, which illustrates how environmental factors influence
managerial decisions. Moreover, qualitative research offers an appropriate method for
examining HEIs in the context of different national cultures through the lens of
Hofstede’s (1986) cultural dimensions. The rich description derived from a qualitative
analysis plays an important role by revealing a variety of perspectives, which is important
for understanding managerial decisions in transnational settings.
Applicability of Case Study Design
A case study is the study of the “particularity and complexity of a single case,
coming to understand its activity within important circumstances” (Stake, 1995, p. xi). A
case study deeply describes and analyzes a “phenomenon or social unit, such as an
individual, group, institution, or community” (Merriam & Associates, 2002, p. 8) that is
“typical, unique, experimental, or highly successful” (p. 8). Case studies help us to
understand a process (Merriam, 1998). This case study aids the understanding of how
main and branch campuses negotiate and balance managerial practices between two
different cultural, educational, and regulatory environments.
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Technically speaking, case study inquiry contains several components (Yin,
1994). It investigates contemporary phenomena in their actual context where behaviors
cannot be modified and boundaries between the phenomena and context are unclear.
Because “variables of interest” (Yin, 1994, p. 13) outweigh data points, data must be
derived from multiple sources and triangulated. Finally, a theoretical framework guides
data collection and analysis.
Case study inquiry is appropriate for this study because it involves exploring
contemporary phenomena through a case within a bounded, integrated system (Creswell,
2007; Merriam, 1998; Stake, 1995; Yin, 1994). In this study, the IBC is the bounded
system. What makes it a bounded system is that it is unique and has sustained itself. Of
the 30-40 IBCs that opened in Japan during the 1980s and 1990s, the IBC under
investigation is one of two American institutions existing today (Ministry of Education,
Culture, Sports, Science and Technology/MEXT, Japan, 2010 1).
Applying a framework to guide the study is expected in case study analysis. In
this instance, the I-R framework provides a point of departure to develop conceptual
categories that confirm or refute the usefulness of the framework in a transnational higher
education setting. Examining the process of finding balance between the home and host
country’s cultural, educational, and regulatory environments may provide rich
information for institutions of higher education interested in best practices in
implementing IBCs.

1

MEXT most current data lists three foreign universities in Japan as of July 28, 2010. However, upon
researching the institutions’ websites, I found that the third one consisted of one program of a private, fouryear research institution, which closed in August, 2013.
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Explanatory Nature of Study
This case study is designed to be explanatory. Yin (1994) contends that how and
why questions are appropriate for an explanatory study because they “deal with
operational links needing to be traced over time, rather than mere frequencies or
incidence” (Yin, 1994, p. 6). Yin further states that to “explain” a phenomenon is to
“stipulate a presume set of causal links about it, or “how” or “why” something happened”
(Yin, 2009, p. 141). This case study analysis examines operational links that explain how
the IBC under investigation standardized or adapted practices in a variety of areas and
why, how the institution legitimized itself, and the role of national culture.
Bartlett and Ghoshal’s (1989) global integration-local responsiveness typology of
multinational corporations is the core framework guiding this study to understand how
and why business practices were established and how they may have evolved.
Additionally, Hofstede’s (1980) dimensions of culture will help categorize cultural
similarities or differences that may contribute to the implementation of standardization
and adaptation practices.
Design of Case Study
This study employs a single, embedded case study design. Yin (1994) affirms that
applying a single-case study in lieu of a multiple case study is justified when a case is
critical, unique, or revelatory. A critical case is one that confirms, challenges or extends a
theory. A unique case’s rarity renders it worthy of analysis. A revelatory case allows for
investigation of phenomena that has previously been inaccessible. This case study
satisfies all three criteria. The I-R framework specifies “a clear set of propositions as well
as the circumstances within which the propositions are believed to be true” (Yin, 1994, p.
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38). One of the purposes of this research is to determine whether the I-R framework is
applicable in a transnational higher education setting, and if not, how to build upon the
theory. The IBC is unique because it is the only higher education institution in Japan of
its classification, and operates with partners who are also involved in the field of
education. Finally, few researchers have had the ability and access to examine such a
process, particularly with significant depth. Because this study encompasses all three
criteria, a single case study is applicable and appropriate.
A single case study may be embedded, meaning that it consists of multiple units
of analysis (Yin, 1994). The unit of analysis in this case study is the IBC. Yin (1994)
states, “the same case study may involve more than one unit of analysis…when, within a
single case, attention also is given to subunits” (p. 41). I designed this case study to
include embedded subunits in addition to the main unit of analysis. The subunits include
individuals (administrators and faculty) and groups (the home campus, the host campus,
and international partners).
Time is also an important element within a case study, particularly due to its role
in defining a bounded unit. Yin (1994) cautions that researchers must define beginning
and ending points of a case study where the case is not clearly bounded by time. To bind
this case by time, I examine the IBC from the beginning of the current partnership to its
current status.
Sources and Collection of Data
Approvals and Access
Prior to engaging in any data collection, I received formal approval from the
University of Nevada, Las Vegas Institutional Review Board (IRB) (see Appendix A).
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IRB approval ensures that the human subjects are not harmed and that the study
maintains ethical standards. I completed all of the institutionally-required training on the
protection of human subjects and complied with all of the IRB‘s recommendations. The
forms required for IRB approval are discussed within the ethics section of this chapter.
Additionally, I received approval from the President Emeritus of the IBC who is
also one of the IBC’s founders. Gaining approval from the former President provided a
critical link leading to further access to and cooperation from administrators and faculty
at both home and host institutions.
Interviews
Kahn and Cannell (1957) describe interviews as “a conversation with a purpose”
(cited in Marshall & Rossman, 2006, p.101). Interviews allow for respondents’
perspectives and experiences to unfold enabling them to discuss issues that they believe
are important (Marshall & Rossman, 2006). Interviews are necessary because not all
behavior and emotions are observable, especially when pertaining to past experiences and
events (Merriam, 1998; Stake, 1995). Interviews in a qualitative research setting are
open-ended and less structured allowing the interviewer to guide the discussion and
respond to the “emerging worldview of the respondent” (Merriam, 1998, p. 74).
I conducted 11 in-depth interviews via Skype. Each interview ranged from one
hour to one hour and twenty minutes in length. The interviews included individuals from
the home institution who were instrumental in starting the program or who have had a
hand in its sustainability, administrators, faculty, and staff at the host institution who
lead, manage, and carry out daily operations, and host country partners. Interviewing
elites is important because of their access to information that few others may have
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(Marshall & Rossman, 2006). I interviewed three elites from the home campus, one elite
from the branch campus, and one elite from the local partnership. I conducted several
follow up phone calls, Skype calls, and emails for member-checking.
Overarching research questions guided the development of the interview
questions in this study, which are “more contextual and specific” (Marshall & Rossman,
2006, p. 81). Because it is important to complete the interview, keeping to an agenda is
key (Stake, 1995). Feedback enables the researcher to refine questions resulting in a more
focused inquiry. I developed an instrument to guide these interviews to ensure efficiency
and effectiveness (see Appendix B).
Participant Selection
Qualitative samples are purposive rather than random (Miles & Huberman, 1994).
I selected participants who can “purposefully inform an understanding of the research
problem and central phenomenon in the study” (Creswell, 2007, p. 125). Single case
study samples are nested, theory-driven and iterative (Miles & Huberman, 1994). Even
though this case study analyzes an IBC, the layers of subunits also under investigation
created a nested effect. These layers include the home institution, host institution, and
host country partners. Administration and instruction add an addition layer within each
area. As a result, participants are selected from home and host campus administration,
host campus faculty, and host country partners to provide a holistic perspective of the
phenomena under investigation.
Initially, I emailed an invitation request to participants who I know, and asked
them to suggest other appropriate potential participants. Some of my initial candidates
did not wish to participate; therefore, I substituted participants via a snowball sample.
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Substitutes were representative of the same area from which the original participant was
selected (home institution, host institution, partner). I guaranteed participants
confidentiality. The members of the dissertation committee, including the dissertation
chair, are not aware of the participants’ identities. A list of participant by category (home
or host campus, administrator, faculty, or partner) can be found in Appendix C.
Documentation and Observations
Triangulation of data is a critical part of any case study. Triangulation calls for the
use of multiple sources of evidence. Yin (1994) describes six sources as archived records,
direct observations, documentation, interviews, participant-observation, and physical
artifacts. Triangulation is an attempt to determine if observed data demonstrate the same
meaning when found under different circumstances (Stake, 1995). Utilizing and applying
multiple sources of evidence creates “converging lines of inquiry” (Yin, 1994, p. 92),
which render findings more credible and accurate.
One drawback to triangulation is the potential problem of construct validity where
multiple sources of evidence do not necessarily accurately measure the same
phenomenon. I address this issue in the validity section below. Additional sources of data
for this study include my journal notes from the interviews, websites, brochures,
prospectus, and student handbooks. I examined mission statements of the home and host
institutions, changes in leadership, accreditations, curricula, and student services.
Data Analysis
Data analysis should begin early and be an ongoing component of the data
collection process (Miles & Huberman, 1994). In this way, researchers can continually
observe information emerging, enabling them to fine-tune analysis through “iterative
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cycles of induction and deduction” (p. 65). Additionally, information accumulates
quickly, and waiting until the end of data collection can result in an overwhelming
amount of material needing to be categorized and referenced. Routine and systematic
analysis expedites selecting data that link to conceptual frameworks and research
questions that are relevant to the study (Miles & Huberman, 1994). I analyzed data
immediate following interviews. Interview notes were transcribed within 48 hours of the
interview. At the time of transcription, names of people, places, and other identifying
factors were substituted with pseudonyms in order to protect the identity of the
respondents and institution. Hard-drive files are secured on a password protected
computer and back-up on a password protected server that only my PI and I can access.
Qualitative data analysis occurs through the process of coding, which is a method
of classifying and categorizing data to organize and later retrieve. An initial list of codes
was derived from Bartlett and Ghoshal’s (1989) I-R framework, Harzing’s (1999) I-R
variables, Hofstede’s (1986) dimensions of national culture, as well as a list of frequent
challenges international branch campuses face that was cited in the literature review (see
Appendix E). QSR NVivo software is the primary coding mechanism. I discovered
relationships and meaning among the data using Spradley’s (1980) domain, taxonomic,
and componential analyses. These analyses are described in more detail in chapter four.
Validation of the Study
Ensuring validity and reliability is an important part of any empirical study. Yin
(1994) describes four tests that should be considered while designing a research study:
construct validity, internal validity, external validity, and reliability.
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Construct Validity
Construct validity is “establishing correct operational measures for the concepts
being studied” (Yin, 1994, p. 34). To establish construct validity, I specify through the
research and interview questions, that the items studied are those actually examined. I
achieve this through data triangulation of interview responses, document analysis, and
journaling. Journaling facilitates reflection to discern observation from biases in order to
maintain objectivity throughout the process.
Multiple sources of data allow for themes and relationships to emerge and
corroborate each other. Secondly, I establish a “chain of evidence” (Yin, 1994, p. 34),
which allows the reader to “trace steps in either direction” (Yin, 1994, p. 98) from the
research questions to the conclusions and vice versa. Finally, I ensure construct validity
by member checking. Member checking allows informants to review the case report to
confirm whether conclusions of the informants’ perspectives are accurate. Because
informants are geographically distant from the researcher, I conducted Skype interviews
and follow-up through Skype, phone, or email when necessary. Member checking not
only allows participants to review the preliminary analysis derived from the raw data to
judge the accuracy and credibility of the results, but also to fill in any missing gaps
(Creswell, 2007).
Internal Validity
Internal validity, when applied to explanatory research, is “establishing a causal
relationship, whereby certain conditions are shown to lead to other conditions, as
distinguished from spurious relationships” (Yin, 1994, p. 33). This brings about concerns
as to whether there is a genuine explanatory relationship between variables that is not
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caused by an external factor and whether resulting inferences are correct (Yin, 2009).
Pattern matching helps overcome threats to internal validity by “compare[ing] an
empirically based pattern with a predicted one” (Yin, 2009, p. 136). This case study is
compared to Bartlett and Ghoshal’s (1989) global integration-local responsiveness
framework, Harzing’s (1999) empirical test of their framework, and Hofstede’s (1980)
dimensions of culture to provide theoretical guidance during the data analysis process.
External Validity
External validity is “establishing the domain to which a study’s findings can be
generalized” (Yin, 1994, p. 33). As stated in Chapter One, a limitation of a single case
study is that the results cannot be generalized beyond the defined boundaries of the case.
However, the results of a case study may be generalized to a broader theory (Yin, 1994).
Through the analysis process, I noted how data fit or went beyond the I-R framework.
This is possible because what is learned in a particular case may be transferable to similar
situations (Merrriam, 2002, Lincoln & Guba, 1986). The reader determines what is
applicable in alternate contexts (Merriam, 2002). This study of an IBC helps explain
whether the I-R framework can transcend to an educational setting.
Reliability
Reliability is “demonstrating that the operations of a study – such as the data
collection procedures can be repeated, with the same results” (Yin, 1994, p. 33).
Qualitative research studies are not typically replicated. Written documentation
specifying procedures taken is one way to enhance reliability (Yin, 1994). Another tactic
is to develop a case study protocol. The four protocol components include an overview of
the case study, field procedures, case study questions, and a guide for the case study

