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Résumeé :

Dans cette communication nous proposons un mokbétgigue sur I'identification duale des
managers de coentreprises internationdlasrational Joint Venture). Les coentreprises in-
ternationales sont un type d'organisation qui iqu#i deux parents (ou plus) légalement dis-
tincts qui ont leur siége social dans au moins geys différents et qui partagent les activités
de prise de décision sur une entité détenue cdajoent. La littérature souléve un probleme
récurrent dans la gestion des coentreprises irtenades : le conflit de loyauté que vivent les
managers qui subissent des pressions contradefoing étre loyaux a la fois envers leur so-
ciété mere mais également envers la coentreptesenéme.

Dans cet article, nous cherchons a comprendre coinseeforme l'identification des mana-
gers de coentreprises internationales. Nous sougeqoue ces managers, genéralement issus
de la maison mere, ont tendance a s’identifierosiccBtre loyal envers leur société mere au
début de leur mandat dans la coentreprise. L’ifleation initiale évolue ensuite vers une
identification duale. En nous appuyant sur la tlede l'identité sociale et la théorie de caté-
gorisation sociale, nous proposons un modele stgcédents et les conséquences de
I'identification duale. L'identification duale (igification d’'un méme individu a plusieurs
niveaux organisationnels) est un concept récens tlamecherche sur l'identité sociale, qui
constitue une approche intéressante pour étudierdeflits de loyauté chez les managers de
coentreprises internationales.

Mots-clés :Alliance, Coentreprise internationale, identitigntification duale
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1. Introduction

Joint ventures are becoming increasingly populdh@abusiness world as they allow compa-
nies to gain competitive advantage through acaeaspartner’s resources, including markets,
technologies, capital and people. Joint venturés)(thvolve two or more legally distinct or-
ganizations (the parents), each of which activealtipipates, beyond a mere investment role,
in the decision-making activities of the jointly-oed entity (Geringer 1988). Parent compa-
nies can choose to create domestic JVs for three raasons, namely (1) cost-minimization
considerations, including reducing a firm’s exp@star uncertainty, risk, and opportunism, (2)
enhancement of competitive positioning (or markaer), including obtaining access to re-
sources and legitimacy, and (3) organizationalnieg;, knowledge transfer and innovation
(Kogut 1988, Borgati & Foster 2003). In additionth@ abovementioned reasons, internation-
al joint ventures can be created to facilitatermagional growth (Kogut 1988), and are in fact

the dominant choice for firms to expand into foreigarkets (Luo & Park 2004).

International joint ventures (1JVs) involve twomore legally distinct parents, that are
headquartered in two or more different countriesl, #at share in the decision-making activi-
ties of a jointly owned entity. An internationalind venture operates outside the country
where at least one of the parents is headquar{@ednger & Hebert 1991) Research has
shown that many IJVs perform poorly, with failurtes of 50% or higher (Parkhe 1993),
which are often attributable to difficulties thaanagers experience in achieving the intended
goals or objectives of the IJV (Park & Ungson 20@ghoing calls to pay heed to social, cul-
tural and cognitive processes in order to fully ensthnd the reasons behind 13V stability and
performance (e.g., Salk & Shenkar 2001), in thigla; we propose a model of dual identifi-

cation of managers in the context of 1JVs.

! The distinction here is to be made between a j@nture that has a significant level of operationsiore than
one country, and a joint venture that is cross-boid its equity ownership. Here the term 1JV vaé used to
refer to the latter.
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Managers in charge of the implementation of thatsgic objectives of IJVs, such as

