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ABSTRACT: Shortage of top qualified IT professionals and recruiting them from abroad have
become current issues in European, including Finnish, high technology firms. As recruiting
people from other countries and cultures may be different from domestic recruitment, the pres-
ent study finds out that the Salient issues of such recruitment are fourfold: (1) recruits do not
only bring in technical skills, but they also may facilitate the employing firm’s internationalisa
tion; (2) recruits cross-cultural adaptability and family flexibility are important yet often ne-
glected factors behind their success or failure; (3) in such recruitment process, firms pose chal-
lenges of geographical-logistical distances and cultural differences in communication; and (4)
due to Finland’s peripheral position, proper communication of the Finnish high quality of life
and advanced technology are important in attracting good recruits. Moreover, there are notable
differences between the recruits of different nationa -cultural backgrounds: for instance Russian
recruits regarded proximity to Russia as an important argument, while Indian recruits were less
easily attracted by any other factors than good income.
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TIIVISTELMA: Pitevien informaatioteknol ogia-ammattilaisisten puute ja naiden rekrytointi
ulkomailta on noussut ajankohtaiseksi teemaksi eurooppalaisissa ja siten myds suomalaisissa
teknol ogiasektorin yrityksissa. Taman tutkimuksen mukaan rekrytoiminen ulkomailtaja vierais-
ta kulttuureista poikkeaa kotimai sesta rekrytoinnista etenkin neljan keskeisen tekijan osata: (1)
Ulkomailta rekrytoidut eivét vain tuo mukanaan teknistd kompetenssiaan, vaan he usein myds
edistévat uuden tyonantajayrityksensa kansainvalistymista. (2) Ulkomailta rekrytoidun henkilon
sopeutumiskyky uuteen kulttuuriin Suomessa ja hdnen perheensi joustavuus ovat keskeisid
elementtej& onnistuneessa kansainvalisessa rekrytoinnissa, joskin ndma elementit j&avét rekry-
kansainvaliseen rekrytointiin erityisia haasteita. (4) Suomen periferisen sijainnin vuoksi on tar-
keda tarjota asiallista tiedotusta Suomen korkeasta elédménlaadusta ja teknologisesta kehityk-
sestéd. Néiden neljan keskeisen tekijan liséksi tutkimuksessa nousee esille eroja eri maista ja
kulttuureista tulevien rekrytoitavien henkiliden valilla. Esimerkiksi vendéisille Suomen sijainti
lahella entistd kotimaata oli tarked peruste hakeutua suomalaiseen yritykseen, kun taas in-
tialaisia voidaan motivoida lahinnd vain hyvalla pakalla

AVAINSANAT: informaatioteknol ogia-ammattilai set, maahanmuutto, rekrytointi, Suomi, tek-
nol ogiasektori
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1 INTRODUCTION

Increasing labor shortage, particularly of qualified Information Technology (IT) profes-
sionals has recently become a topic of major economic and political discussion in severa
European societies, including for instance Finland, France, Germany, and the Netherlands
(Ylanko 2000). In Finland, the IT sector has been identified as one with particularly severe
shortage of qualified resources (Rantala 1999), yet aso some other industries, such as
shipbuilding, have been put forward in Finnish newsmedia (Hyvérinen 2001). Conse-
quently, recruitment of IT professionas from abroad and their immigration have been pro-
posed as a solution to the labor shortage, yet very controversial arguments have been put
forward in this context (Forsander 2000). Moreover, it has been argued that immigration-
based countries, such as the United States and Australia, are in a more advantageous situa-
tion, because their societies and companies are better prepared to recruit and receive skilled
workforce from abroad (Ylanko 2000). At the same time, competition for the best IT pro-
fessionals on the globa market is hard, since many countries are lacking these scarce re-
sources and are therefore competing for them.

Over the last thirty years the amount of research on recruitment has increased
strongly (Breaugh & Starke 2000). Nevertheless, severa authors still emphasize that there
is a sdlient need for further research on the recruitment and selection process. Barber
(1998) states that the existing research on the recruitment process seems to be still far too
simple to adequately capture the complex recruiting environment. Breaugh & Starke
(2000) claim further that more studies should be designed with an appreciation of the com-
plexity of the recruitment process. Barber (1998) states also that significantly more re-
search has focused on the applicant perspective than on the organizational perspective and
in order to fill this gap, Rantala (1999) suggests that new information is needed especially
about the demand side of the labor market, i.e. about organizations' recruitment practices.
Barber (1998) claims further that there is still not enough knowledge about how recruit-
ment issues vary across industries or across occupations. All of these arguments are valid
as to recruitment in general. When one keeps in mind the complexities of international re-
cruitment, the need for research becomes even more apparent.

The competition for the highly skilled workforce on the global market can be seen
as one aspect that creates even more complexity in the recruitment process. The recruit-
ment practices that work well on the home labor market are not necessarily bringing skilled
workforce from abroad to work in Finland. The decision that a foreign applicant has to
make in order to start an employment in Finland is not only accepting the job offer, but
also to moving to a new country and starting life there. That’s why in the process of re-
cruiting employees from abroad, besides attracting them to come to work in a particular
company, an additional aspect is attracting them to come to work in Finland. In the same
way the selection process might get more complex when the applicants come from differ-
ent countries. Comparing the applicants and selecting the best one in a very heterogeneous
group might be quite a challenging task for the selecting company. Additionally, also in the
selection process it’s important to take some cultural aspects into consideration, for in-
stance the applicant’ s probabl e adaptability to the new cultural environment.

In the field of international recruitment and selection there is quite alot of research
done about the topic in the case of expatriates. These studies are typically concerned with
the situation where a company sends employees to work abroad in its foreign units. (See
e.g. Dowling & Welch & Schuler 1999, Black & Gregersen & Mendenhall 1992.) Re-



cruitment from abroad, on the contrary, has not yet attracted equal amount of research.
Some studies have been conducted on the multicultural working environment and cross-
cultural forms of domestic management that follow the international recruitment and se-
lection (Trux 2000). There is also research on motivation of foreign employees working in
another cultural context (Hytonen 1998). Nevertheless, a gap remains in research on re-
cruitment from abroad. Therefore, more research is needed on such questions as, for exam-
ple, how companies attract job applicants from abroad, how they assess and select foreign
applicants, how the processes of international recruitment differs from those of domestic
recruitment, and what is the role of the company’s home country in international recruit-
ment.