68

report. In addition to following these procedures, I enhance reliability by creating a case
study database (Yin, 1994). A case study database is separate from the finished report and
allows for secondary analysis of the results.
Ethical Considerations
In qualitative studies, ethical questions pertain to the collection of data and
dissemination of findings (Merriam, 1998). All the participants signed informed consent
forms. The participants are guaranteed confidentiality especially since the institution may
be identifiable. Participants were provided full disclosure of the study, proposed use of
the data for a doctoral dissertation, awareness of their rights to participate, and assurance
that they could withdraw at any time.
An additional ethical concern is that of the researcher. “An unethical case writer
could so select from available data that virtually anything he wished could be illustrated”
(Guba &Lincoln cited in Merriam, 1998, p. 42). Furthermore, without taking care, the
researcher’s bias could influence results. It is important to disclose that I have had a
collegial business relationship with several participants for more than a decade. This
relationship entailed a yearly business trip of approximately four days, which was the
only time during the year that we spent together. As of the writing of this dissertation, I
am no longer affiliated with the organization that conducted business with this institution,
nor do I participate in the annual business trip. Therefore, it is important to note that my
relationships facilitate access, but there is no conflict of interest. Furthermore, I am
acutely aware of the ethical issues outlined above and took even more precautions to
remain neutral during the pre-interview, interview, and analysis phases.
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Summary
In summary, this case study seeks to explain the sustainability of the IBC under
investigation using Bartlett and Ghoshal’s (1989) global integration-local responsiveness
typology of multinational corporations as the theoretical framework. Through analyses of
in-depth interviews and document analysis, this study also explores the influence of
legitimacy and national culture, as defined by Hofstede’s (1980) dimensions of culture,
on the standardization or adaptation of the international branch campus’ operations.
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CHAPTER 4
DATA ANALYSIS AND FINDINGS
According to Spradley (1980), researchers “must undergo an intensive analysis
of…data before proceeding further” (p.85). Spradley (1980) explains that analysis is a
“systemic examination of something to determine its parts, the relationship among the
parts, and their relationship to the whole” (p. 85). It is a methodical exploration for
patterns among data in order to create meaning and draw conclusions. This chapter will
describe the systemic analysis used to interpret data within this dissertation, which
includes domain, taxonomic, and componential analyses.
Initial Analysis and Coding
Miles and Huberman (1994) recommend that analysis begin early so that the
researcher may “cycle back and forth between thinking about the existing data and
generating strategies for collecting new, often better, data” (p. 50). Therefore, analysis for
this dissertation began at the interview stage when data collection began. I refined
interview questions through an iterative process by reflecting on notes I made after each
interview, especially when I sensed participants struggling to understand the core of a
question. For example, the first question asks participants, “How would you describe
your national culture?” This question was too broad, as many of the initial interviewees
did not know how to answer due to its range. Once I recognized a pattern of confusion, I
clarified the question to ask specifically what I wanted to know. The question evolved to
“How would you describe your national culture in terms of values, attitudes, and
beliefs?” Additionally, when asking the final questions about how the IBC employs host
country nationals and non-host country nationals, one participant mentioned that the
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IBC’s dean is an American citizen. This gave leeway to ask subsequent interviewees
about the relevance of this figurehead being from one nationality or another. Lastly, some
participants needed terms defined or contextualized.
Yin (2009) suggests that qualitative researchers use preliminary research
questions and related literature to generate theoretically-based codes. Codes allow the
researcher to meaningfully dissect data while simultaneously maintaining the
relationships between the parts (Miles &Huberman, 1994). The research questions,
Bartlett and Ghoshal’s (1989) Global Integration-Local Responsiveness Framework, and
related literature guided the initial coding of data; and coding was refined throughout the
process of analysis. Saldaña (2009) recommends coding during the interview process.
Therefore, as I interviewed, I noted patterns and reoccurring themes, which allowed for
data driven codes to emerge from each interview. I noted and refined themes and subthemes as I transcribed the data. The physical act of listening and transcribing interviews
helped to solidify my understanding of reoccurring themes. I used QSR NVivo software
to develop theory-driven codes that I hierarchically sub-categorized. Coding was a
cyclical process beginning with an initial coding of each participant’s interview in its
entirety before embarking on coding the next interview, as Saldaña (2009) recommends.
Domain Analysis
Domain analysis is the first of three stages by which the researcher begins to
organize data into meaningful information. Domain analysis is followed by taxonomic
and componential analyses, all which build upon one another. Domain analysis provides
a structure for the researcher to identify initial relationships among data as informed by
coding. “A cultural domain is a category of cultural meaning that includes other smaller
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categories” (Spradley, 1980, p. 88). Domains are comprised of three basic elements: a
cover term, included terms, and the semantic relationship between the two. The cover
term is the name of the domain, included terms are the smaller categories that make up
the domain, and the semantic relationship describes the connection between the domain
and its included terms. Spradley (1980) identifies nine possible semantic relationships to
link cover terms to included terms: strict inclusion, spatial, cause-effect, rationale,
location-for-action, function, means-end, sequence, and attribution.
The purpose of this study is to examine standardization and local adaptation
management strategies and practices which have contributed to the sustainability of an
IBC that has successfully operated for 25 years in Japan. Therefore, I conducted a domain
analysis for the two polar terms of the Bartlett-Ghoshal (1989) framework signifying
standardization and adaption, which are global-integration and local responsiveness (the
I-R framework), respectfully. Driven by the research questions, additional constructs
were examined resulting in domain analyses in the areas of national culture, legitimacy
challenges to sustainability, and sustainability. Semantic relationships relevant to this
study include strict inclusion (x is a kind of y), cause-effect (x is a result of y), rationale
(x is a reason for y), means-end (x is a way to do y), and attribution (x is a characteristic
of y).
For this case study, I reviewed the interviews and my notes until domains
emerged. Next, one domain at a time, I searched for semantic relationships beginning
with strict inclusion where terms or phases could be described as being “a kind of”
something related to the relevant domain. I created Excel spreadsheets to build the tables
for the domain analysis based on data-generated codes elicited from the Nvivo program. I
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repeated this process for all domains. The results were then organized alphabetically into
several tables displaying the included terms, cover terms, and respective semantic
relationship.
An example of a semantic relationship (strict inclusion) for the domain local
responsiveness from the multidomestic strategy component is shown in Table 1. The
complete domain analysis for all components is included in Appendix F. Findings
relative to significant patterns that emerged during analysis are discussed in detail
following the description of the componential analysis.
Table 1
Domain Analysis of Local Responsiveness within the Multidomestic Strategy Component

Multidomestic Strategy Component
Semantic
Relationship:
Strict inclusion

Included Terms:

Adapting semester cycles
Adapting activities and clubs
Adjusting course content/offerings
Adjusting the delivery of instruction
(language & concepts)
Altering communication & interaction styles
Autonomy with marketing and recruitment
methods
Implementing psychological counseling
Implementing the Open College for nondegree seeking students
Offering a community lecture series
Offering Special Sessions for academic
students needing additional help
Organizing local and national conferences
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…is a kind of…

Cover Term:
Local
Responsiveness

For the domain local responsiveness, I searched for emergent themes and patterns
in the coding that coincided with how the literature described a mulitdomestic strategy
for multinational corporations (MNCs) according to Bartlett and Ghoshal’s (1980)
framework. The data revealed several strategies that the IBC implemented to adapt its
business practices to meet the needs of the local environment and clientele.
The “strict inclusion” or “kind of” semantic relationship seemed the most
appropriate way to describe the types of strategies the IBC employed to meet local needs
and preferences. The included terms came directly from the transcribed interviews. For
example, respondents commented: “we adapt, to some degree, our course offerings” or
“by nature of being in Japan and having a group of international students…the content
[is] markedly different than the way it’s taught at the home campus” and “we have one
course here that they don’t offer at the main campus.” I labeled this included term
“adjusting course content/offerings” because these statements illustrate how curricula are
changed due to the nature of being in a foreign country and teaching an international
population. I repeated this process for all of the seven components under investigation.
The multidomestic component depiction illustrates just one example of domains,
included terms, and semantic relationships. Table 2 portrays an overview of the domain
analyses by component including all semantic relationships, cover terms, and number of
included terms.
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Table 2
Summary of Domains

Component:

Semantic
Relationship:

Global Strategy

is a result of

Multidomestic Strategy
Cultural

is an attribute of
is a kind of
is an attribute of

Legitimacy

is a way to

Cover Terms:

Challenges to Sustainability is a kind of
Sustainability
is a reason for
Strategic Partnership
is a result of

Centralization by home
campus
Dependency
Local responsiveness
American culture/education
Japanese culture/education
Establish legitimacy with the
host country (external
legitimacy)
Maintain legitimacy with the
home country (internal
legitimacy)
Challenge
Endurance
Partner's control

# of
Included
Terms
18
14
11
12
25

17

10
28
22
5

Taxonomic Analysis
Taxonomic analysis follows the domain analysis. A taxonomy, like a domain, is a
collection of categories arranged according to a semantic relationship. The taxonomy
provides the researcher a logical approach to delve into and break down the relationships
among the included terms to re-categorize them according to similarities and differences
(Spradley, 1980). A taxonomy “reveals subsets and the way they are related to the whole”
(p. 113). To illustrate the taxonomic extension of the domain analysis, Table 3 expands
upon the cover term “local responsiveness.” Nomenclature changes slightly in the
taxonomic analysis; the cover term becomes the domain and included terms became
evidence within the taxonomy.
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Table 3 Taxonomic Analysis of Local Responsiveness Domain within the Multidomestic
Component

Multidomestic Strategy Component
Domain:
Taxonomy:
Local Responsiveness Curricular

Evidence:
Adjusting course content/offerings
Adapting semester cycles
Adjusting the delivery of instruction
(language & concepts)
Altering communication & interaction
styles
Automony with marketing & recruitment
Outreach
methods
Implementing the Open College for nondegree seeking students
Organizing local and national conferences
Offering a community lecture series
Student Services Adapting activities and clubs
Implementing psychological counseling
Offering Special Sessions for academic
students needing additional help

To develop the taxonomies, I examined included terms within a domain and
noticed common themes and patterns related to some terms, and different themes and
patterns related to other terms within the same domain. Therefore, I created taxonomic
hierarchies within a domain that exemplified how a certain grouping of included terms
could be further subcategorized. I repeated this process for all the components under
investigation. The complete taxonomic analyses, organized by components of the Bartlett
and Ghoshal (1989) framework and related literature, are displayed in Appendix G. A
summary of the domains and their taxonomies is included in Table 4.
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Table 4
Summary of Domains and Taxonomies

Component:

Domains

Taxonomies

Evidence

Global Strategy

Centralization by home
campus

3

18

3 (5
subcategories)
3
3
3

14
11
12
25

3

17

Multidomestic Strategy
Cultural

Legitimacy

Challenges to Sustainability
Sustainability
Strategic Partnership

Dependency
Local responsiveness
American culture/education
Japanese culture/education
Establish legitimacy with the
host country (external
legitimacy)
Maintain legitimacy with the
home country (internal
legitimacy)
Challenge
Endurance
Partner's control

2 (2
subcategories)
2 (8
subcategories)
4
2

10
28
22
5

Componential Analysis
The componential analysis is the final stage and culmination of the domain and
taxonomic analyses. Spradley (1980) states that “componential analysis is the systematic
search for the attributes (components of meaning) associated with cultural categories” (p.
131). Whereas the first two stages of analysis focused on categorizing and
subcategorizing based on clusters of likenesses, the componential analysis seeks to
categorize and classify contrasts (Spradley, 1980). Componential analysis allows for a
deeper analysis where important findings surface. These findings are described later in
the chapter. To establish reliability of analysis, the following decision rules were
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implemented: 1) When 8 out of 11, or roughly 75%, of the respondents identified one of
the taxonomies as important, the taxonomy was considered relevant, 2) When 5 out of 11,
or roughly 50%, of the respondents identified evidence of the different taxonomies
important, the evidence was considered relevant. Including evidence on the liberal side of
50% captures anything of possible importance. The decision rules provide a systematic
approach to identify important patterns within the data.
For the componential analysis in Table 5, the participants by campus and role are
coded as main campus (MC), branch campus (BC), administrator (A), and faculty (F).
The partners and elites are coded as administrators to protect confidentiality. Table 5 is a
continuation of the multidomestic example and illustrates the componential analysis for
the domain local responsiveness. Highlighted rows meet decision criteria.
Table 5
Componential Analysis of Local Responsiveness Domain within the Multidomestic
Component

Multidomestic Strategy
Component
Domain:
Local Responsiveness
Taxonomy:
Curricular
Outreach
Student Services

Participants by Campus/Role
MC MC MC BC BC BC BC BC BC BC BC
A1 A2 A3 A1 A2 A3 F1 F2 F3 F4 F5