XXII Conférence Internationale de ManagetrStratégique

knowledge transfer, are usually recruited from ohthe parent companies (Li, Xin & Pillutla
2002). IV managers are often described as boursgamners, as they coordinate the rela-
tionships between the IJV and the parent compgoiesseng 2004, Luo 2005). They have
complex roles involving both the interests the pampanies and the interests of the IJV
(Mohr & Puck 2007). In their review of the literatuon human resource issues in 1JVs, Gong
and colleagues find that conflict of loyalty, dexiive of the underlying competing interests
experienced by IJV managers, is a problem uncovieyeover 70% of the studies reviewed
(Gong, Shenkar, Luo & Nyaw 2005). The authors gdaasas calling conflict of loyalty “a
‘classic’ problem in 13V systems” (Gong et al. 20680). To illustrate further, in an empiri-
cal study, Johnson (1999) found that almost ond tii the 1JV managers sampled perceived
conflicting loyalties. He showed that IJV manageaia exhibit organizational commitment to
multiple entities: the IJV, the domestic parent #melforeign parent, and that conflicting loy-

alties occur when there is an unbalanced commithocathiese entities.

By outlying the mechanisms behind balanced managesmmitment to an IJV entity
and its parents, here we propose a model of deatification of 1IJV managers. We ground
our model in the literature on dual (Vora & Kosto2807) and multiple identification
(Asforth & Johnson 2001). In the rest of the aetiche discuss a set of propositions related to
the antecedents of dual identification of managendVs and its consequences for 1JV per-

formance.

2. ORGANIZATIONAL IDENTIFICATION OF 13V MANAGERS

The organizational identification of IJV managdhg focus of this paper, is a construct

derived from Social Identity Theory (SIT) and itgtension Self-Categorization Theory
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(SCT), both of which suggest that individuals catege themselves and others into various
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social groups, such as organizational membersklgious affiliation, gender, and age co-
horf. Both SIT and SCT attempt to explain the iderificn of individuals with one or sever-
al of these groups. According to SIT (Tajfel 19T8jfel & Turner 1986), the underlying mo-
tive for identification with a group is the need faositive self-esteem or self-enhancement:
people identify with a social group and try to piegly differentiate this group from others in
order to enhance their self-esteem (Hogg 1996, Hoggerry 2000). According to SCT
(Turner, Hogg, Oakes, Reicher & Wetherell 1987)e tinderlying motive for self-
categorization is the need to reduce uncertaintgabegorizing themselves into a social cate-
gory, individuals adopt prototypical group charast&ecs, which help provide certainty re-
garding how to behave (Hogg & Mullin 1999). Thedita given social category to a given

situation will influence which identity becomesisal at any given time.

While initially developed to analyze conflict beten groups, SIT has been applied
(alongside with SCT) to organizational contexts fimore than two decades now (Albert &
Whetten 1985, Ashforth & Mael 1989). Organizatiom#@ntification has been defined as “a
perception of oneness with or belongingness torgamzation where the individual defines
him or herself in terms of the organization in white or she is a member” (Mael & Ashforth
1992). Through the process of identification, indizals adopt the characteristics of the or-
ganization as self-referential. In other wordsf-sategorization leads individuals to perceive
themselves in terms of the characteristics theyesWwith the other members of their in-group
(Van Knippenberg & Van Leeuwen 2001). Consequeldigntified employees tend to think
and behave in congruence with the values, normsrdacksts of the organization (Ashforth
& Mael 1989, Dutton, Dukerich & Harquail 1994). Acedents to identification that have
been studied include perceived prestige of thenzgiion (Ashforth & Mael 1989, Dutton et
al. 1994), congruence between individual's valuesl @ahe values of the organization
(Benkhoff 1997), optimal distinctiveness (Brewe®19 benefit from organizational member-
ship (Benkhoff 1997, Hall, Schneider & Nygren 197&0d perception of personnel develop-
ment (Dutton et al. 1994, Lee 1971).

In our model, we define two main loci of I3V managkentification: the 13V itself and

2 Notice that social identity theory places speeiaiphasis orcognitive self-categorization, unlike identity
theory, which is concerned mostly with ascribedaaoles (Ashmore, Deaux & McLaughin-Volpe 2004).
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the parent company. The IJV managers recruited &grarent company will naturally tend to
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identify with their parent company, at least irlfimnd/or unless they are provided incentives
not to (Geng 2004, Gong et al. 2005, Li et al. 2082anwhile, these managers will be ex-
pected to behave as boundary spanners, fostericatoth between the different entities and
favor knowledge transfer — types of behaviors msigally linked to their identification with
the 1JV.