As the issue of recruitment of technology experts from abroad is very relevant for
high technology sector companies and as there is a respective research gap, the present
study endeavors to contribute toward filling the research gap by focusing on Finnish com-
panies’ recruitment processes and issues of recruiting IT professionals from abroad.

2 PROPOSITIONS

According to discussions in Finnish public media, there seems to be several issues that
emerge when the Finnish high technology firms recruit IT professionals from abroad.
Among them are: shortage of qualified resources in Finland; availability of such resources
abroad, particularly in countries such as India and Russia, that have good level of educa
tion in quantitative sciences and notably lower salary level than in Finland; differences in
the recruitment processes when recruiting domestically or internationally; and difficulties
in attracting skilled people to Finland, due to Finland's disadvantaged location and high
taxation (livonen 2000, Laatikainen 2000, Paalosalo 2000, Saksa 2000, SIminnakija
1/18/2001; see aso Forsander 2000, Y1anko 2000). The arguments can be crystallized in
the following four factors:

Competence need dimension,
Competence recruitment dimension,
Distance dimension, and

Finland dimension.

In the following these factors are studied in detail and propositions on them will be put
forward accordingly.

2.1 Companies Need for Competencies — The Competence Need Di-
mension

When companies recruit employees, a major reason for that is to acquire various types of
competencies that companies need for functioning successfully. When a company recruits
people with technical competencies, like IT professionas, it appears reasonable to presume
that they are trying to fill their technological competence needs. When such recruitment is



done from abroad, it can further be hypothesized that, at least sometimes, the companies
attempt also to attract people who might benefit the company not only with their technical
skills, but also with their knowledge of their home countries markets and customers.
Therefore, the following proposition can be put forward:

Proposition 1 Companies recruit IT professionals from abroad in order to fill such technical
and internationalisation gaps in their HR competence profiles that are difficult
to be filled through domestic recruitment.

The domestic shortage of qualified IT resources has resulted in difficulties to recruit do-
mestically. It has aso resulted in increased salaries and benefits, which in turn dilute the
profitability of the firm. These disadvantages can be avoided by recruiting IT professionals
from abroad, which calls for arguing that:

Proposition 1a Finnish high technology companies recruit IT professionals from abroad, due
to shortage of qualified resources in the domestic labor markets.

The Finnish companies have their home base in a country with small and open domestic
economy (Luostarinen 1979). Due to the openness of their domestic markets and due to the
global nature of high and emerging technologies, the Finnish high technology companies
face competition from abroad from the very beginning of their business life cycle. Moreo-
ver, their domestic markets in Finland are often too small to provide adequate customer
base. (Korhonen 1999, Luostarinen & Korhonen & Jokinen & Pelkonen 1994) Conse-
quently, the Finnish high technology companies need to internationalize in relatively early
stage of business life cycle. It is therefore possible to claim that because the Finnish high
technology companies are developing products to international markets, they can benefit
their product development by undertaking the development by international teams of ex-
perts, who know the foreign target markets and their needs, technically and culturally.
Therefore, this inward internationalisation of human resources suggests that it seems also
reasonabl e to presume that:

Proposition 1b Facilitating their internationalisation processes is also a reason for the Finnish
high technology companies when they recruit IT professionals from abroad.

Facilitating the internationalisation process of the company can take place through differ-
ent ways: it may include increasing innovativeness through bringing cultural and interna-
tional diversity in the organization (Bartlett & Ghoshal 1989, Trux 2000, Harvey & Speier
& Novocevic 1999), bringing in international management skills, increasing knowledge on
the company’s foreign target markets (Deresky 1997), and bringing in native language
skillsin customers mother tongues (Raban 1991).

2.2  ldentifying Skilled Employees from Abroad — The Competence Re-
cruitment Dimension

When companies recruit technology experts from abroad, they are obviousy attempting to
get new employees with high quality technological skills. Nevertheless, it is important to
keep in mind that a new recruit from abroad needs to move to a new country, Finland in



the present study, and cultural environment to start the job. Consequently, the “hard” tech-
nology skills of the recruit are not the only relevant ones, but his ability to accommodate
himself in the new country and culture may also play an important role behind the success
or failure of the whole recruitment case. More specificaly, if the recruit does not feel satis-
fied in the new country and culture, there is alikelyhood that he or she decides to return to
his or her native country, in which situation the company looses the very technology skills
that the recruit was recruited for (see e.g. Dowling & Welch & Schuler 1999).

Previous research on expatriates has established that one’s adaptability to the new
culture is one of the key factors behind success and failure of expatriate assignment (Tor-
biorn 1982, Deresky 1997, Kauppinen 1994, Sappinen 1992, Tung 1988, Wild & Wild &
Han 2000) and should therefore be taken in account when selecting managers for expatri-
ate assignments (eg. Black & Gregersen & Mendenhall). Based on Black, Mendenhall and
Oddou (1991), Kauppinen (1994) further discusses that the key individual-related factors
that contribute toward a positive cross-cultural adjustment are motivation, training, previ-
ous international experience, accurate expectations, self confidence, relation skills and per-
ception skills. In addition to the individual expatriate himself, previous studies aso
strongly suggest that the success or failure of an expatriate depends strongly on his fam-
ily’s adaptation to the new environment (Black 1988, Black & Gregersen 1991, Black &
Gregersen & Mendenhall 1992, Black & Stephens 1989, Kauppinen 1994, Tung 1988). It
has further been noted that recruits with career-oriented spouses are difficult to be acco-
modated for overseas assignments (Stephens & Black 1991, Harvey 1998). If these factors
are applied to aforeign recruit in the present study, it appears reasonable to put forward the
following proposition:

Proposition 2 The recruits’ cultural adaptability and family flexibility, after technical skills,
are among the main selection criteria when Finnish companies recruit IT pro-
fessionals from abroad.