X

X
X

X
X
X

X

X
X
X

X
X
X

X
X

X
X
X

X
X

X
X

Table 5 shows that curricular and outreach types of local responsiveness are
important to the IBC within the multidomestic component. A deeper look into the
curricular taxonomy, for example, reveals adjusting course content/offerings and
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adjusting the delivery of instruction in terms of language and concepts as the most
relevant curricular responses to the host country environment.
This is only one example of results, but the next section provides a detailed look
at the componential analyses findings where relevant taxonomies emerged, as well as a
comprehensive discussion of the evidence that surfaced as important. I also present new
findings that are not part of the I-R framework or research questions.
FINDINGS
Seven components emerged from the analysis: Global strategy, multidomestic
strategy, culture, legitimacy, challenges to sustainability, sustainability, and strategic
partnership. The first two components come from the I-R framework. The next four
components come from the research questions and literature external from, but relevant
to the framework. The last component is a new finding.
First, I examined the two polar attributes of the I-R framework, global strategy
and multidomestic strategy, to determine if there is a tendency for the IBC to favor either
standardization or adaptation. I repeated the process for the other components to explore
other influences that may explain the IBCs sustainability in a foreign educational setting.
This section presents the research findings that are both endogenous to and exogenous
from the I-R framework. Relevant evidence is punctuated by quotes from the participants
in this study.
The Integration-Responsiveness Framework and Research Questions Findings
Global Strategy
An organization following a global strategy centralizes operations to include
standardization, integration, dependency, and coordination practices to achieve
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economies of scale. Participants responded to questions asking how the IBC practices a
global strategy.
Harzing (1999) identified four different types of control mechanisms which
extend Barlett and Ghoshal’s (1989) typology of a global organization: Bureaucratic
formalized control, personal centralized control, output control, and control by
socialization and networks. Two forms of control, bureaucratic formalized control and
personal centralized control, emerged as important.
Bureaucratic Formalized Control
Bureaucratic formalized control is expected, pre-specified behavior that is
delivered impersonally, indirectly, and mostly in writing (Harzing, 1999). Control is
impersonal because employees refer to written materials to receive guidance rather than
being told what to do. All eleven participants spoke about various aspects of
centralization by bureaucratic formalized control. The findings reveal that the main
campus implements centralized bureaucratic formalized control by maintaining
accreditation with its U.S. regional accrediting agency and through the standardization of
the curriculum and academic administrative processes.
Six of the eleven participants explained home campus centralization as
standardization of administrative practices, such as admissions to the academic program,
synching library catalog systems, or maintaining the same course catalog. However,
standardization with the main campus curriculum is particularly compelling. Every
participant noted parity of course offerings and descriptions, grading, outcomes, and
syllabi as core elements of home campus centralization. Regarding standardization of
class syllabi, one faculty member at the IBC stated, “We have had to put the same course
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objectives and the same…information on the course syllabus so the learning objectives
and the goals of the class are the same on the home campus and on the Japan campus.”
Likewise, an administrator from the home campus affirmed:
We at the home campus control the education. Our curriculum is completely
controlled by our campus and our faculty [at the main campus]. They are the ones
who review any requested changes. We don’t get many requested changes. There
are a few differences based on things they can’t offer there, things because of lab
requirements, but it’s completely controlled here. That’s a requirement of our
accreditors.
These two quotes exemplify the high level of bureaucratic control, especially
surrounding curricular aspects. The last quote also demonstrates the link between
retaining centralized control through standardized practices relative to the importance of
maintaining regional accreditation. However, the administrator’s statement also indicates
that even though main campus control is stringent, there is room for adaptations. This
point is discussed in more detail in the section pertaining to local responsiveness.
Personal Centralized Control
Top-down organizational hierarchies and personal supervision represent
characteristics of personal centralized control (Harzing, 1999). All eleven participants
acknowledged that personal centralized control exists. In this case study, main campus
administrators and faculty exercise oversight by branch campus visits, Skype calls, email,
and assessments. One administrator stated, “We frequently send faculty delegations to
Japan to review those programs on a fairly regular basis. Our academic coordinator in
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Japan visits the home campus on a fairly regular basis, once a year or so. Email and
Skype have been really helpful.”
The home campus implements centralized decision-making, which is an example
of personal centralized control. The home campus controls decisions related to hiring
practices and additions or changes to courses. On participant said:
Our curriculum is completely controlled by our campus and our faculty…they are
the ones who review any requested changes. We don’t get many requests for
changes…The only differences might, our home faculty might have approved a
few different courses based on the general education, based on the lack of science
labs and things like that, but there’s never any doubt or question about who
controls that.
Hiring practices are the most relevant forms of personal centralized control
constituting three of the four examples of evidence supporting home campus
centralization. Evidence includes determining criteria of qualified faculty members and
hiring an American dean and non-host country national faculty. All faculty hires,
including the dean, must be experienced with the American learning protocol. One
participant explained:
One of the things that we insisted upon was that anyone delivering that
curriculum had to be a native speaker of English. We felt that not only were the
students acquiring a particular subject…but they also were…becoming
comfortable with English and the means by which we deliver higher education,
which is this interactive, Socratic process. So we insisted on hiring faculty who
were non-Japanese for those reasons. I know we had someone from Ghana and I
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know there were some Canadians and New Zealanders, but in general, those
people had to be familiar with a Western style of education.
For this dissertation, participants defined the American learning protocol as learning that
involves critical thinking, a Westernized perspective of academic research to avoid
plagiarism, and is interactive, participatory, and questioning.
Participants agreed that it is essential to hire an American dean who is familiar
with the American higher education system for several reasons. An American dean will
more easily implement the American learning protocol. Participants expressed concern
with hiring a Japanese dean, even an individual fluent in English, because a Japanese
dean wouldn’t “have substantial experience in American higher education and [we’d] be
fighting that old Japanese learning protocol.” Participants also voiced that a Japanese
dean would not accurately convey the image of an American identity.
The idea of promoting an education that is interactive and Socratic--opposite from
the Japanese higher education setting--is the main reason for hiring faculty familiar with
an American-style education. One faculty member described this as “impossible to do
with Japanese teachers.” An administrator expressed that there are no feelings of
prejudice against hiring faculty who are host country nationals; however, the goal of the
branch campus is to implement a different educational approach to prepare Japanese and
international students for success upon transferring to an American university, “the
Japanese wouldn’t have understood if we had an institution full of Japanese instructors.”
Table 6 depicts the relevant evidence within each of these taxonomies.
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Table 6
Global Strategy Component Componential Analysis
Participants by Campus/Role

Global Strategy Component
Domain:
Centralization by home campus
Taxonomy:
Bureaucractic formalized control
Academic faculty contracts signed by Dean and
partners
Conferring degrees/issuing transcripts in the
main campus' name
Consistency in branding
Maintaining accreditation with the regional U.S.
accrediting agency
Standardinzation with main campus
administrative processes [admissions criteria,
course catalog, library catalog system]
Standardization with main campus' curricular
processes [course descriptions, curriculum,
grading, outcomes, syllabi]
Standardization with main campus policies
[antidiscrimination, diversity, and sexual
harassment]
Storage of official records at the main campus
Taxonomy:
Personal Centralized Control
Hiring a Dean experienced with the American
learning protocol
Hiring an expatriate Dean under contract from
the main campus to ensure that the goals of the
main campus are carried out
Hiring expatriate (non-host country nationals)
facutly experienced with the American learning
protocol
Main campus approval of new and/or different
courses
Main campus approval of textbooks
Main campus determining categories of faculty
evaluation and how evaluations are made
Main campus determining what constitutes a
qualified faculty member
Visits from the main campus
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Multidomestic Strategy
An organization that follows a multidomestic strategy is referred to as a
decentralized federation (Bartlett & Ghoshal, 1989). Parent companies encourage such
organizations to use assets, capabilities, and resources to respond to differences in the
local tastes and preferences of international markets (Bartlett & Ghoshal, 1989).
Participants responded to a question asking if and how the branch campus adapts to the
local environment. Nine of eleven participants indicated that curricular and outreach
taxonomies were important. Table 7 depicts relevant evidence within the taxonomies.
Table 7
Multidomestic Component Componential Analysis

Multidomestic Strategy Component
Domain:
Local Responsiveness
Taxonomy:
Curricular
Adjusting course content/offerings
Adapting semester cycles
Adjusting the delivery of instruction
(language & concepts)
Altering communication & interaction
styles
Taxonomy:
Outreach
Automony with marketing & recruitment
methods
Implementing the Open College for nondegree seeking students
Organizing local and national conferences
Offering a community lecture series

Participants by Campus/Role
MC MC MC BC BC BC BC BC BC BC BC
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Table 7 shows that the curricular and outreach taxonomies are important to the
multidomestic component of the branch campus. Within the curricular taxonomy, six
participants identified contextualizing course content/offerings and delivery of instruction
as important adaptations. Even though the curriculum comes from the home campus via a
global strategy, these modifications are deemed necessary to the students’ attainment of
educational goals in an international classroom of mostly non-native English speakers
who are unfamiliar with the American learning protocol.
Earlier in this chapter, an administrator’s quote indicated that on limited occasions
the branch campus requests an adaptation to the course curriculum. This statement
exemplifies adherence to a global strategy whereby changes to course content must be
vetted and approved by the main campus. However, it also exemplifies a multinational
strategy because the IBC adapts in response to local needs.
Curricular
The main campus approves limited additions to and adaptations of the curriculum.
Since course are designed to meet the needs of students who grew up in the American
education system, course offerings and content are modified to meet the needs of
Japanese and international students who, for example, do not have a foundation in United
States History or Religion. Consistent with current research (Shams &Huisman, 2014),
adaptations are more easily made in social rather than hard sciences. The branch campus
created a Sociology course called U.S.-Japan relations, which one participant said,
“Makes sense in Japan and doesn’t make much sense [at the main campus].” An
instructor described how the use of cultural references facilitates connections to new
concepts by interlacing them with known content. When teaching about the Greek heroic
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epic, the instructor introduces the topic by discussing a famous Japanese novelist who
wrote a work comparing Western and Japanese ideas of a hero. This instructor affirms
that contextualizing instructional material is “helpful for the Japanese students as they
‘translate’ in familiar terms unfamiliar things” and suggests that this practice aids
international students who are able to learn about Japanese culture through such
examples.
Because students are learning subject matter in a second language that is heard
and practiced only for a limited time in the classroom, faculty members acknowledge that
simplifying language and ensuring that students understand vocabulary pertaining to key
concepts facilitates learning effectiveness. Instructors implement these strategies in
several ways. They use common expressions instead of academic jargon, publish course
power points immediately after the lecture, which helps “if students didn’t have time to
look up key words during the class,” and explain concepts that are common knowledge
for American students in greater detail than they would in an American classroom.
Exemplifying this point, one faculty member recounted:
I once went through a portion of a lecture about Japan’s stance on accepting
refugees and comparing to the United States’ stance and what the UN
recommends, and I got all the way to the end and one of the students said, “What
does refugee mean?” So I had to back up and explain what it means.
Outreach
The other area of adaption fell under the taxonomy of outreach. While several
participants mentioned outreach activities pertaining to programming, only autonomy
with marketing and recruiting methods surfaced as important. Six of the eleven

88

participants commented about this evidence. Four of the six participants are
administrators who are more directly involved with marketing and recruitment, which are
administrative procedures. A participant from the home campus admitted, “The recruiting
and advertising methods they use to find students, we give them a lot of latitude.” A
faculty member said, “One of the recruiters told me that when recruiting students with
Americans, it’s all about convincing the students to come here, but with Japanese, it’s all
about convincing the parents that they want their kid to come,” demonstrating that
modifications to recruitment methods are determined by customer preferences. It is
noteworthy that main campus administrators remarked only about marketing and
recruitment in terms of outreach because they are aware of the importance of these
elements to the sustainability of the branch. However, they are not as aware of branch
campus outreach programs impacting the local area.
Culture
National culture is defined as the learned values, beliefs, and assumptions that
distinguish societal groups (Hofstede, 1991). Hofstede’s IBM study identifies four
dimensions of culture: Power Distance, Individualism-Collectivism, MasculinityFemininity, and Uncertainty Avoidance. The participants in this study answered
questions about their understanding of American and Japanese culture, in terms of
attitudes, values, and beliefs. Participants identified American characteristics related to
individualism, low power distance, and low uncertainty avoidance and identified
Japanese characteristics related to collectivism, high power distance, and high uncertainty
avoidance. Their responses are consistent with Hofstede’s (1980), characteristics of
American and Japanese cultures.
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American Culture/Education
Participants interpreted and responded to the question of culture relative to
American and Japanese societal norms and how these norms are reflected in each
country’s educational settings. Hence, the domains under analysis are American
Culture/Education and Japanese Culture/Education. The taxonomy that emerged as
relevant under the American domain is individualism. Individualism is one of Hofstede’s
(1980) dimensions of culture describing how members of a society consider themselves
as individuals. All eleven participants identified individualism as an important taxonomy.
Table 8 depicts the individualism taxonomy and its relevant evidence. A description of
the important features of the individualism taxonomy follows.
Table 8
American Cultural Component Componential Analysis
Participants by Campus/Role
MC MC MC BC BC BC BC BC BC BC BC
A1 A2 A3 A1 A2 A3 F1 F2 F3 F4 F5