The expected antecedents and consequences afiadgion with the 1IJV (instead of
with the parent company) are relatively clear-€mam a SIT perspective, individuals attempt
to preserve and enhance their self-esteem, anch@tieated to claim positive collective self-
definitions (Ashmore, Deaux & McLaughin-Volpe 200%herefore, managers will tend to
associate more strongly with the 13V if it is malistinctive and/or prestigious than the parent
firm. From a SCT perspective, managers will tenddentify with the IJV, and not with the
parent company, if the venture is better able ttuce their subjective uncertainty (for exam-
ple, if promotion opportunities at the 1JV are qudeed, but employment at home is uncer-
tain). Once they have identified with the IJV, mgea will choose activities congruent with
salient aspects of this identity, and will suppgbe institution embodying this identity, name-
ly, the 1JV. In other words, 1IJV managers’ idem#iion with the 13V is an important factor in

the implementation of the 1JV strategic objectives.

Overall, the conflicting pressures to identify witike parent company vs. the 13V itself
are the so-called conflict of loyalties problem (@cet al. 2005). Research has shown that in
order for the 1JV to be successful, managers neddrégo their loyalty to the parent and in-
stead be direct their human capital toward the ki, that this situation may pose problems
for the parents and may be detrimental at the sy$sepra-1JV) organizational level (Gong et
al. 2005). As described above, 13V managers camtifgesither with the IJVor with the par-
ent company. Note, however, that they can alsotiigerwith both loci, a central premise of
this paper. As Ashforth and colleagues put it, tiogsidentity (and identification) in dualistic
terms is simplistic; individuals appear capablesinfiultaneously and even holistically defin-
ing themselves in terms of multiple identities” (Aarth, Harrison & Corley 2008: 348), and
“individuals have differentiated identities and mdiéications in organizations precisely be-
cause they are required to wear many hats” (Asfertal. 2008: 353). Research on multiple
identification (Ashforth & Johnson 2001, Vora & Kosa 2007) defines dual identification as
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the situation in which an employee perceives aesseh®neness with two organizational enti-
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ties. In our model, we identify the conditions unddich 13V managers developdaal iden-
tification, identifying both with the 1JV and with the parex@mpany. Taking for granted that
managers recruited from the parent will identifyhwthe parent, we argue that their increasing
identification with the 13V might result in emerdestual identification under certain condi-

tions.

Dual identification can be of two principle formsested and cross-cutting (Ashforth et
al. 2008). The notion of nested identities suggessindividuals have levels of self in organ-
izations, ranging from lower-level identities suahone’s workgroup and department to high-
er-level identities such as one’s organization magistry. These identities are embedded (or
nested) within each-other in a means-ends chagh as those associated with a specific job
provide means toward the ends of the workgroupclvim turn provide means towards the
ends of the department, etc. Other identities ecasshis nesting and can be oriented to any
level, such as a cross-functional team, lobbyiraugs comprised of industry representatives,
and friendship cliques (Ashforth & Johnson 2001)e Thore nested and cross-cutting identi-
ties that the individual views as self-defininge thnore multiple identifications he or she is
said to have (Ashforth, et al. 2008). In the conht#dJV, dual identification may be nested or
cross-cutting, depending on several factors, whietwill develop further. First, however, we
justify the remainder of this paper by outliningrs® of the consequences of identifying with

the IJV, with the parent company, or with both.Ufegy1l captures these relationships.