It is interesting to note that based on extensive literature review, also Dowling, Welch and
Schuler (1999) highlight these same three factors — technical, cross-cultural and family
suitability — as the most important recruit-related ones in expatriate recruitment.

2.3  Recruiting from Abroad — The Distance Dimension

Previous literature on recruitment usually describes recruitment as a process that proceeds
in several subsequent steps. According to Storey & Wright (2001), for instance, the steps
are defining vacancy, attracting applicants, assessing candidates and making the final deci-
sion. When a company recruits employees from abroad, it by definition recruits across na-
tional borders. As such, it can be presumed that the general steps of a recruitment process
are the same in both domestic and international recruitment, but the cross-border interac-
tion adds its additional challenges and characteristics to the process. Compared to a do-
mestic recruitment approach, international recruitment usually involves several impeding
elements, such as interacting over longer geographical and logistical distance, a possible
need to use foreign language in communications, communicating and understanding over
cultural differences, and possibly communicating over time-zone differences. Conse-
quently, the following proposition can be put forward:



Proposition 3 Recruitment processes of IT professionals from abroad are different than
those when recruiting domestically, due to greater geographical and cultural
distance between Finland and the recruits’ home countries.

The geographic distance and possible time-zone difference make it technicaly harder to
communicate between a company and potentia recruits. Moreover, they may aso make
the recruitment more costly, as arranging face-to-face interviews would necessitate re-
cruitment-related travelling. Large multinational companies can avoid much of these costs
and inconveniences by vesting the recruitment interviews to the HR staff of their overseas
units in the recruits home countries. Nevertheless, because most of the Finnish high tech-
nology firms are rather small enterprises than large multinationals (Luostarinen & Korho-
nen & Jokinen & Pelkonen 1994), they do usually not enjoy this advantage. Consequently,
they have to adjust their recruitment processes to overcome the logistical inconvenience
and reduce the costs. This can be done in severa different ways, for instance, by using the
Internet as atool to attract applicants, by utilizing employee referrals and informal business
networks of related companies and local customers in identifying potential recruits, by us-
ing local employment agencies and consultants for both identification and interviews, and
by using telephone and videoconferences instead of overseas travel for interviews
(Breaugh & Starke 2000, Markkanen 1999, Rantala 1999). Therefore, the following sub-
proposition has been given:

Proposition 3a The geographical distance results in that companies use telecommunications,
informal networking and local employment agencies as tools to overcome the
geographical distances and logistical disadvantages in recruitment from
abroad.

While the geographical distances may make the cross-border recruitment more costly and
logistically more inconvenient, the cultural differences involved in internationa recruit-
ment communication bring additional uncertainty in the process, because they increase the
likelihood for communication misunderstanding due to the fact that the both parties have
less common basis for mutual understanding (see e.g. Gesterland 1999, Hall 1959, Hall
1976, Koivisto 1998, Trompenaars 1993). The same is obviously true also regarding the
possible use of foreign languages between the recruiting company and the potential recruits
(see e.g. Koivisto 1998, Marschan & Welch & Welch 1997). These uncertainty elements
may even make objective evauation of the foreign applicants skills, and even formal
qualifications, more difficult. Therefore, the following sub-proposition has been put for-
ward:

Proposition 3b Cultural differences cause difficulties in proper evaluation of the foreign re-
cruits.

An additional challenge that might come up while assessing the candidates from abroad is
how to compare the candidates diplomas and work experiences in an objective yet con-
sistent manner. Already among the European Union member states the whole system of
higher education is very varied (Raban 1991), which is obviously even more the case in a
global comparison. Consequently, in order to make a proper comparative evaluation of
potential recruits from different countries, the selecting company needs to know relevant
information in advance about the respective countries' higher education systems and their
equivalents in the recruiting company’ s home country.



2.4 Recruiting to Finland — The Finland, or Periphery, Dimension

The concepts of center and periphery — that is, focal or residual position in collective or
individual perception — have often been used in social and cultural studies when describing
the ways how cultures influence each other in a global setting (Y amaguchi 1992, see also
Marcus 1992, Randviir 2000). These studies often point out that the center is characterised
by attraction and pull-forces. The periphery, on the contrary, is characterised by escape
from and push-forces. The periphery plays also the roles of otherness, curiosity and chal-
lenger. The same concepts have also been used to explain economic behavior of societies
(So & Chiu 1995, see also Huntington 1996) and companies (Euro 2001). The center-
periphery distinction has also been applied in studies on cross-border migrations (see e.g.
Y lénkd 2000).

Finland is located in the northeastern corner of Europe, she suffers of cold and
rainy climate, as she has been colonized by both Sweden and Russia until 1917 (Jutikkala
& Pirinen 1984), and she speaks a “strange” language. Consequently, Finland is often con-
sidered as a residual or peripheral nation in Europe. On the other hand, Finnish Nokia's
key role and global visibility in mobile telecommunications, Finland’s membership in the
European Union, her technological and economic advancement, and perception of Finland
as a Scandinavian country with good quality of life, have redefined Finland' s international
position during the last two decades. Actually, a parallell can be taken from Japan, that was
regarded as residual and exotic when she started her modernization during the late 1800’s,
but her industrial and technological advancement together with economic growth have re-
sulted in corisation of Japan in the world arena, as So and Chiu (1995) put forward.

Nevertheless, Finland is still often considered as less “central” than the European
old colonial powers (Ylankd 2000) and Finland still “suffers’ language disadvantage, par-
ticularly when compared to the English speaking countries. Finland’s climate has obvi-
ously not been changed. Therefore, it appears reasonable to presume that Finnish compa-
nies, possibly with the exception of the world-famous Nokia, need to promote Finland as
an attractive target destination when they are competing on the top talents in international
labor markets of 1T experts. Therefore, the following proposition has been put forward:

Proposition 4 The Finnish companies pay special attention in promoting Finland as an at-
tractive destination when attracting and recruiting IT professionals from
abroad, due to Finland’s peripheral position and unpleasant climate.