Cultural Component
Domain:
American Culture/Education
Taxonomy:
Individualism
X
[American learning protocol]
Socratic learning, critical thinking,
interaction, participation, research,
X
citations, plagiarism
Accepting & respecting differences,
individualism, uniqueness &
X
diversity
Autonomy in teaching
Freedom and independence
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ancestors
Talkative
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Relevant evidentiary support of individualism includes the American learning
protocol and accepting and respecting differences, individualism, uniqueness, and
diversity. The goal for the majority of students at the branch campus is to learn the core
general education requirements leading to a degree before transferring to the home
campus or another university in the United States. A participant explained that, “We have
to prepare them for going to the United States and being a part of that system.” Success
skills include learning how to think critically, participate actively in class, question the
teacher and each other, hone research skills, and learn citation methods to avoid
plagiarism. Another participant elaborated:
We have to do a lot more training about things like plagiarism because copy and
paste is kind of an acceptable method in Japanese high school, so it takes a lot of
extra work to explain why that’s problematic and how to show that you’re not
plagiarizing and whether or not you’ve cited something correctly.
These skills are in stark contrast to the expectations Japanese students have of
classroom interaction among students and teachers, as well as the level of research skills
that are taught in a typical Japanese classroom. The overt lack of these skill sets compels
the branch campus instructors to spend considerable time focusing on these areas rather
than to follow the main campus syllabi verbatim. This exemplifies the tension between
the home campus’ expectations of curricular standardization and the branch campus’
observations of a greater local need. One faculty member said, “They are just expecting
that we’ll take the home campus syllabi and just copy and paste. That is creating
problems by nature of being in Japan and having a group of international students.” This
illustrates how educational differences in each culture influence adaptation to local needs
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despite the requirement to maximize parity with home campus curricula.
Participants also mentioned American cultural qualities of acceptance, diversity
and a general open-mindedness toward that which is different or incongruent with
societal norms. One administrator described American culture as “…individualism and
uniqueness being valued and appreciated, diversity…” Another administrator noted, “I
guess my overall view is that American culture is characterized as being in general first
of all highly diverse… I think that it’s accepting of different kinds of value sets and subcultures within it.” A faculty member described American attitudes as “[open] to
differences”.
Interestingly only two participants, a main campus administrator and a branch
campus faculty member, mentioned autonomy in teaching as an important aspect of
American Culture/Education individualism. This may be a result of teaching in a country
and at an institution where academic freedom is not an issue. One participant noted:
I know some colleges kind of get in trouble with that because of the cultural
mores of the country. If you’re going to run an art program in the Mid-East for
example, you’d better be careful about your nudes. Is that an academic freedom
issue? Yeah sure, you bet it is. I guess where I’m struggling is because I don’t
have a specific application of that with [the] Japan campus…because a lot of
times you don’t think about these kinds of things until you have a problem. I don’t
ever remember it being an issue.
Japanese Culture/Education
Two taxonomies under Japanese Culture/Education emerged as important:
Collectivism and uncertainty avoidance. Only the Japanese learning protocol emerged as
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relevant evidence. The Japanese learning protocol describes students who learn by
memorization rather than critical thinking, are receptive learners who are uncomfortable
speaking up in class, and lack research and citation skills expected in American higher
education. This description shows that the Japanese learning protocol is opposite from the
American one. As an example of the Japanese learning protocol, one participant said:
Students don’t talk. They have many things inside, but they don’t speak. They’re
not able, I mean, they’re not used to speaking up…Their intelligence is inside, so
they have to go from inside to out. Japanese people are not ok to speak until they
know the word…That’s the cultural difference.
Another participant said, “In Japan, especially in education, you have to
memorize everything.” A faculty member stated, “…critical thinking and research skills
seem not to be taught very much…” Another faculty member revealed, “We have to do a
lot more training about things like plagiarism because copy and paste is kind of an
acceptable method in Japanese high school.”
While nine of the eleven participants spoke of uncertainty avoidance making it an
important taxonomy, none of the evidentiary aspects emerged as relevant. As a result, the
taxonomy remains relevant reflecting a general desire for the known rather than the
unknown.
It is important to note that not all cultural dimensions met the decision criteria
and, therefore, were not included as discussion points in the analysis. Refer to
Appendices F and G to view a detailed account of cultural differences in the domain and
taxonomic analyses of American and Japanese cultural components. Table 9 shows
relevant taxonomies and evidence for this domain.

93

Table 9
Japanese Cultural Component Componential Analysis

Cultural Component
Domain:
Japanese Culture/Education
Taxonomy:
Collectivism
Being insular
Conforming according to social
conventions…how to…
Group-orientation
[Japanese learning protocol]
Insufficient instruction of research
methods including plagiarism and
citations, lack of teaching critical
thinking, fear of speaking up
Keeping thoughts and feelings
inside
Nature-loving
Passiveness
Politeness
Teaching socialization and
functioning as a team/lack of
independent thinking
Traditional
Taxonomy:
Uncertainty Avoidance (High)
Conflict averse
Lack of ethnic variation
Lack of understanding of diverse
populations
Memorization
Structured and systematic, not
spontaneous, rigid
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Legitimacy
Organizations seek legitimacy to be recognized as acceptable, credible, and
sometimes lawful. International branch campuses are doubly accountable as they must
establish legitimacy in the host country (external legitimacy), while also maintaining
legitimacy in the home country (internal legitimacy). This presents a dual imperative of
having to conform to local expectations while maintaining organizational standards,
especially to confer degrees from the home campus. Participants responded to questions
asking how the branch campus establishes external legitimacy while simultaneously
maintaining internal legitimacy. Table 10 shows the relevant taxonomies and evidence
for the domain establishing legitimacy with the host country.
Table 10
External Legitimacy Component Componential Analysis

Legitimacy Component
Domain:
Establish external legitimacy
Taxonomy:
IBC linkages with official, authentic and
appropriate entities
Connections with local U.S. dignitaries
and Japanese officials
Maintaining accreditation with the North
Central Association of schools
Recognition from the Japanese Ministry
The IBC's affiliation with an four-year

Participants by Campus/Role
MC MC MC BC BC BC BC BC BC BC BC
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X

X

X

X

X

X
X

X

X

X

X

X

X

X

X

X
X

95

X

X

X

X
X

X

X

X
X
X

Establishing External Legitimacy
Participants answered questions about how the branch campus established
external legitimacy. Establishing relationships and connections with official, authentic,
and appropriate entities and recognition by the Japanese Ministry of Education were the
two most important aspects of evidence with ten of eleven participants speaking about the
former and seven of eleven participants speaking of the latter. Maintaining accreditation
with the region’s U.S. accrediting agency is also relevant. Participants exemplified how
the IBC established external legitimacy by association; specifically, identifying with
symbols and institutions that already are recognized as legitimate (Dowling & Pfeffer,
1975).
Administrators described how relationships with government officials and
involvement in government programs advance external legitimacy. The IBC works
closely with the US Embassy in Tokyo, and school officials have established
relationships with the Embassy’s Education Officer. This relationship enables students to
volunteer for programs that are co-coordinated between the two institutions, facilitates
school visits from the U.S. Ambassador, and presents opportunities for collaborations
with the Fulbright program. Illustrating this point, an administrator noted, “The Director
of Fulbright taught a course here, he’s given several speeches here, I’ve given several
talks at the Fulbright Center.”
Prior to recognition by the Ministry of Education in Japan, several participants
remarked how the college was locally perceived as a school outside the realm of
education. One participant noted, “I always tell people that before that, we were on the
same level as a cosmetology school or something like that where our degree didn’t really
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mean very much outside of just itself.” Others referred to the school’s status as that of a
cooking school, a green grocer, or a shoe store, acknowledging that Ministry recognition
significantly boosted the IBC’s external legitimacy. Additionally, such recognition led to
benefits that were previously only granted to students attending recognized Japanese
universities. These benefits and their impact are discussed in detail later in the chapter.
Administrators and faculty acknowledged that accreditation from the region’s
U.S. accrediting agency contributes to the branch campus’ external legitimacy in Japan.
One participant stated, “The fact that we’re accredited in the United States…and that we
are recognized by the Japanese education Ministry, these things, I think, carry weight.” A
faculty member stated:
At the end of the day, for parents and some of the students that they’re going to
get a degree from an accredited school in the United States, but they’re only going
to have to go to the United States for two years—for some of them, that’s a large
factor.
Several administrators mentioned U.S. accreditation in tandem with Japanese
Ministry recognition, suggesting that it was a prerequisite to receive Ministry recognition.
For example, one participant said, “in order to be recognized [by the Ministry of
Education in Japan], the institution has to be an accredited institution.” Participants
recognized that U.S. accreditation ensures academic quality, which is an important aspect
of establishing external legitimacy.
These legitimizing factors are explicitly displayed in the branch campus’
Prospectus. An enclosed box adjacent to the table of contents displays the IBC’s U.S.
accreditation and Ministry recognition. Page four publicizes the visit of a high ranking

97

US dignitary, emphasizing an established relationship with a recognized and credible
entity. Therefore, the IBC’s external legitimizing process exemplifies the duality of
adapting to local expectations through isomorphism while maintaining standardization of
main campus criteria.
Maintaining Internal Legitimacy
When participants answered questions regarding how the branch campus
maintains internal legitimacy, the relevant taxonomy was quality control. Evidentiary
support that emerged indicates that the ability to transfer students to the main campus and
other top-ranked U.S. schools is important. Table 11 shows the relevant taxonomy and
evidence.
Table 11
Internal Legitimacy Component Componential Analysis

Legitimacy Component
Domain:
Maintain internal legitimacy
Taxonomy:
Quality Control
Direct main campus academic oversight
Maintaining accreditation with the North
Central Association of schools
Transferability of students to the main
campus and other top-ranked U.S.
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When transferring to a school in the United States, students from the IBC must
demonstrate the same skill-sets and grade attainment that students must demonstrate
when transferring from schools located within the United States. Therefore,
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transferability of students from the branch campus is an indicator of parity with schools
in the United States and, therefore, a demonstration of quality control.
One administrator noted that the home campus regards the IBC as legitimate
because “[main campus] faculty see the product of [the IBC] and they think, yeah, that’s
a real college, that’s a real school. We’re turning out good students.”
Challenges to Sustainability
The first research question asks how the IBC has sustained itself for 25 years. The
next two components regarding challenges to sustainability and factors of sustainability
inform that question. Participants responded to questions asking about challenges and
obstacles to sustainability. Taxonomies relating to organizational challenges concerning
academic issues and cultural aspects surfaced as important.
Academic Organizational Challenges
Hiring qualified faculty emerged as the only relevant evidence under the
academic taxonomy. The main campus originally expected to implement the “fly-in”
model (Smith, 2014), which exports faculty to teach for a specified period of time.
However, that proved to be unrealistic due to the cost of educating young expatriate
children in a foreign country, and the majority of instructors at the main campus had
families with young children. As a result, the main campus had to adopt a different
model. The main campus resolved this problem by hiring native English-speaking
instructors, and later European instructors with near-native English language ability, who
were all experienced with the American learning protocol and had made Japan their
permanent residence. However, one participant reflected that this is not an easy task
saying, “Finding an instructor who can teach in English and who can teach an American-
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style education is a big challenge.” Another participant concurred explaining that, “If
you’re looking for a Philosophy teacher in Tokyo, they’re not hanging from the trees.”
Cultural Challenges
Understanding the culture in which MNCs operate is the dominant factor in
avoiding problems (Miroshnik, 2002). Participants identified understanding each other’s
culture and working together/communicating effectively as relevant cultural challenges.
Table 12 depicts relevant taxonomies and evidence of challenges to sustainability.
Table 12
Challenges to Sustainability Component Componential Analysis

Challenges to Sustainability
Component
Domain:
Challenge
Taxonomy:
Organizational
Academic
Hiring qualified faculty
Keeping the IBC curriculum up to date
Gaining initial accreditation via the
regional U.S. accrediting agency
Low English for Academic Puposes
admission standards
Pressure to bring in numbers
Students not performing up to standard
after transferring to the main campus
Systematic
communication/collaboration among
main & branch campus faculties
Transforming the Japanese education
protocol expectations
Taxonomy:
Organizational
Cultural
Operating in a foreign country/culture
Understanding each other’s culture
Working together/communicating
effectively
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One participant admitted, “I couldn’t imagine that there would be those kinds of
communication and cultural barriers if I were dealing with another American
organization or another American branch.” Another recounted an example of the
difficulties involved in operating an American-style business in Japan:
Americans have a meeting, you go on the couch, you sit down, you talk about it,
you hash it out and then you say, “Ok, we’ve got an agreement.” What I’ve
learned…is that [in Japan] you’ll go and you’ll talk and you’ll bring up issues you
want to work on and there’s a lot of nodding in agreement, but it doesn’t quite
mean the same thing that it means in America…that means I hear you, I don’t
necessarily agree with you, but I hear what you’re saying and until we get it all
written down on pieces of paper, it’s all still fair game.