FIGURE 1. Identification Dynamics of Managers in hternational Joint Ventures
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3. CONSEQUENCES OF 13V MANAGER'S IDENTIFICATION

In the literature, the positive relationships betw identification and individual behav-
iors favorable for the organization have lengthiéen analyzed (see Ashforth et al. 2008, and
Haslam & Ellemers 2005 for reviews). It has beeguad that, unlike other individual-level
variables relevant to the study of organizatiormaitexts, identification has a natural connec-
tion with collective-level outcomes because of stxial nature (e.g., Haslam & Ellemers
2005). Identification with the organization has messociated with a variety of organization-
ally relevant outcomes (see Riketta 2005 for a raatdysis), and overall, through identifica-
tion, organizational members align their behavieith the interests of the organization. In-
deed, organizational identification positively undihce organizational citizenship behavior
(Dutton et al. 1994), cooperation (Tyler 1999), mu for the organization (Mael & Ashforth
1992), commitment (Haslam & Ellemers 2005) and lowéent to leave (Abrams, Ando &
Hinkle 1998, O'Reilly & Chatman 1986). Recentlysearch proved that identification also

has quantifiable benefits for sales volume (Milld/& Postmes 2010).

In the context of 1JVs, however, the conflict ollties problem poses the following
dilemma: are organizations better off when manamgtenstify with the IJV or with the parent
firm? Addressing this dilemma necessitates clargyiwhich organizations?” As Gong et al.

(2005) have hinted, the organizational system campmf IJVplus parent organizations and
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the organizational sub-system composed of the Ry are susceptible to very different man-
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agerial pressures, which are often in conflict. &itferently, extant literature on the benefits
of identification in non-1JV contexts may not beetitly applicable to this more complex or-
ganizational form. The by-products of identificatjccuch as organizational commitment and
organizational citizenship behavior, are of coumskevant for organizational performance.
Here, however, it is important to distinguish betwehe performance of the joint venture, the
performance the parent companies, and the perfagnahthe system. We argue that when
managers identify with the one of the sub-systenig, the performance of the overall system
may suffer. Positive performance effects at theesgdevel will be observed when managers

hold an integrated dual identification. More pretyswe propose that:

Proposition 1a: Identification with the 13V is positively related to managerial behaviors

that favor the 13V, but not necessarily the parent.

Proposition 1b: Identification with the parent is positively related to managerial behav-

iors that favor the parent, but not necessarily the 1JV.

Here, we define managerial behaviors that faveraifyanization as the set of behaviors
that include, but are not limited to, cooperatiefiort, participation, organizationally benefi-
cial decision making, intrinsic motivation, taskrfgemance, job satisfaction and work ad-
justment, organizational citizenship behaviorsyeased social support and helping behavior
in times of work stress, customer orientation, fpsievaluations of the organization, better
control by the organization, and defense of thewoiation (Ashforth et al. 2008). While so-
cial identity theory may be applied to predict gedt relationship between group identification
and group performance, it also suggests that argaanal identification leads to higher lev-
els of organizational performance through interramechanisms. For example, identifica-
tion leads to intergroup cooperation and coheskshiort & Mael 1989), both of which have
been shown to influence group performance (e.geren 2002), especially on the level of

the top management team (e.g., Ensley, Pearson &Am2002).

As we have already mentioned, 1IJV managers aradaoy spanners with dual loyalties.
In their daily tasks of coordination, they havéo®loyal to the interests of the parent company

but also to the interests of the IJV. Research aitipe and dual identification has shown
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that individuals who have multiple identificatiotend to be more comfortable at handling
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complex situations (Ashforth & Johnson 2001). Fearaple, dual identification may facili-
tate knowledge transfer and information circulatimmm the 13V to the parent companies and
back, as it generally favors information sharing anordinated action activities (Ashforth et
al. 2008). Vora, Kostova and Kendal (2007) analyme effect of dual identification in the
context of subsidiary managers. Subsidiary mandgave to face complex managerial roles
involving both the interests of the multinationakgoration and the subsidiary. They suggest
that complex roles are best fulfilled when managkrgelop dual organizational identifica-

tion. Following this argument, we propose that:

Proposition 1c: Dual identification is positively related to managerial behaviors that

favor both the 13V and the parent.