Furthermore, it is interesting to note that in their relocation decision potential immigrant
recruits are not only interested in their financial benefits and the new country’s centrality in
the world economy, but also in the genera attitudes that the new country and her people
have towards foreigners (Heiskanen 2001) and in their overal quality of life in the new
country (Straubhaar 2000) in terms of general standard of living, life-style, infrastructure
and services. Therefore, one may even elaborate the Proposition 4 by presuming that some
of the Finnish companies’ arguments for Finland as a destination would include references
to good overall quality of life in Finland, social and economic stability of the Finnish soci-
ety, Finland’'s advanced technology, and interesting professional opportunities in the mo-
bile IT technologies.



3 METHODOLOGY

The purpose of the present study is to identify the key characteristics of recruitment of for-
eign technology experts from abroad, with a particular focus on recruitment of foreign IT
professionals by Finnish high technology firms. The present study is able to draw inspira
tion and parallels from previous studies on international expatriates. Nevertheless, as a
study on technology-oriented immigrant recruits, the present study explores a new phe-
nomenon.

The study is an empirica endeavour that focuses on an emerging and interesting
contemporary real-life phenomenon in the Finnish high technology industries. The identi-
fied paralels with previous research on expatriates have made it possible to approach the
phenomenon under study by formulating propositions. The propositions may either be ex-
amined against qualitative data or tested with a quantitative survey. When these two op-
tions are weighted against each other, two important aspects emerge: First, as different
firms have different needs for IT experts, recruitment of such experts from abroad may
vary depending on the company’s business, organization and other contextual issues. Sec-
ond, the present study is slanted toward an exploratory approach, because the parallels be-
tween the phenomena of inpatriate recruitment and expatriate management by in-house ex-
patriates may not be identical enough, so that the present study shall be kept open for pos-
sible observations beyond the formulated propositions. Consequently, the present study
was conducted by gathering qualitative data through in-depth interviews. Since there is
quite little known about the research phenomenon and the purpose of the study is to create
exploratory understanding of the phenomenon in its real-life company contexts, case study
was chosen as the methodol ogical approach applied. (Eisenhardt 1989, Yin 1989)

Evidence from multiple cases is generally considered more compelling, and the
overal study istherefore regarded as being more robust in comparison to single-case study
approach (Yin 1989). As the multiple case approach allows examination of similarities and
differences across cases, it facilitates the researcher in finding deviating cases and evidence
to enrich the data and strengthen the conclusions of the research (Miles & Huberman 1994,
Yin 1989).



Tablel The Six Case Companies
Overall  Nationalities Official Number Number of
Company Employed™® Company of AlEm-  Foreign Em-
Size Lang(l’{‘g)ge(s) ployees™  ployees™®
Company A Small China, Germany, Ireland, New English 108 21
Zealand, Russia, Singapore and
Venezuela
Company B Small Bulgaria, Canada, Estonia, France, English and 250 30
Hungary, India, Norway, Russia, Finnish

Swizerland, Turkey, United Kingdom,
United States

Company C Small Belgium, Denmark, Germany, New English 61 30
Zealand, Norway, Russia, Spain,
Sweden, United States

Company D Large China, Germany, Greece, India, English and 150 11
Portugal, United Kingdom Finnish

Company E Large France, Germany, India, Nether- English and 240 14
lands, Poland, Russia, United States Finnish

Company F Large Austria, Croatia, Estonia, Germany, English and 300 32
Greece, India, Portugal, Russia, Finnish

Sweden, United Kingdom

™NB) Al disclosed information in this table, except the information on overall company size, is specific to the

studied company units in Finland.

The research data of this study consist of eleven focused and open-ended in-depth
interviews with HR personnel, top management and recruiting line managers in selected
six high technology companies in Finland that had been recruiting IT professionals from
abroad during the previous twelve months. Furthermore, an additional interview was con-
ducted with Professional Connections Ltd, a leading Finnish recruitment agency that has
been active in facilitating several Finnish high technology firms' recruitments from abroad.
This interview was conducted for the purposes of verification and enhancement of under-
standing generated by interviews in the six case companies.

All research interviews were conducted by one of the Authors. The interviews were
conducted in Finnish with Finnish interviewees and in English with other interviewees. All
interviews were recorded on tape and subsequently transcribed, as that provided an accu-
rate rendition of the interviews (Yin 1989).

The case companies (their main business areas are given in parenthesis) studied are,
in the alphabetical order, the following:

e Akumiitti Ltd (application software for mobile entertainment),

»  F-Secure Corporation (datacom security products),

»  Lingsoft Ltd. (electronic language processing software and solutions),

*  Nokia Corporation, one business unit within Nokia Networks (mobile telecommunications
equipment),

e Siemens (Finland) Ltd., two business units related to each other (electronics), and

e Sonera Corporation, Sonera Zed Ltd Division (value-added services for mobile telecommu-
nications networks).




It is necessary to add here that in case of Akumiitti Ltd., F-Secure Corporation and Ling-
soft Ltd., the research covered the whole company. In Nokia Corporation, Sonera Corpo-
ration and Siemens (Finland) Ltd., only one selected business unit or division was studied.
This was done in order to bring the research data on these large companies to the same
“scale” with the other case companies that were relatively small high technology firms. As
to Siemens (Finland) Ltd., it shall further be added here that while being a subsidiary of the
German electronics giant, the Finnish subsidiary’s recruitment function operates as if it
were alocal Finnish company and therefore it was included in the company sel ection.

In the rest of the article, however, the companies are not referenced with their
proper names but they are labeled as Company A through Company F (this order being not
identical with the alphabetical order of the company names) in order to protect the com-
pany-level confidentiality required or preferred by severa of the companies. More in-
formation of the six case companies studied has been put forward in Table 1. The recruit-
ment agency whose representative was interviewed will be referenced hereinafter as Re-
cruitment Agency.
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4 RESULTS

4.1 The Technical and Internationalisation Needs — The Competence
Need Dimension

According to the Proposition 1, companies recruit IT professionals from abroad in order to
fill technical and internationalisation gapsin their HR competence profiles that are difficult
to be filled through domestic recruitment. This proposition was further divided into two
sub-propositions that focused on technical and internationalisation dimensions of the main
proposition. In the following discussion, the Proposition 1 is examined, first from its tech-
nical and then from its internationalisation argument.