Another participant described the lack of cultural understanding as a reason why other
branch campuses failed: “Japanese people, you know, they don’t understand American
people, culture, and American people don’t understand Japanese culture and that was the
key things that they didn’t succeed.”
These examples identify overlapping evidence from the cultural component. The
cultural component describes Americans as more communicative, expressive, and even
outspoken whereas it describes Japanese as reticent and passive in speech. These traits
may make it easier for Americans to discuss controversial topics or openly confront
conflict. Finding ways to communicate effectively across cultures can be problematic,
which may explain why understanding each other’s culture is important. One participant
explained the importance of using “my best diplomatic, deferential skills” when
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managing conflict. When speaking about conflict, another participant explained that the
solution is:
Communication. We have to talk. Yeah, communication. All the things we have
to talk. Otherwise, it’s really difficult. The nature is different. American people
and Japanese people are different, so we really have to talk a lot. If we have any
issues, then we have to share. Then we can understand what they think, what we
think.
Sustainability
Participants responded to a question asking what has contributed to the
sustainability of the branch campus. Four relevant taxonomies emerged: the faculty, the
partnership, positioning/marketing, and recognition. This section will discuss key
findings to sustainability.
Faculty
Because the original “fly-in” model (Smith, 2014) is cost prohibitive, the idea was
abandoned and recruiting qualified faculty already in Japan became the new model. Six
of the eleven participants recognized that employing local expatriate faculty is important
to sustain the organization. One administrator confirmed that, “If you were relying on a
continual kind of change out of things, it makes for a disruptive environment. You don’t
know if the teaching’s going to be consistent if you’re bringing in faculty all the time.”
The value added to this model was express by another administrator who said, “The
faculty is already in Japan, so they are already experienced living outside of their country.
So, I think our faculty understand Japanese culture, what culture shock is, so that’s why I
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think faculty can take really good care of our students.” Table 13 illustrates facets of
sustainability.
Table 13
Sustainability Component Componential Analysis

Sustainability Component
Domain:

Participants by Campus/Role
MC MC MC BCA BCA BCA BCF BCF BCF BCF BCF
2
3
1
2
3
4
5
A1 A2 A3
1

Endurance
Taxonomy:
Faculty

X

X

X

X

X

X

Creating a sense of community

X

X

X

Faculty already live in Japan

X

X

X

X

Providing quality instruction
The faculty understands Japanese culture

X

X
X

X

X

X

X

X

X

X

Taxonomy:
Partnership

X

X

X

Administrative management by a local partner

X

X

X

Effective cross-cultural communication

X

X

Shared mission
Strong partner relationship

X

The right person at the helm [on-site Dean]
Working together toward international
education

X

X

X

X

X

X

X

X

X

X

X
X

X

X

X

X
X

X

X

X

X

X

X

X

X

X

X

Taxonomy:
Positioning/Marketing

X

Being an American college campus

X

X

X

Diversifying the student body

X

Effective recruitment

X

Increasing enrollment

X
X

Location in Tokyo

X

X

X

X

X

X

X

X

X

X

X
X

Market niche

X

X

Product demand

X

Providing an American style education

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

Taxonomy:
Recognition
Accreditation by the regional U.S. accrediting
agency
Options to transfer to colleges & universities
the United States and Japan [ie institutional
recognition of the IBC degree]
Recognition by the Japanese Ministry of
Education
The ancillary effects of Ministry recognition
[IBC can sponsor student visas & students can
obtain train pass discounts]

X

X

X

X

X

X

X
X

X

X

X
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X

X

X

X

X

X

X

Partnership
All eleven participants recognized the importance of the partnership, which is
evidenced through administrative management by a partner, effective cross-cultural
communication, and a strong relationship. The following subsections discuss each in
detail.
Administrative management.
Six of the eleven participants mentioned that operating the IBC would be difficult
without the aid of local administrative partners. One participant confirmed, “[the main
campus] didn’t have people who were fluent in Japanese to deal with taking care of the
electric bill and whatever, so they needed people who could do that.” Another participant
concurred:
It’s very difficult to run a school with no partners. For us, a lot depends on if we
have partners here. Without partners, it might be unwieldy… having partners here
is certainly a great benefit and makes it a lot easier to maintain the school.”

When asked why the partnership is important, one faculty member responded:
They offer an on the ground administration. Not academic. Academics are
handled completely through our dean, our faculty and our home campus. In terms
of everything non-academic: the facilities, the funding, the taxes, and all the nonacademic elements which I’m sure you appreciate are rather substantial. That’s
something that may be difficult for an American institution to be really focused
on running a college in Japan.
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Effective cross-cultural communication.
Just as participants identified that working together and communicating
effectively challenges sustainability, they likewise identified the importance of effective
cross-cultural communication to maintain sustainability of the IBC. One participant
noted, “You are who you are and you’re not going to be, even if exposed over a long
period of time, successful in thinking as your foreign counterparts do. You have to accept
that and proceed to understanding how to effectively communicate with them.” Another
participant shared, “American people are American people. Japanese people are Japanese
people, but we have our own culture and that’s why we need to express and get together
to understand.”
Strong Relationship.
Administrators and faculty spoke of the essence of the partnership and how the
relationship between the partners and the representatives at main campus facilitates
sustainability. The partners knew each other before the partnership began and over the
course of the partnership developed a deep level of trust. On participant stated, “[The
American and Japanese partners] have a strong personal relationship.” Another
participant described the partners’ relationship as a “…personal relationship, and you
would hear this from various people if you asked them…The [partners] knew each other
well in Japan when the partnership was put together.” Participants described the
partnership as driven by a shared commitment toward mutual goals, a strong personal
relationship, ongoing communication, and the willingness to understand each other’s
goals, share information and resolve conflict. When asked about the nature of the
partnership, one participant responded, “Trust, trust and length of time, willingness to
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engage and share information; it’s really quite that simple.” Speaking of commitment,
another replied that the main campus “took it seriously, whereas [other institutions]
looked at it as a sideline.” Regarding communication, a participant acknowledged:
The key is that we really have to talk and communicate and share the ideas which
are different. So it’s really such a strong, communicative relationship, that’s the
key thing…many American universities and colleges were not successful cause
they couldn’t talk. I think they really couldn’t have a communicative relationship.

Speaking about other branch campuses that failed, a participant said, “Everybody
didn’t do well, they changed [partners] every time. So, it doesn’t last much. But in [this],
case [the relationship] continued for many, many years. So this relationship is very, very
special.” The evidence describes sustainability from a perspective involving people and
relationships. What follows discusses evidence of sustainability pertaining to tangible
factors of positioning/marketing and recognition.
Positioning and Marketing
Participants referred to effective recruitment and an American-style education as
important evidence contributing to sustainability. Participants stated that recruiting
internationally and adapting recruiting techniques contribute to its effectiveness. One
participant said, “since [the IBC] has changed its recruiting and that it’s able to recruit
different people, it doesn’t have to just be Japanese students anymore…that’s a biggie.”
Participants described recruitment strategies, “an excellent network of contacts,” and
nontraditional sources of recruitment, such as high schools, military bases and
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international schools. One participant confirmed, “We really are in a very good position
and with good recruiting, which we have, we can go out and get a lot of students.”
However, the most widely recognized evidence of sustainability, cited by nine of
the eleven participants, is the IBC’s unique positioning as a provider of an Americanstyle education. Participants acknowledged that the branch campus offers Japanese
students an alternative to Japanese education, which is the IBC’s raison d’etre. For
example, a faculty member said, “The Japanese in general, when they come in, they want
an American experience and they want to immerse themselves. We’re offering them an
American-style college experience education and that’s exactly what we give them.”
Recognition
Participants reported that recognition by the Japanese Ministry of Education is
relevant to the sustainability of the branch campus. Ministry recognition resulted in two
important benefits: the ability for the branch campus to issue visas and provide student
identification documentation. Participants added that the ability to issue visas was
particularly important as demographic trends predicted fewer college-aged students from
which to recruit. A dwindling student body escalated competition as local colleges and
universities felt the sting of low enrollments. Over time, Japanese universities lowered
admissions standards to ensure adequate numbers. The ability to issue visas made it
possible for the branch to recruit outside of Japan, diversify the student body, and secure
future enrollments and sustainability. One faculty member stated:
Most importantly, what [gaining recognition] enabled the school to do was grant
student visas and that has absolutely changed the school and opened the
enrollment of the school. I’m sure that without that, [the branch campus] would
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still be there, but it wouldn’t be as thriving or as interesting as it is now.
Another important ancillary effect of Ministry recognition is the IBC’s ability to
issue official student identification cards. Student identification cards grant students
access to a variety of discounts, including discounts on transportation. In large Japanese
cities, public transportation is the dominant mode. After Ministry recognition, students
received discounted train passes, which six of eleven participants identified as an
important benefit. One faculty member explained that before Ministry recognition:
Our students couldn’t get student rates on train passes, which in Japan is huge,
right, because that is your life blood, your train pass. And they’re very expensive
and the student rate is quite a large discount and now our students can do that.
New Findings
Strategic Partnership
The I-R framework does not account for a local partner controlling essential
components of an MNC. For this study, a partner is an entity with which the home
campus formed a contractual alliance stipulating defined roles and responsibilities, and
other financial matters. The choice to join forces with a local partner denotes a
multidomestic strategy aligned with the goal to be locally responsive. The IBC
demonstrates local responsiveness by the partner’s control over administration,
operations, finances, expenditures, procurement, facilities, and recruitment. In this way,
the partners are responsive to local business affairs, concerned parents, and can troubleshoot problems or adapt to local conditions.
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Administrative Control
All eleven participants indicated that the partner’s administrative control is
important to the study. Participants explained that the partners consist of a team that
operates its own educational enterprise, which has goals independent of the branch.
Simultaneously, they manage and control the IBC’s administrative functions including
salary increases, hiring of additional faculty, maintaining facilities, purchasing supplies,
and marketing and recruitment. For example, even though the main campus determines
the criteria for hiring faculty and gives the final approval of new hires, the partners have
decision-making authority regarding the financial feasibility of a new hire. The majority
of participants expressed that the partnership is one of the reasons for the sustainability,
stating that the branch campus would barely be able to function without the partners.
However, while acknowledging the benefit and need of the partners, participants
mentioned that the strong financial control they maintain results in a lengthy hiring and
procurement process and sometimes limitations on expenditures.
The partners control the IBC’s staff, who are host country nationals employed by
the partner’s educational enterprise (not the main or branch campus). Staff is responsible
for carrying out the daily administrative, “back office” duties. According to Harzing
(1999), MNCs following a global strategy send expatriates abroad to oversee and ensure
global integration, which is another indicator that the IBC follows a multinational
strategy in this regard, even though it follows global strategy in terms of its curriculum,
academics, and faculty. One faculty member stated, “There’s a very clear divide between
the two worlds” regarding the job duties of expatriates and locals. The negotiations of the

109

partnership exemplify an adaptive strategy to thrive in the host country. Table 14 on the
following page depicts this taxonomy and its evidentiary support from the case study.
Table 14
Strategic Partnership Component Componential Analysis
Participants by Campus/Role
MC MC MC BC BC BC BC BC BC BC BC
A1 A2 A3 A1 A2 A3 F1 F2 F3 F4 F5

Strategic Partnership
Domain:
Control by local partners
Taxonomy:
X
Administrative Control
Host country staff responsible for
administration, operations, and recruitment
Partners determining faculty salaries,
X
raises, and benefits
Partner's management control [budget,
facilities, marketing & recruitment,
X
operations, resources]

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

Summary
In summary, the sustainability of the branch campus comprises various relevant
components. Recognition by the Japanese Ministry of Education was a catalyst to
establishing external legitimacy and sustainability. As a result, the IBC is valued as a
legitimate educational institution in the host country. Moreover, it granted the IBC
authority to offer student visa status and recruit prospective students from other countries
to study at the branch. This enabled the IBC to fill enrollment gaps due to a demographic
shift in the population of college-aged students as well as internationalize the institution.
The IBC offers a unique product, which is an American-style education. The
degree is accredited by the regional U.S. accrediting agency and is recognized in the
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United States and Japan. Therefore, students can choose to transfer to the home
institution, to another US institution, or to an institution in Japan. Parents benefit
economically by not having to send their children abroad for the first two years. More
importantly, and appealing to the Japanese cultural sensitivity to the unknown (high
uncertainty avoidance), and parents can postpone sending their children to an unfamiliar
environment until they have had an opportunity to acclimate to the expectations of an
American education.
Organizationally, a centralized locus of control from the home campus and the
partnership play an important role in the sustenance of the IBC. For the branch to offer an
American-style education, standardization of curricular and hiring criteria are controlled
by the main campus. Conversely, a local partner controls all administrative aspects of
administrative and fiduciary control including expenditures for hiring, classroom
resources, recruitment, classroom and office space and other procurements. Regarding
the split responsibility, an administrator stated, “The trick to making a partnership work
is to make sure that each partner recognizes the legitimate interests of the other. That is,
when institutions partner, that means mission critical elements of their individual
operations need to be respected by the other institution.”
This statement exemplifies the need for flexibility among partners that transcends
one partner’s desire. Similar to negotiating legitimacy in contrasting environments, where
the concept of what constitutes legitimacy may differ, recognizing and respecting the
legitimate interests of the other requires negotiation and compromise regarding aspects of
global integration, local responsiveness, and cultural understanding.
Among administrators, cultural distance is mitigated through consistent
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communication to understand and overcome cultural differences. Students are expected
to adapt to an American learning style, which is the premise upon which they enrolled.
Faculty consciously teaches students success skills in an American classroom. However,
due to linguistic and cultural differences, they make modifications to courses, content,
and presentation of material to facilitate student learning. A summary of relevant
components, domains, taxonomies, and evidence can be found in Appendix H.
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CHAPTER 5
CONCLUSION
Introduction and Overview of Study
The purpose of this study is to examine standardization and local adaptation
management strategies and practices, which have contributed to the sustainability of an
IBC that has successfully operated for 25 years in Japan. I examined these strategies and
practices through Bartlett and Ghoshal’s (1989) global integration, local responsiveness
(I-R) framework and related literature. Guided by the research questions, this chapter
provides an overview of the most relevant findings. As a result, I created a model that
progressively builds upon itself, illustrating dimensions of sustainability based on data
that emerged from the findings.
The chapter concludes with implications for practice and recommendations for
further research. This study’s findings contribute to a growing body of literature
regarding the proliferation of international branch campuses by creating a model that
extends current concepts of global integration and local responsiveness, which can be
used to guide further research regarding international branch campuses.

This study’s research questions are:

1. What are the major factors that have enabled the international branch campus
(IBC) to sustain itself for 25 years?
a. How did the IBC negotiate a foreign educational setting?
b. How did the IBC maintain its brand and reputation in a foreign country
and culture?
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c. How did the IBC balance legitimacy in two contrasting environments?
2. To what extent does Bartlett and Ghoshal’s I-R framework for MNCs help
explain the IBC’s sustainability?
a. In which areas does the IBC integrate practices between the home and host
institutions? How does it do so? Why in these areas?
b. In which areas does the IBC respond to local preferences? How does it do
so? Why in these areas?

Relevant Findings for Research Question 1
The first research question asks what major factors have enabled the IBC to
sustain itself for 25 years. A subset of questions ask about negotiating a foreign
educational setting, maintaining brand and reputation in a foreign country and culture,
and balancing legitimacy in two contrasting environments. Negotiations of the foreign
educational setting explain how the IBC overcame challenges. This topic is discussed
simultaneously with sustainability because the findings are related. Afterward, the final
two subsets of question one are addressed.
On the following page, Figure 4 depicts a general overview of the four
dimensions of sustainability, with sustainability in the middle. According to the findings,
IBC sustainability depends on four broad dimensions: the faculty, the partnership,
recognition of the IBC in the host country, and positioning and marketing of the IBC in
the host country.
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Figure 4. The four factors of IBC sustainability

Sustainability and Negotiations of the Foreign Educational Setting
Faculty and Negotiating the Challenge of Hiring Qualified Faculty
The findings in this research are consistent with other research regarding the
challenges of hiring faculty at international branch campuses. Shams and Huisman’s
(2014) research of IBCs in Malaysia and Singapore found that hiring quality faculty who
can provide instruction on par with the home campus is the greatest challenge. These
challenges arise from the cost of the “fly in” model (Smith, 2014), which confirms that
the cost of sending faculty for short or long-term sojourns is not sustainable. While the
branch campuses in Shams and Huisman’s (2014) study hired host country national
instructors, the IBC in this study negotiates this challenge by hiring American, other
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native English speaking, or European instructors experienced in Western learning
protocol, but does so by recruiting expatriates already living in the local environment.
Finding instructors who meet the home campus criteria in the host environment
contributes to the sustainability of the IBC.
The Partnership
The partnership comprises three elements: Administrative management, cross
cultural communication, and a strong relationship. Administrative management is
discussed later in the chapter during the section pertaining to the partner’s control.
Effective Cross-cultural communication.
According to Elmuti and Kathawala (2001), cultural conflict is one of the biggest
challenges international business partners face, but effective communication is essential
to any partnership. The findings of this research support this essentiality. Because
American culture is individualistic and Japanese culture is collective, a potential exists
for miscommunication and misunderstanding. Similar to findings by Adler (1991),
Griffith (2002), and Usunier (1993), the findings from this research conclude that the
partnership must engage in effective cross-cultural communication to overcome language
and cultural barriers. The findings also suggest that understanding culture facilitates
cross-cultural communication, suggesting a symbiotic relationship between effective
cross-cultural communication and cultural understanding.
During the interviews, American and Japanese administrators responded
according to Hofstede’s (1980) individualism and collectivism dimensions, respectively.
Scollon and Scollon (1994, 1995) suggest that in American culture, communication
focuses on conveying information (individualism) while in Japanese culture,
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communication emphasizes maintaining relationships (collectivism). While both
American and Japanese administrators emphasize the importance of communicating
effectively and understanding each other’s cultural perspectives to accomplish mutual
business goals, American administrators spoke of this from a linear business perspective.
Conversely, Japanese administrators spoke of this in terms of establishing mutual
collaboration, balance, and harmony. This demonstrates the subtlety of cultural
assumptions and its influence on perspective, underscoring the importance of crosscultural communication and understanding to sustain a multinational business endeavor.
Strong Relationship.
Enduring partnerships are based on objective indicators and affective attributes.
According to Mohr and Spekman (1994), important affective indicators include
commitment, coordination, interdependence, trust, quality communication, information
sharing, and joint problem-solving. The findings show that the relationship between the
IBC partners includes most of these attributes. What is unique to this partnership is that
founding partners knew each other before the official partnership began and built rapport
and trust prior to business negotiations. Rapport and trust are important to collective
cultures; therefore, cultural bridge-building nurtured the relationship. Effective crosscultural communication and understanding each other’s culture, aspects of negotiations
in the foreign educational setting, helped to sustain the relationship.
Maintenance of Brand and Reputation in a Foreign Country
The second part of research question one asks how the IBC maintains its brand
and reputation in the host environment. Regarding branding, the research results reveal
that branding is centralized by the main campus, which strives for consistency by using
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the same logos and fonts on marketing materials and documents. Mission and vision
statements on the home and host campus websites are similarly worded and make the
same points. However, the IBC’s student handbook differs by referring to the
international community. It should be noted that while consistency in branding did
appear as evidentiary support under the centralization by the home campus domain, it
was not deemed as relevant evidence to support the branch campus’ sustainability.
Furthermore, this research had a flaw in the design by not directly addressing reputation
in the interview questions.
Balancing Legitimacy in Two Contrasting Environments
Sustainability and Legitimacy
The third part of research question one concerns legitimacy. In order for
multinational corporations to establish external legitimacy, they must conform to
regulatory, social, and cultural expectations of the host country (Kostova & Roth, 2002).
Simultaneously, MNCs are under pressure to maintain internal legitimacy with the parent
company through standardization practices (Kostova & Roth, 2002). International branch
campuses face the same dual imperative (Shams & Huisman, 2012). This study reveals
that internal legitimacy applies to positioning and marketing and external legitimacy
pertains to recognition (see Figure 5).
External Legitimacy.
The results of this study show that the IBC gained external legitimacy through
Japanese Ministry of Education recognition and its national accreditation in the United
States. The connection between external legitimacy and sustainability is enhanced by
tangible benefits resulting from Ministry recognition. Ministry recognition grants the IBC
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the same rights as other Japanese universities. Relevant to the findings, these rights
include the ability to issue student identification for public transportation discounts and
provide official documentation to prospective students in other countries so they may
obtain a student visa allowing for international study at the branch campus. These
benefits were unavailable prior to Ministry recognition. These resources are symbolically
important to the IBC by raising it to the same level as Japanese universities. Confirming
Hybels (1995):
Legitimacy itself has no material form. It exists only as a symbolic representation
of the collective evaluation of an institution, as evidenced to both observers and
participants perhaps most convincingly by the flow of resources…resources must
have symbolic import to function as value in social exchange (p. 243).

National accreditation in the United States was a prerequisite to Ministry
recognition by ensuring that the IBC maintains applicable quality standards in accordance
with its regional U.S. governing accrediting agency.
Internal legitimacy.
The research reveals that the IBC’s positioning as an American-style institution is
essential to sustainability. The IBC must maintain internal legitimacy, through academic
standardization and quality control mechanisms. Whereas quality assurance develops
practices to ensure quality, quality control establishes procedures that test the
effectiveness of quality assurance measures. Participants cited the transferability of
students to the main campus and other US institutions of higher education as a relevant
sign of quality control whereby student transferability is an assessment of curricular
standardization practices with the main campus. The connection between internal
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legitimacy and sustainability lies in centralized standardization with the main campus
contributing to the provision of an American-style education. Figure 5 builds on Figure 4
by including legitimizing attributes and also findings from parts one and two of research
question one.

Figure 5. Legitimizing components of the IBC

Relevant Findings for Research Question 2
The second research question asks to what extent does the Bartlett and Ghoshal’s
(1989) global integration-local responsiveness framework for MNCs help explain the
IBC’s sustainability. The global integration-local responsiveness (I-R) framework
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comprises four typologies: The global, multidomestic, international, and transnational
strategies. The findings from this research reveal that that the IBC under study
implements aspects of both global and multidomestic strategies. International and
transnational strategies are not relevant. The next sections explain aspects of the I-R
framework relevant to sustainability.

The Influence of Global Integration (Global Strategy) on Sustainability
Consistent with the characteristics of Bartlett and Ghoshal’s (1989) global
strategy typology and with Harzing’s (1999) extended typologies of global companies,
the IBC follows a global strategy in many ways. The most prominent characteristics that
emerged describing the global typology are standardization, control mechanisms, and
expatriation in terms of curriculum and faculty.
Curriculum
The branch campus’ product is the provision of an American-style education. In
part, the branch’s operational effectiveness depends on its reputation and social appeal
(Shams & Huisman, 2014). The branch’s reputation emanates from its legitimization by
conforming to local expectations of similar institutions and by idiosyncratic positioning
to what is readily available (Czinkota, Kaufmann, & Basile 2014). Additionally,
reputational capital stems from the institution’s reputation and the reputation of the
institution’s home country (Marginson, 2006 as cited in Shams & Huisman, 2014). As
such, the IBC’s academic program should simulate the academic programming, quality,
and experience of the home campus. The IBC achieves this goal by standardizing the
curriculum.
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Although the home campus does not pre-bundle its curriculum, it uses control
mechanisms to standardize course descriptions, syllabi, course outcomes, grading scales,
and to approve additions or changes to the curriculum, which maintain quality control
and internal legitimacy. Other controls include maintaining accreditation and upholding
parity with administrative practices such as admission criteria, course catalogs, and
library catalog systems.
Faculty
The main campus applies control mechanisms to determine acceptable criteria for
hiring faculty and leverage expatriate faculty to ensure that students experience an
American-style education. The importance that the IBC places on hiring expatriate
faculty is highlighted in Shams and Huisman’s (2014) study of IBCs in Malaysia and
Singapore. They found that because of the difficulty in transferring faculty from the home
campus, the branches hire and train host country nationals. However, this is an ineffective
strategy “because it is not easy to translate the institutional culture to the local staff”
(Shams & Huisman, 2014, Cultural-cognitive pillars, para. 2). Aspects of the global
approach contribute to the provision of an American-style education, which contributes to
sustainability.
The Influence of Local Responsiveness (Multidomestic Strategy) on Sustainability
The IBC follows aspects of a multidomestic strategy that are consistent with
Bartlett and Ghoshal’s (1989) and Harzing’s (1999) typologies of multidomestic
companies in a number of ways. Even though the IBC adheres to the main campus’
criteria for faculty, they localize faculty selection by recruiting qualified instructors from
the local environment. The IBC practices local adaptation that is narrowly tailored to
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curricular elements. However, the results of this study did not reveal that curricular
adaptations to localized needs contribute to the IBC’s sustainability. Therefore, even
though curricular adaptations were deemed relevant to the study, they do not help explain
the IBC’s sustainability. There are two other relevant aspects to the study that do help
explain the IBC’s sustainability: autonomy in marketing and the partner’s control.
Autonomy in Marketing and Sustainability
The home campus gives the branch autonomy over marketing and sales, in the
form of student recruitment, which is characteristic of MNCs regardless of whether they
follow a global or local strategy (Jarmillo & Martinez, 1990). The IBC employs tactics
appealing to different cultural preferences depending on who is targeted for recruitment.
Tactics include creating bilingual marketing and promotional brochures and handbooks to
attract limited English speakers. Recruiters, who are host country nationals, highlight
different program aspects depending on whether speaking to parents, Japanese students,
or students from other countries. For example, according to Hofstede (1991), Japanese
culture is high in uncertainty avoidance meaning they are generally risk averse.
Understanding cultural differences may aid IBC recruiters who could use this knowledge
to ease parents’ minds by selling the school as a safe place for students to acclimate to
American learning styles and culture prior to transferring to the United States. The
advantage of localizing marketing based on cultural assumptions is nicely illustrated in de
Mooij’s (2014) example:
There are two distinctly different motives for using [a Walkman]. In the Western
world, the motive is to enjoy music without being disturbed by others. This was
not the motive for Masaru Ibuka—cofounder with Akio Morita of the Sony

123

Corporation—for inventing the Walkman. He wanted to listen to music without
disturbing others (p. 5).
As a part of positioning and marketing, effective recruitment is one way the IBC
is sustainable. Autonomy in marketing and recruitment efforts helps explain how local
responsiveness helps sustainability.
The Partner’s Control and Sustainability
The current literature on IBCs is largely anecdotal and fragmented, with no found
studies explicitly evaluating existing partnerships, nor partnership roles and
responsibilities. As noted by Mohr and Spekman (1994), the strategic alliance literature
emphasizes that clarity in expectations leads to successful partnerships
Home campus administrators quickly recognized that they had to enter into a
partnership in the host country to negotiate the foreign setting and sustain the IBC. Lane
(2011) confirms that:
IBCs have to deal with outfitting the campus space, obtaining information
technology, and maintaining various support systems. On the home campus, there
usually exist various support units with the responsibility for dealing with many
of these procurement issues. The branch campus usually does not have such a
support structure in place and cannot use the experts at the home campus, as most
equipment and supplies have to be purchased locally.