When a company recruits technical staff from abroad or from its home country, the
recruits technical skills play an obviously important role. Moreover, it was proposed that
recruitment of such skills from abroad is particularly salient due to domestic skill short-
ages. Thisline of argumentation was clearly supported by the data of this research on Fin-
nish companies, as the following citation indicates:

When there is a shortage of skilled people in Finland, then you quite easily start look-
ing for them abroad. (HR Resourcing Manager, Company E)

The same phenomenon — that the companies have been facing challenges in finding skilled
people in some specific technical fields from Finland — is also demonstrated in the follow-
ing statements:

This is such a narrow branch, especially this our branch, that if we want to have skilled
people, we have to go looking for them abroad. For example, just something like anti-
virus side, practically seen we have in Finland only one top fellow, Mr. Antti Suo-
malainen [name altered], who is working for us, and that’s it. So ... in this branch in
Finland there just aren’t any people.

(HR Coordinator, Company B)

The situation has changed a little, so most likely in some branches [skilled people
from abroad] will be needed and [the need] will in a way still continue. There aren’t
just enough of those people for all companies. ... | see ... that IT as a sector has to
compete for the IT-specialists.

(HR Development Manager, Company D)

Also the internationalisation argument that was put forward in Proposition 1b is supported
by the data. Company E emphasized that increasing the international diversity of the own
organisation in Finland was a deliberate goal in Company E’s recruitment from abroad. As
illustrated in the citation below, an interviewee in Company E emphasised further that they
wanted to create international and intercultural diversity because such diversity brings sub-
stantial positive added value to their organization and their business outputs.

Diversity brings added value, you have people from different cultures doing things,
seeing things a bit different way. It's doesn’t have to be that everybody is born in Fin-
land and thinks the Finnish way. ... We want foreign people, different people, people
from different backgrounds. They have their own networks in their own countries and
that brings added value in long term, if not also in short term.
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Also in two other companies it was mentioned that they have had good experiences of the
multicultural working environment, and for instance using English as a working language.

Getting in native speakers of foreign languages was specificaly mentioned by two
companies as reasons for recruitment from abroad. Also this shall be regarded as a factor
facilitating toward company’s internationalisation “from inside” (see e.g. Forsander 2000).
An interviewee in Company C argued that their business requires them to have native
speakers of different languages, who are able to trandate and localize the company’ s prod-
ucts for their foreign customers. Also in Company A the need for having native speakers of
different languages comes from their customers. As an interviewee in Company A told:

For instance, we have customers in China, and with them it is not possible to take care
of things in English. (HR Manager, Company A)

For this reason Company A had hired an employee from Singapore who is native in Chi-
nese.

In conclusion, it can be stated that the Proposition 1 was supported by the research
data. In other words, the competence need factor plays a role when Finnish companies re-
cruit IT professionals from abroad. This is true as to the technical competencies, native
language skills and intercultural competencies.

4.2  Criteria for Qualified Recruits — The Competence Recruitment Di-
mension

When companies recruit technology experts, the recruits technology skills are, by defini-
tion, among the core selection criteria. It was further argued in Proposition 2 that when the
recruitment takes place across national borders and the selected new recruits are expected
to relocate themselves to a new country, their adaptation flexibility, in terms of cross-
cultural and family flexibility, are among the key selection criteria after the core technol-
ogy expertise. Thisiswell in line with the overall response that was brought up by the in-
terviewees when they were asked about the most important selection criteria. According to
them, the criteria are usually technology skill-based, but also assessing the candidate’ s per-
sonal fit to the job, the team and the organisation. As the below citations demonstrate, the
interviewees emphasised that it is very important to assess also a foreign candidate’s cul-
tural and family adaptability.

I think, it's the ability to adapt and come to a new country what you are constantly
trying to assess from the candidate. (President, Recruitment Agency)

It's not enough that he [the candidate] manages only in the job, but he has to manage
also in the outside world ... So definitely we take a stance on Finland and his
thoughts about Finland, and the ability and willingness of his family to come here, and
how the decision to go to Finland has been made. ... It is extremely important to take
the adjustment to the Finnish society into consideration in the assessment.

(HR Resourcing Manager, Company E)

One of the interviewees further pointed out that cultural inadaptability may result in weak-
ened retention of foreign recruitees:
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It is a loss for the both sides, the organization and the individual, if it will be noticed

within a couple of months that the selected person doesn’t adapt at all.(HR Coordinator, Company B)

The cultural adaptability was generally noted as a key factor behind success or failure of a
foreign recruit and, consequently, as an important selection criteria by the interviewees in
all of the six case companies (A, B, C, D, E and F). While the importance of cultural ad-
aptation was universally acknowledged, most interviewees further argued that it is difficult
to assess. As one interviewee put it:

Such [culturally based] ways of acting you don’t necessarily find out in any interview.
So it might come as a little surprise then. ... | don't have myself either an adequate
picture of all cultural backgrounds and such things that especially come out in a
working environment. So maybe that is information that | would need also myself
when recruiting.

(Product Development Manager, Company F)

Considering what was told above, it is not surprising to note that many companies actually
used quite unsystematic or even amateurish methods for assessing their potential foreign
recruits cultural adaptability. For instance, an interviewee in Company C suggested that
people who have traveled alot and speak several languages could, maybe, adapt easier to a
new environment. An interviewee in Company A mentioned that usually they were more
certain in the selection situation, if the foreign candidate had already spent some time in
Finland, for instance as a student. Also family connections to Finland were pointed out as
indicators of a person’sintent to adapt to the Finnish society and culture.

The interviews gave also some emphasis on the candidate’s home culture and it's
disparity to the Finnish culture as a potential indicator of the candidate’s cross-cultural
adaptability in Finland. For instance, some of the interviewees pointed out that if the can-
didate comes from a culture that is very different to the Finnish one, they have more con-
cerns about hiring the person due to the possible difficulties in cultural adaptation. Thisis
in line with Mendenhall & Oddou (1985) who mention in their four-dimensional scale de-
scribing expatriates’ acculturation one of the dimensions to be so called cultural toughness
dimension, which suggests that adapting to a host culture very different from one’'s own
home culture is usually most difficult.

Even though language is a major part of culture, and therefore local language skills
would facilitate cultural adaptation, none of the case companies did not expect their foreign
recruits to have prior skills in the Finnish language. All six case companies, however, re-
garded good command in English essential to a recruit’s cultural and work adaptability.
Moreover, in order to integrate themselves to the global high technology industries, all of
the six case companies had adopted English either as their sole or as one of their corporate
languages.

In line with the issue of cross-cultural adaptability, also family flexibility came up
as aselection criterion in the interviews. Interestingly, the importance of aforeign recruit’s
family as a factor behind employment decision has also even been noted in Finnish public
media (Hankonen 2001). Moreover, the companies saw bringing the family along as a sign
of long-term commitment to the job and a factor that facilitates the well being of the re-
cruit. In the words of an interviewee:

Yes, it is quite important, they like it here much better when they have their own fam-
ily [in Finland]. So then they have also something outside the work. Because often it
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might happen that if they come without family, they just sit at work. And no person
can do that for a long time... Therefore we always encourage them to bring the family
along.

(HR Coordinator, Company A)

Nevertheless, none of the companies did conduct any interviews with the applicants fam-
ily members, which is suggested to be one way to assess the family’s adaptability in the
expatriate literature. One reason for that was mentioned to be the following:

One obstacle that we have noticed here [in interviewing the spouse] is that in practice
it might be quite impossible even to interview them, because especially of these Rus-
sian wives, they don’t speak anything else but Russian. So it’s like, we don’t see it to
bring any added value. And finally, it's anyway a family internal negotiation whether to
go, and who all will go.

(HR Coordinator, Company B)

Finally, it isinteresting to note that the interviewees in severa companies emphasised also
that it is not important only to assess the foreign candidates cultural adaptability in the
selection situation, but also to provide support to the adaptation after recruitment. Inter-
viewees in Company B and Company C told that their companies attempted to facilitate
the cross-cultural adaptation by arranging some free-time activities where the employees
can meet each other also outside work. An interviewee in Company C further told that they
had arranged a trip to the Finnish countryside in order to make their foreign employees
learn to know Finland better. In Company B these kind of activities included also the for-
eign employees family members, in order to support the whole family’s adaptation to the
country. The interviewee from Company B mentioned that for helping the family’s adap-
tation they are arranging also language training for the family members, which was told to
be the case in Company E as well. The interviewee from Company A was telling that espe-
cialy their foreign employees spend a lot of time together also after work, and in their
daily working environment the cultural boundaries seem to have got somewhat blurred.
Finally, the same interviewee mentioned that the IT industry culture was more significant
to the recruits than the Finnish national culture because:

... in away the IT-people seem to be a certain type of people, who seem to speak the
“same language” even over cultural boundaries. (HR Coordinator, Company A)

Thus, this study seems to support the argument that the professional and industry cultures,
in addition to the national cultures, are all important environments and factors of interna-
tional adaptation (Cf. Schneider & Barsoux 1997).

4.3  Overcoming the Geographical and Cultural Divides — The Distance
Dimension

It has been proposed earlier in this article that recruitment processes of IT professionals
from abroad are different than those when recruiting domestically, due to geographical and
cultural distances between Finland and the recruits home countries. It is also proposed that
the companies may use telecommunications, informal networking and local employment
agencies as tools to overcome the geographical distances and logistical disadvantagesin re-
cruitment from abroad.
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Among the possible channels of recruitment advertising, al of the case companies
regarded the company web pages in the Internet as the most efficient method to attract ap-
plications from abroad. As one interviewee pointed out:

We have such a tradition that we don’t go much “fishing” [abroad] since we have
units everywhere. Also close here we have product development in Hungary and we
have it in UK and in Germany, so you don’t go much to that area to recruit, like ex-
tensively in newspapers. ... So our recruitment abroad is not that, that we would go
there saying loudly that come to work in Finland. But rather we rely on that, that
those people go on our com-site and careers-site, and see there that there are this kind
of possibilities in Finland.

(HR Resourcing Manager, Company E)

Nevertheless, the Company C had aso run a roadshow recruitment campaign for pro-
grammers in Russia, in which the company had also used local Russian newspaper ad-
vertising. Also an interviewee in Company D mentioned that they were considering at the
moment the use of arecruitment agency. In addition, the large companies were able to rely
on their local units abroad combined with Internet-based information channels.

Informal networking was also often emphasized as a major method for attracting
applicants or identifying high potential individuals. In the smaller companies (A, B and C)
employee referrals were mainly based on their current employees recommending their
friends, studying colleagues, ex-co-workers from their previous jobs or some colleagues
that they have met in international courses, conferences and trade fairs, as the following
comments indicate:

[Through] that way [informal networks] probably the most people are coming. For in-
stance, these different nationalities, they have heard about our company from some
friend of theirs or somewhere else, and then contacted some person, whose name they
have got, and then they have come to work here. (CEO, Company C)

Quite many [employees] come the informal way ... such way that we have also quite
many foreigners who have been studying here, and the circles of the foreign students
are quite small, and then ... the network is pretty active. So if we have one foreign ap-
plicant, then often his friends apply as well. So it’s ... probably the biggest [way], how
we get foreign employees, these social networks. And then, of course, ... they might
have had foreign friends in their former job, and then they share experiences. ... I'm
surprised myself, too, ... how small the circles are.

(HR Coordinator, Company A)

For instance if our guys go to some courses, study trips or lectures abroad, then they
easily bring greetings that there was such and such guy, who is really “tough” [skilled].
Or another thing is that ... the circles are very small, actually everybody knows each
other, and there they actually get to know each other. And then if we need for in-
stance an anti virus specialist, they already know that they are these five people who
come into question, and then we just start negotiating.