To navigate such issues, the IBC joined forces with a host country partner who
understands the education industry and could provide local assistance in these
administrative and operational areas. Home campus financial, administrative and
operational management of the branch were not possible due to geographic distance,
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language barriers, and a lack of understanding host country business processes. The local
partners fill this gap by managing those areas including faculty salaries and benefits,
paying bills, renting building space, purchasing classroom resources, and other back
office functions. The extent of the partner’s financial control enables them to make
decisions in these areas; therefore, they can determine, for example, whether to hire
additional faculty or to finance internet access in the building. All of the participants
interviewed agree that the partnership is essential to sustainability. The control that the
partners are able to exercise in the host country, although not part of the I-R framework,
helps to explain the IBC’s sustainability.

Summary

The Global Integration-Local Responsiveness framework is upheld as the seminal
work providing the most comprehensive typology for MNCs (Devinney, Midgley &
Venaik, 2000; Harzing, 1999). The results of this study extend the I-R framework and
apply its elements to the sustainability of IBCs. According to these findings, I have
created a progressive model capturing four dimensions that define sustainability: Faculty,
partnership, recognition, and positioning/marketing. Each dimension includes multiple
items that influence sustainability. Some of these items include global integration and
local responsiveness strategies and others include legitimizing factors.
Global integration and local responsiveness strategies help explain sustainability
by influencing multiple items within each dimension. For example within the
positioning/marketing dimension, standardizing the curriculum and academic practices is
a globally integrative strategy supporting the provision of an American-style education,
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which contributes to sustainability. Another example within the faculty dimension reveals
that hiring local faculty who meet the campus criteria implements both global and local
strategies that contribute to sustainability. In terms of legitimacy, external legitimacy
influences sustainability through local responsiveness to host country social norms.
Internal legitimacy influences sustainability by providing quality control mechanisms
through standardization of the main campus curriculum. Figure 6 ties together the
influence of global integration and local responsiveness on the dimensions of
sustainability.

Figure 6. The influence of the I-R Framework on the four dimensions of IBC
sustainability
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Implications for Practice
A single case study helps to explain a particular case and the findings are not
expected to be generalizable. However, leaders considering a brick and mortar
international branch campus model may choose to consider the following implications for
practice.
This research suggests that leaders should negotiate a balance between
standardization and adaptation. Before moving forward, leaders should decide which
areas must be standardized to the home campus to confer degrees while assessing the
extent of adaptation required to meet the needs of the local environment. Leaders should
purposefully analyze the environment to determine where, how, and why standardizations
and adaptations are made. The findings of this research suggest that a starting point for
standardization might include reviewing home country regional accreditation
requirements, institutional curricular requirements to confer degrees, and admissions
criteria. A starting point for adaptation might include understanding host country cultural
norms, local and/or regional external legitimizing factors, how to staff faculty, and the
implications of local partners.
In any international setting, there is tension to maintain standardization to the
home campus and adapt or conform to the host campus. Many of these demands are
integrated with legitimizing factors. This requires knowledge of how like institutions
establish legitimacy in the host country. The rise in global demand for an American-style
education, as evidenced by the growing number of international branch campuses,
provides a good foundation—along with accreditation—to legitimize the IBC.
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Institutions who choose a strategic partner should consider the degree of cultural
distance between countries and in which areas to determine its impact on the partnership.
For example, when working with collective cultures, consider how to develop trust and
rapport early in the relationship, and plan how to cultivate the partnership. Recognize that
there will be misunderstandings that may be cultural, linguistic, or philosophical.
Differences of opinion or perspective should be managed through a communicative
process to develop mutual understanding.
Leaders should evaluate how to position the institution in the host country and
how it fits into the local environment considering other institutional choices. Consider the
purpose of the IBC and whether it is offering a unique product, providing access to a
prestigious institution that is otherwise perceived as exclusive, or building educational
capacity in regions with limited resources.
Recommendations for Further Research
The findings from this study confirm that the field of international education
would benefit from more research to understand how other institutions approach
implementing IBCs. As a single case study, more studies of this kind are necessary to
determine the greater applicability of this model to different institutional types and in
other countries. Better understanding of this growing phenomenon may help campuses
make more prudent and purposeful decisions. Therefore, this section presents
recommendations for future research.
Institutions of higher education vary greatly and the general components of the
model presented as a result of this study offer a solid foundation and point of departure
for thinking about future case studies. The results of this study and its implications for
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practice may be used as a research guide to determine how the model can be extended,
adjusted, or refined, and then applied to IBCs in various geographic regions or
institutional types.
International branch campus partnership models vary across countries. IBCs
partner with private companies, non-profit organizations, and governments (Altbach &
Knight, 2007; Lane, 2011; McBurne & Pollock, 2000; Shams & Huisman, 2014; Wilkins
& Huisman, 2012). While the particulars of this model may not be applicable to other
types of partnerships, the findings reveal that the partnership is an important component
to sustainability. However, I know of no empirical studies focusing on how institutions
research and evaluate potential partners, differences among partnership types, the extent
of partner control, relationships between local partners, the branch campus, and home
country leaders, partnership communication and negotiation, meeting partner’s
expectations, or why such partnerships fail. Gaining a comprehensive understanding of
the pros and cons of different partnership models may help home campus leaders’
decision-making processes.
The role of branding was not relevant to this study; however, questions of
branding and reputation were not explored to the extent that they should have been.
Subsequent studies should include the relevance of branding and reputation that are
lacking from this study.
This study focused on organizational strategies influencing the sustainability of an
international branch campus. When crossing international borders, cultural influences
will emerge. These findings included aspects of culture pertaining to differences in
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education systems, teaching and learning; however, future studies may choose to focus
directly on the impact of cultural distance on sustainability.
Additionally, many IBCs have launched and failed. Researching these institutions
may uncover lessons learned to help explain why IBCs fail. By doing so, future
researchers may add to the confidence of this model if they found that aspects of it were
not implemented. A comprehensive study of failed and thriving IBCs comparing those
findings to the findings of this research would be interesting.
Conclusion
Scholarly research of international branch campuses is still in its infancy and,
therefore, empirical studies are limited. This study contributes to the existing body of
literature which currently focuses on rationales, motives and decisions to embark on such
a venture (Lane, 2011), models and trends (Lane, 2011; Verbik & Merkley, 2006), and
most recently understanding curricular and staffing issues in terms of the I-R framework
and legitimacy (Shams & Huisman, 2014). This research expands on current concepts by
building a model that identifies dimensions of sustainability, incorporating multiple items
exogenous and endogenous to the I-R framework.
This chapter uncovered elements of the I-R framework that were applicable to the
IBC and added components that were lacking from the existing framework. The chapter
concluded with a comprehensive model of a sustainable branch campus, suggestions for
practice, and recommendations for future research.
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Appendix B

Interview Questions

1a. How would you describe your national culture?
1b. How is it reflected in the development of the IBC?
2a. What have you learned about (American/Japanese) culture?
2b. How has this influenced the way you (manage, teach, perform the functions of
your job)?
3. What were/are factors contributing to the sustainability of the IBC?
4a. What were/are obstacles to the sustainability of the IBC?
4b. How did you overcome them?
5a. What challenges did you correctly anticipate?
5b. How did you manage those?
6a. What challenges were unexpected?
6b. How did you manage those?
7a. How has the IBC established legitimacy in Japan?
7b. How has the IBC maintained legitimacy with its home institution?
8a How has the IBC maintained standardization with the home institution?
8b.How has the IBC adapted to the local environment?
9. Describe the following relational aspects between the home and host institution:
a. Centralized/decentralized authority
b. Forms of external or internal control
10 .What is the role of expatriates at the IBC regarding how and why they are used?
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Appendix C
Participants

Organization

Participant Role

1
Home country college

Administrator

Home country college

Administrator

Home country college

Administrator

International Branch Campus

Administrator/Faculty

International Branch Campus

Faculty

International Branch Campus

Faculty

International Branch Campus

Administrator/Faculty

International Branch Campus

Faculty

International Branch Campus

Faculty

International Branch Campus

Administrator

Local Partner Institution

Administrator

2

3

4

5

6

7

8

9

10

11
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Appendix E
Initial List of Codes
I-R Framework
(Bartlett & Ghoshal, 1989)
Global Strategy
International Strategy
Multidomestic Strategy
Transnational Strategy

I-R Framework Variables
Cultural Dimensions
(Harzing, 1999)
(Hofstede, 1986)
Environment/Industry
Power Distance
Corporate Strategy
Uncertainty Avoidance
Organizational Design
Individualism/Collectivism
Subsidiary Role
Masculinity/Femininity
Subsidiary Structure
Long/short Term Orientation
Control Mechanisms
Human Resources
Interdependence
Local Responsiveness
Expatriation
Challenges to International Branch Campuses
(from the literature)
Internal to the IBC
External to the IBC

Academic Freedom
*Cultural Conflicts
Accreditation
*Cultural Imperialism
Administration
*Foreignness
*Cultural Conflicts
*Maintaining Brand
*Cultural Imperialism
*Maintaining Quality
*Maintaining Brand
Organizational Legitimacy
*Maintaining Quality
Regulatory Environment
*Foreignness
Partnerships
Staffing
*Indicates challenges both internal and external to IBCs
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Appendix F
Domain Analysis
Global Strategy Component
Included Terms:
Academic faculty contracts signed by Dean and
partners
Conferring degrees & issuing transcripts in the main
campus' name
Consistency in branding
Expecting a steady stream of transfer students to the
main campus
Hiring a Dean experienced with the American learning
protocol
Hiring an expatriate Dean under contract from the
main campus to ensure that the goals of the main
campus are carried out
Hiring expatriate (non-host country national) facutly
experienced with the American learning protocol
Main campus approval of new and/or changes to
courses
Main campus approval of textbooks
Main campus determining categories of faculty
evaluation and how evaluations are made
Main campus determining what constitutes a qualified
faculty member
Maintaining accreditation with the U.S. regional
accrediting agency
Standardinzation with main campus administrative
processes [admissions criteria, course catalog, library
catalog system]
Standardization with main campus' curricular
processes [course descriptions, curriculum, grading,
outcomes, syllabi]
Standardization with main campus policies
[antidiscrimination, diversity, and sexual harassment]
Storage of official records at the main campus
Students at the IBC learning/applying the American
learning protocol
Visits from the main campus
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Semantic Relationship:
cause-effect
Cover Term:
…is a result of…

Centralization
by home
campus

Global Strategy Component

Included Terms:
American faculty dependent on Japanese
administration
Budget control
Decision-making
IBC adds to partner's business legitimacy
IBC as a source of revenue
IBC is a recruitment tool for the partner's
business
Main campus as benevolent overlord
Main campus as provider of academic
program, official student documents,
admissions and other institutional policies
Main campus as symbol of legitimacy &
accreditation
Main campus curricula
Partners as administrative managers
Partners as financial managers
Partners as operations managers
Recruiting students directly to the IBC
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Semantic Relationship:
Attribution
Cover Term:
…is an attribute of… Dependency

Multidomestic Strategy Component
Semantic
Relationship:
Strict inclusion

Included Terms:

Adapting semester cycles
Adapting activities and clubs
Adjusting course content/offerings
Adjusting the delivery of instruction
(language & concepts)
Altering communication & interaction styles
Autonomy with marketing and recruitment
methods
Implementing psychological counseling
Implementing the Open College for nondegree seeking students
Offering a community lecture series
Offering Special Sessions for academic
students needing additional help
Organizing local and national conferences
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…is a kind of…

Cover Term:
Local
Responsiveness

Cultural Component

Included Terms
Accepting & repsecting differences,
individualism, uniqueness & diversity
Adaptability
American learning protocol [Socratic
learning, critical thinking, interaction,
participation, research, citations,
plagiarism]
Autonomy in teaching
Being informal
Freedom and independence
Melting Pot
Not afraid of conflict
Not biological-a decision made by
ancestors
Participatory citizenship
Questioning authority
Talkative

Semantic
Relationship:
Attribution

Cover Term:

…is an attribute of…

American
Culture/Education
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Cultural Component
Semantic
Relationship:
Attribution
…is an attribute
of…

Included Terms

Being apologetic
Being insular
Conflict averse
Conforming according to social
conventions…how to
Devaluing interchange of thoughts and ideas
Discourages questioning given wisdom
Doing as your told
Group-orientation
Hierarchy
Japanese learning protocol [Insufficient
instruction of research methods including
plagiarism and citations, lack of teaching critical
thinking, not comfortable of speaking up]
Keeping thoughts and feelings inside
Lack of ethnic variation
Lack of understanding of diverse populations
Memorization
Nature-loving
Not being able to say, “no” to teacher
Passiveness
Politeness
Respect for authority & others
Students say what they think the teacher wants to
hear
Structured and systemic, not spontaneous, rigid
Students are passive receptacles of knowledge
Teacher is master
Teaching socialization and functioning as a
team/lack of independent thinking
Traditional
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Cover Term:
Japanese
Culture/Education

Legitimacy Component

Included Terms:
A strong and dedicated faculty

Semantic
Relationship:
Means-end

Cover Term:
Establish legitimacy with
the host country (External
…is a way to… legitimacy)

Connections with local U.S. dignitaries
and Japanese officials
Establishing a consistent network of
contacts through recruiting
Expectional success in the English for
Academic Purposes program
IBC graduates successfully transferring
to the main campus, other well-known
schools in the U.S., and schools in Japan
Maintaining academic standards with the
main campus
Maintaining accreditation with the U.S.
regional accrediting agency
Providing an American Style education
Staying in business for 25 years
Recognition from the Japanese Ministry
of Education
The IBC organizing an annual national
conference
The IBC's affiliation with an four-year
American college
The IBC's community lecture series
Implementing the Open College for nondegree seeking students
The IBC's quality of teaching
The IBC's written literature and
recruitment tools
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Legitimacy Component