(HR Coordinator, Company B)

These types of employee referrals were also used in the bigger companies (D, E and F) but
there employee referrals within the international organisation seems to be aso very much
used as supervisors in different countries kept contact with each other and often arranged
their subordinates for internships or training programs in the foreign units of the compa-
nies.
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The companies relied often in telecommunications and the Internet, not only in at-
tracting applications, but also in communicating and interviewing potential candidates,
particularly at the earlier stages of the recruitment process. In all of the case companies,
after a candidate whom the company was interested in, had sent his application to the com-
pany, the first contacts with him were often done either through telephone or e-mail. The
telephone contacts often included also some kind of phone interview. In Company B, a
pre-screening was additionally done by sending all candidates a job-related technical exer-
cise by e-mail, through which the candidates could demonstrate their problem-solving
skills. Usually, a face-to-face interview was arranged only with the most promising candi-
dates, after preceding rounds by e-mail or telephone that were used in order to reduce costs
and inconvenience of internationa travel needed to arrange a face-to-face interview. In the
large companies, particularly in Company E, the local units of the companies closest to the
applicant’s home often conducted the first interview. Interviewees in Company E and
Company G told also that sometimes the first interviews were done through videoconfer-
encing, aswell.

In addition to the geographic distance, also the cultural divide was reported to have
its significance in the recruitment process. For instance, informa networking was men-
tioned as a way to overcome the cultural differences in the recruitment communication,
particularly if the company could rely on existing employees of the same nationality —in ad-
dition of being amethod of identifying potentia recruits. As one interviewee pointed out:

Clearly we have had such that first one [employee] comes from Jordan, and then sud-
denly we have 20 from Jordan. (HR Resourcing Manager, Company E)

Nevertheless, the cultural differences apparently played a role in recruitment communica
tion and evaluation of applicants. For instance, several interviewees brought up that differ-
ent nationalities have very different ways to present themselves, to write applications and
vitaes. Where a Finn might tell about all his skills and experience in a bit more modest
way, an American probably does not save words when writing a job application. An inter-
viewee in Company A describes this phenomenon in the following words:

It is difficult, the biggest challenge is probably to know that if there is an application
from abroad, let’s say for instance from USA, there are lots of differences between
cultures in how you express your skills. You know, the American people are like that
that they can do everything greatly and magnificently and fantastically, although actu-
ally they can’t do anything then. And then again ... a Finnish woman, for instance, says
that she can’t do actually anything. And then when she comes here to tell, she is a
great applicant. So you have to learn to read them a bit according to the nationality,
that what the person is in reality.

An interviewee in Company F pointed out same kind of differences in the way of telling
about own skills between Finnish and some foreign applicants, and an interviewee in
Company E mentioned that people from some countries could prepare nicer resumes than
others. In the most interviews it was mentioned that the best way to “meet” the person be-
hind the nicely written application letter and all the cultural aspects is to discuss these
things in an interview and ask specific questions about the things mentioned in the vitae.
An interviewee in Company F also recommended contacting the referees whenever possi-
ble.

Nevertheless, conducting employment interviews with foreign applicants was re-
ported to have cultural constraints, particularly as to how to see and understand the person
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“behind” the culture. The recruiting company’s representative who is interviewing a for-
eign applicant should also pay attention to avoid misinterpreting the culture bound things,
as the following example shows:

Of course when it’s a question about different cultures it's emphasized, in a way you
have to be able to interpret through the culture that how does this person work then
in normal life. There can be some typical traits, something like, in Estonia you don’t
look a person into the eyes. For them it's not good behavior. But it doesn’t mean that

they would be unreliable, which is here [in Finland] immediately interpreted that way.
This kind of things, you have to be able to see in a way, what is culture bound and
what is not. (HR Development Manager, Company D)

In sum, communication difficulties, either due to cultural differences or due to the use of
foreign language, were mentioned by the interviewees as salient ones when dealing with
the potentia recruits (Cf. Marschan & Welch & Welch 1997). This seemsto bein line with
previous research suggesting that the use of a foreign language in international manage-
ment may result in mutual misunderstanding as the both parties tend to use the language
through conceptual filters borrowed from their mother tongues (Koivisto 1998).

4.4  Overcoming the Periphery Disadvantage — The Finland Dimension

Finland’ s peripheral position, comparatively to the old European colonia powers, cold and
wet climate and high taxation may cause an additiona challenge to the Finnish companies
international recruitment efforts, though Finland's societal stability and advancement in
telecommunications and information technology are able to provide more positive sides to
the overall country image, as it has been discussed earlier in this paper. When this was
taken up in discussions with the interviewee from the Recruitment Agency, she claimed
that the situation is very competitive between countries because the best potential recruits
get usually severa invitations to interviews in many different countries.

Consequently, it is not surprising that many of the Case Companies had paid attention in
communicating a realistic country image for Finland. Interviewees in Company B and
Company C and in the Recruitment Agency argued that in order to persuade foreign IT
professionals to relocate to Finland it was important to provide them with a positive and
realistic view of the country and society. For instance, an interviewee in Company C men-
tioned that one very efficient tool was to let foreigners living in Finland tell about the Fin-
nish culture, lifestyle and working environment, since the words of a non-Finnish person
might sound more reliable and objective to the foreign applicants. The efforts of the Re-
cruitment Agency included presentations about Finland — about the Finnish culture, cli-
mate, food, lifestyle.

The arguments that seem to attract recruits from abroad may include, not surprisingly, the
overall safety and high quality of life in Finland, flexibility and informality of the Finnish
working culture, and Finland’s high technology and Finnish companies advanced IT tools
together with Finland's and Nokia's reputation in mobile telecommunications. In some
situations, Finland's geographical proximity to Russia can be used as an argument. An in-
terviewee in Company A further added that actually Finland as a country had already taken
care of advertising its technological |eadership, so the company did not need to concentrate
on it in its communications.
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In this context, it is interesting to note that the same arguments for Finland did not work in
the same way toward potentia recruits from different countries of origin. Instead, the mes-
sage had to be tuned to emphasize different aspects of Finland to different nationalities.
For instance, interviewees in Company C and Company B pointed out that arguments that
could appeal to Russian applicants are the big Russian community already living in Hel-
sinki, the closeness of Finland e.g. to St Petersburg and Finland’ s better salary level com-
pared to Russia. An interviewees in Company B further noted that it was quite impossible
for a Finnish company to compete with the American level of salaries, but the genera
safety and quality of life served as some arguments that made foreign recruits to choose
Finland anyway. An interviewee in Company C further added that also for one of their
American recruits Finland’s convenient living environment was a reason to come. The
President of the Recruitment Agency further emphasized that when recruiting IT profes-
sionals from South and South-East Asian countries, where Finland is generaly not very
well known, there is a need to provide accurate country information. Yet, it needs to be
pointed out that the country information is not very essential for getting good applicants
from everywhere. Financial benefits outweigh any other motivations among Indians, while
Thais and Filipinos are more interested in getting a possibility to an international career
and lifein wealthy Western Europe.