Included Terms:

Semantic
Relationship:
Means-end

Cover Term:
Maintain legitimacy with
Direct main campus academic oversight
main campus (Internal
…is a way to… legitimacy)
IBC faculty not passing students who
don't perform
IBC faculty teaching college-level study
skills [research, citations]
Main campus and IBC collaboration
Maintaining academic standards with the
main campus
Maintaining accreditation with the U.S.
regional accrediting agency
Maintaining parity with main campus
course objectives and expectations
Maintaining the integrity of the IBC
through communication with the main
campus and keeping everyone "in-check"
Transferability of students to the main
campus and other top-ranked U.S.
schools
Vetting faculty hires through the main
campus
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Challenges to Sustainability Component
Included Terms:
Acts of God
Change in the global economy
Changing demographics
Competition
Cost of doing business in Tokyo
Defining partnership responsibilities
Doing business in a foreign country
Expectations of deferring to partners
Gaining initial accreditation via the U.S.
regional accrediting agency
High level of administrative/fiduciary
control by partners
Hiring qualified faculty
Keeping the IBC curriculum up to date
Lack of budget allocation control
Lack of financial transparency
Lack of space
Leadership at a distance
Leadership changes
Length of time required to negotiate change
with partners
Low English for Academic Puposes
admission standards
Operating in a foreign country/culture
Pressure to bring in numbers
Previous bad partners
Students not performing up to standard after
transferring to the main campus
Systematic commuication/collaboration
among main & branch campus faculties
Terrorism
Transforming the Japanese education
protocol expectations
Understanding each other’s culture
Working together/communicating
effectively

144

Semantic Relationship:
Strict inclusion
…is a kind of…

Cover Term:
Challenge

Sustainability Component
Semantic
Relationship:
Rationale

Included Terms:
Accreditation by the U.S. regional accrediting
agency
…is a reason for…
Administrative management by a local partner
Being an American college campus
Creating a sense of community
Diversifying the student body
Effective cross-cultural communication
Effective recruitment
Faculty already live in Japan
Increasing enrollment
Location in Tokyo
Market niche
Options to transfer to colleges & univerisities
the United States and Japan [ie institutional
recognition of the IBC degree]
Product demand
Providing an American style education
Providing quality instruction
Recognition by the Japanese Ministry of
Education
Shared mission
Strong partner relationship
The ancillary effects of Ministry recognition
[IBC can sponsor student visas & students can
obtain train pass discounts]
The faculty understands Japanese culture
The right person at the helm [on-site Dean]
Working together toward international
education
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Cover Term:
Endurance

Strategic Partnership Component
Semantic Relationship:
Included Terms:
Cause-effect
Host country staff responsible
for administration, operations,
and recruitment
English for Academic Purposes
faculty contracts through the
Partners determining admissions
standards for English for
Academic Puposes program
Partners determining faculty
salaries, raises, and benefits
Partner's management control
[budget, facilities, marketing &
recruitment, operations,

…is a result of…
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Cover Term:

Partner's control

Appendix G
Taxonomic Analysis
Global Strategy Component
Domain:

Taxonomy:
Bureaucractic
Centralization by home campus formalized control

Output control

Personal centralized
control
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Evidence:
Academic faculty contracts signed by Dean and
partners
Conferring degrees & issuing transcripts in the
main campus' name
Consistency in branding
Maintaining accreditation with the U.S. regional
accrediting agency
Same admissions criteria
Standardinzation with main campus
administrative processes [admissions criteria,
Standardization with main campus' curricular
processes [course descriptions, curriculum,
grading, outcomes, syllabi]
Standardization with main campus policies
[antidiscrimination, diversity, and sexual
Storage of official records at the main campus
Expecting a steady stream of transfer students
to the main campus
Students at the IBC learning/applying the
American learning protocol
Hiring a Dean experienced with the American
learning protocol
Hiring an expatriate Dean under contract from
the main campus to ensure that the goals of the
main campus are carried out
Hiring expatriate (non-host country) facutly
experienced with the American learning
Main campus approval of new and/or changes to
Main campus approval of textbooks
Main campus determining categories of faculty
evaluation and how evaluations are made
Main campus determining what constitutes a
qualified faculty member
Visits from the main campus

Global Strategy Component
Domain:

Taxonomy:
IBC dependency

Dependency

Main campus
dependency
Partner dependency
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Evidence:
American faculty dependent on Japanese
administration
Budget control
Decision-making
Recruiting students directly to the IBC
Main campus as benevolent overlord
Main campus as provider of academic program,
official student documents, admissions and
other institutional policies
Main campus as symbol of legitimacy &
accreditation
Partners as administrative managers
Partners as financial managers
Partners as operations managers
IBC adds to partner's business legitimacy
IBC is a recruitment tool for the partner's
business
IBC as a source of revenue
Main campus curricula

Multidomestic Strategy Component
Domain:
Local
Responsiveness

Taxonomy:

Evidence:

Curricular

Adjusting course content/offerings

Outreach

Student
Services

Adapting semester cycles
Adjusting the delivery of instruction
(language & concepts)
Altering communication & interaction
styles
Autonomony with marketing &
recruitment methods
Implementing the Open College for
non-degree seeking students
Organizing local and national
conferences
Offering a community lecture series
Adapting activities and clubs
Implementing psychological
counseling
Offering Special Sessions for academic
students needing additional help
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Cultural Component

Domain
Taxonomy
American
Culture/Education Individualism

Power Distance
(Low)

Evidence
Accepting & repsecting differences,
individualism, uniqueness & diversity
American learning protocol [Socratic
learning, critical thinking, interaction,
participation, research, citations,
plagiarism]
Autonomy in teaching
Freedom and independence
Not biological-a decision made by
ancestors
Talkative
Melting Pot
Questioning authority

Uncertainty
Adaptability
Avoidance (Low)
Being informal
Not afraid of conflict
Participatory citizenship
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Cultural Component
Domain
Taxonomy
Japanese
Collectivism
Culture/Education

Evidence
Being insular
Conforming according to social conventions…how
to…
Group-orientation
Japanese learning protocol [Insufficient instruction
of research methods including plagiarism and
citations, lack of teaching critical thinking, not
comfortable of speaking up]
Keeping thoughts and feelings inside
Nature-loving
Passiveness
Politeness
Teaching socialization and functioning as a
team/lack of independent thinking
Traditional

Power Distance
(High)

Being apologetic
Devaluing interchange of thoughts and ideas
Discourages questioning given wisdom
Doing as your told
Hierarchy
Not being able to say, “no” to teacher
Respect for authority & others
Students are passive receptacles of knowledge
Students say what they think the teacher wants to
hear
Teacher is master

Uncertainty
Avoidance (High)

Conflict averse
Lack of ethnic variation
Lack of understanding of diverse populations
Memorization
Structured and systematic, not spontaneous, rigid
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Legitimacy Component
Domain:
Establish legitimacy with the
host country (External
legitimacy)

Taxonomy:

IBC Academic Program

IBC linkages with
official, authentic and

Building Awareness
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Evidence:

A strong and dedicated faculty
Expectional success in the English for
Academic Purposes program
IBC graduates successfully transferring
to the main campus, other well-known
schools in the U.S., and schools in Japan
Maintaining academic standards with the
main campus
Providing an American Style education
The IBC's quality of teaching
Connections with local U.S. dignitaries
and Japanese officials
Maintaining accreditation with the U.S.
regional accrediting agency
Recognition from the Japanese Ministry
of Education
The IBC's affiliation with an four-year
American college
Establishing a consistent network of
contacts through recruiting
Staying in business for 25 years
The IBC organizing an annual national
conference
The IBC's community lecture series
Implementing the Open College for nondegree seeking students
The IBC's written literature and
recruitment tools

Legitimacy Component
Domain:

Evidence:

Taxonomy:

Maintain legitimacy with main American
campus (Internal legitimacy) Teaching Criteria

Quality

IBC faculty not passing students who
don't perform
IBC faculty teaching college-level study
skills [research, citations]
Assurance Main campus and IBC collaboration
Maintaining academic standards with the
main campus
Maintaining parity with main campus
course objectives and expectations
Maintaining the integrity of the IBC
through communication with the main
campus and keeping everyone "in-check"
Vetting faculty hires through the main
campus
Control
Direct main campus academic oversight
Maintaining accreditation with the U.S.
regional accrediting agency
Transferability of students to the main
campus and other top-ranked U.S.
schools
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Challenges to Sustainability Component
Domain:
Taxonomy:
Evidence:
Challenges Organizational Academic
Hiring qualified faculty
Keeping the IBC curriculum up to date
Gaining initial accreditation via the U.S.
regional accrediting agency
Low English for Academic Puposes
admission standards
Pressure to bring in numbers
Students not performing up to standard
after transferring to the main campus
Systematic commuication/collaboration
among main & branch campus faculties
Transforming the Japanese education
protocol expectations
Cultural
Operating in a foreign country/culture
Understanding each other’s culture
Working together/communicating
effectively
Financial
Lack of budget allocation control
Lack of financial transparency
Leadership Leadership at a distance
Leadership changes
Logistics
Doing business in a foreign country
Lack of space
Length of time required to negotiate
change with partners
Partnership Defining partnership responsibilities
High level of administrative/fiduciary
control by partners
Preveious bad partners
Expectations of deferring to partners
Known
Changing demographics
Competition
Environmental
Cost of doing business in Tokyo
Unknown
Acts of God
Change in the global economy
Terrorism
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Sustainability Component
Domain:
Taxonomy:
Endurance Faculty

Evidence:
Faculty already live in Japan
Creating a sense of community
Providing quality instruction
The faculty understands Japanese culture
Administrative management by a local
Partnership
partner in the field of education
Effective cross-cultural communication
Shared mission
Strong partner relationship
The right person at the helm [on-site
Dean]
Working together toward international
education
Positioning/Marketing Being an American college campus
Diversifying the student body
Effective recruitment
Increasing enrollment
Location in Tokyo
Market niche
Product demand
Providing an American style education
Accreditation by the U.S. regional
Recognition
accrediting agency
Options to transfer to colleges &
universities the United States and Japan [ie
institutional recognition of the IBC
degree]
Recognition by the Japanese Ministry of
Education
The ancillary effects of Ministry
recognition [IBC can sponsor student
visas & students can obtain train pass
discounts]
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Strategic Partnership Component
Taxonomy:
Domain:
Partner's control

Evidence:

Administrative Control

Non-Academic
Instructional Programs
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Host country staff responsible
for administration, operations,
and recruitment
Partners determining faculty
salaries, raises, and benefits
Partner's management control
[budget, facilities, marketing
& recruitment, operations,
resources]
English for Academic
Purposes faculty contracts
through the partners
Partners determining
admissions standards for
English for Academic
Purposes program

APPENDIX H
Summary of Relevant Components, Domains, Taxonomies, and Evidence
Component:

Domains

Taxonomies

Evidence

Global Strategy

Centralization by home
campus

Multidomestic
Strategy

Local responsiveness

Bureaucratic Formalized Maintaining accreditation with the regional U.S.
Control
accrediting agency
Standardization with main campus administrative
processes [admissions criteria, course catalog, library
catalog system]
Standardization with main campus' curricular
processes [course descriptions, curriculum, grading,
outcomes, syllabi]
Hiring a Dean experienced with the American learning
Personal Centralized
protocol
Control
Hiring expatriate (non-host country national) faculty
experienced with the American learning protocol
Main campus approval of new and/or changes to
courses
Main campus determining what constitutes a qualified
faculty member
Curricular
Adjusting course content/offerings
Adjusting the delivery of instruction (language &
concepts)
Autonomony with marketing & recruitment methods

Outreach
Cultural

American culture/education

Individualism

Japanese culture/education

Collectivism

American learning protocol [Socratic learning, critical
thinking, interaction, participation, research, citations,
plagiarism]
Accepting & respecting differences, individualism,
uniqueness & diversity
Japanese learning protocol [Insufficient instruction of
research methods including plagiarism and citations,
lack of teaching critical thinking, fear of speaking up]

Uncertainty Avoidance
Legitimacy

Challenges to
Sustainability

Establish legitimacy with the
host country

IBC linkages with
official, authentic and
appropriate entities

Maintaining accreditation with the regional U.S.
accrediting agency
Recognition from the Japanese Ministry of Education

Maintain legitimacy with the
home country
Challenge

Quality control

Transferability of students to the main campus and
other top-ranked U.S. schools
Hiring qualified teachers
Understanding each other’s culture

Academic
Cultural

Working together/communicating effectively
Strategic
Partnership

Partner's control

Administrative control

Management [budget, facilities, marketing &
recruitment, operations, resources]
Native host country staff responsible for
administration, operations, and recruitment

Sustainability

Endurance

Faculty

Faculty already live in Japan

Partnership

Administrative management by a local partner
Effective cross-cultural communication

Positioning/Marketing

Strong relationship
Effective recruitment

Recognition

Recognition by the Japanese Ministry of Education

Providing an American style education
The ancillary effects of Ministry recognition [IBC can
sponsor student visas & students can obtain train
pass discounts]
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