It is interesting to realize that while the small case companies (A, B and C) paid notable
attention to promotion of Finland as a destination, the large and internationally well known
case companies (D, E and F) relied more on their company images. For instance, an inter-
viewed HR manager at the Company E argued that many of their foreign employees had
actually come to Finland just because of Company E itself. The name of Company E is
well known and appreciated in the information technology sector and people are interested
in coming to work to Company E in Finland, where some of its cutting edge R&D is lo-
cated. The same interviewee in Company E further emphasized that the company works
continuously on its employer image by spreading a message of Company E as abig, secure
and leading company, which offers very interesting internationa diversity and multicul-
tural working environment. Similarly, the interviewees in Company F claimed that the
company’s internationally known name might be one of the things attracting people from
abroad to apply for work in their company. In addition to the large companies, the impor-
tance of the company name and reputation was pointed out also by an interviewee in Com-
pany B, which isasmall company. In the words of an interviewee from Company B:

Actually we are in the mercy of our reputation that way that it can be said that all these
people that we have know us already from before, so that they have been able to go
and search us and our job openings. ... And these people who are in this branch are
very well aware and make these decisions independently. So there are certain compa-
nies that are interesting and followed. ... So if we talk about these real professionals,
they are already in such situation that for them it's of secondary importance, their
standard of living is already so high that they can’t be attracted by money or such. But
it’s rather whether they find the company’s field of business interesting, or see that the
company has future, or enough challenges to offer or something else.

(HR Coordinator, Company B)

Finally, it isinteresting to note that according to the interviewees, many foreign IT profes-
sionals had actually sought themselves into Finland by their own initiative. Moreover, it is
interesting to note that many of them had actually some kind of “Finland-connection” a-
ready before. These included having a Finnish girl- or boyfriend, Finnish ancestral roots, or
some hobby related to the Finnish nature like skiing, hiking or fishing.
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5 CONCLUSIONS

The present study is a qualitative and explorative approach to Finnish high technology
firms' recruitment of IT professionals from abroad. Based on earlier literature, it was pro-
posed that four dimensions play important roles in the recruitment: competence need,
competence recruitment, distance, and Finland as a periphery. These dimensions were
found to be valid. It was furthermore found that the foreign recruits do not only bring in
technical skills, but they aso may facilitate the employing firm’s internationalisation and
bring the benefits of cultural diversity. The study also confirmed that a recruit’s cross-
cultural adaptability and family flexibility are important factors behind his success or fail-
ure, though the case companies paid only little efforts in rigorous assessment of the re-
cruits family and cross-cultural adaptability. The companies did, however, make effortsin
integrating their newly recruited foreign IT professionals in the Finnish society and culture.
When the companies undertook recruiting from abroad, they had to overcome the geo-
graphical and cultura divides between them and the applicants. This was done by relying
on the Internet, industry culture, and informal networks. Finally, the companies acknowl-
edged that proper communication of the Finnish high quality of life and advanced technol -
ogy are important in attracting good recruits to Finland. Moreover, there are notable differ-
ences between the recruits of different national-cultural backgrounds, for instance between
Indian and Russian recruits.

The Authors believe that the results of the present study are generalisable, at least
to other Finnish companies, though this paper is based on qualitative approach and rela-
tively small number of companies and interviewees. Nevertheless, it is suggested that a
wide quantitative survey on the same topic should be conducted in order to increase reli-
ability and generalisability. Moreover, the suggestion of further quantitative study is sup-
ported by the fact that as a qualitative study, the present paper brings forth also other issues
than those originally identified based on previous literature and put forward in Propositions
1-4. Consequently, also these additional issues could be included in and rigorously exam-
ined through a quantitative survey.

The present study focused on IT professionals, very much as a representative token
group of technology experts. As different technologies have their own resource bases and
industry dynamics, it would add understanding to widen the study to other technology ar-
eas. The present study found that recruitment of IT professionals can be used in order to
facilitate a company’s internationalisation process. That is, presumably, true to an even
greater extent as to recruitment of managers and commercia experts from abroad, which
deserves a study of its own. Moreover, the present study did not focus on bringing forth
comparative results asto e.g. Russian, Indian or American recruits, even though it was able
to bring forth some of their origin-specific recruitment characteristics. Based on these ini-
tial findings, it can further be hypothesized that a recruits' cultural background has an im-
pact in the recruitment process and dialogue between him and the recruiting company.
Consequently, more focused comparative research on the impact of foreign recruits na-
tional and cultural backgrounds in the recruitment would add our knowledge on interna-
tional recruitment.

The present study was a single-country study on Finnish firms. That scope could be
widened by conducting a comparative multi-country study on European companies re-
cruitment of technological skills from abroad. That, in turn, could be followed by com-
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parative research between European, American and Japanese firms' international recruit-
ment endeavors and experiences.

The study focused on recruitment from abroad. A subsequent issue to recruitment is
the multinational workplace that emerges due to international recruitments. Even though
some studies exist on that topic (Trux 2000), rigorous studies on cross-cultural manage-
ment within firms domestic units, companies’ experiences and satisfaction on their foreign
recruits and cross-cultural adaptation of the recruits would be beneficial.

In conclusion, the present study added understanding about international recruit-
ment processes of technology experts, particularly regarding IT professionals in the context
of Finnish high technology firms. Consequently, the present study provides a good plat-
form for related further studies, as has been suggested above.
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