4. ANTECEDENTS OF 13V MANAGER'’S IDENTIFICATION

In our model, we explicitly chose to propose anteces to identification that are specif-
ic to the context of 1JVs, yet congruent with tlesamptions of SIT and SCT. First, we will
outline the factors that strengthen identificatiath a given organizational entity. This is crit-
ical, following the argument that identificationtivithe parent already exists, but that identifi-
cation with the 13V (and thus dual identificatiaiges not. Then, we will propose the specific
[V forms that may shape the extent to which marsagkentify both with the 13V and with

the parent firm, resulting in dual identification.

As already noted, IJV managers recruited frompeent firm will naturally tend to as-
sociate with the parent (Li et al. 2002). All etsgual, as time goes by, they will increasingly
associate with the 1JV — the more proximal orgatiozal entity — for several reasons. First,
the 13V will become the manager’'s major basis @mia interaction on a daily basis. Second,
as the smaller organization, the 1JV tends to pl®wn identity that is more exclusive, con-
crete and proximal. In line with optimal distinativess, managers will attempt to balance op-
posing desires for assimilation and uniquenessientifying with relatively localized collec-
tives, rather than with larger, more distant orticz$ ones (Brewer 1981Finally, managers
are likely to be more knowledgeable about, and Isiyeificant impact on, the IJV relative to

the parent firm, thereby reinforcing their psyclgptal engagement with the former (Ashforth
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et al. 2008). All else equal, with time, the 1J\éidity will become more salient and, there-
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fore, more likely to have a greater impact on cbgnj affect, and behavior.

Proposition 2: The longer the tenure with the 13V, the stronger will an 13V manager (re-

cruited from the parent company) identify with the 1JV.

Several conditions may help or hinder the iderdifn dynamics described above.
Proposition 2 will hold especially true if the 13% more prestigious than the manager’s parent
firm. As mentioned already, social identity the@gsumes that individuals aim to preserve
and enhance their self-esteem. Thus, they are ket to associate with groups and organi-
zations that they perceive to be prestigious —eangirical work has corroborated this logic.
For instance, Mael (1988) found that individualsenfcognitively, if not publicly, identify
themselves with a winner; this accounts in parttf@ well-known bandwagon effect in or-
ganizations (Ashfort & Mael 1989). When the 1JV rager perceives the venture to be of
higher status than his or her parent company, @ueager will be more likely to identify with

the I3V, and not the parent company. In sum:

Proposition 3a: The higher the perceived status of the IJV relative to the parent compa-
ny, the stronger will an 1JV manager (recruited from the parent company) identify with

the 1JV.

The relationship described in Proposition 1 wilcabe stronger when IJV managers
perceive low competition, in other words high hanpadoetween parent companies. In these
situations, the two entities are not perceivedaspeting camps; instead managers will tend
to perceive continuity between the two entitiegcBption of continuity has been presented as
a significant antecedent of identification in trted times, as individuals strive to attach
themselves to enduring meaning-systems (Sani, tée&eBowe 2008) and maintain a con-
tinuous self-concept across time and situationst@uet al. 1994). Consequently, we believe
that the perception of harmony between the parempanies will favor IJV manager’s per-

ception of continuity and, thus, identification wihe IJV. In sum:

Proposition 3b: The higher the perceived harmony between parent companies, the

stronger will an IJV manager (recruited from parent companies) identify with the 1JV.
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Finally, tenure in the 1JV will have a strongelat®nship with identification under the
common scenario (Gong et al. 2005) that the manaaeblocked or uncertain employment
and promotion opportunities in the parent firm, yet manager’'s the employment and promo-
tion opportunities in IJV are certain. This logmléws directly from Social Categorization
Theory’s premise that individuals are motivatededuce uncertainty and thus they will iden-

tify more strongly with entities, which provide higr subjective certainty. In sum:

Proposition 4a: The more difficult re-entry into the parent company, the stronger will

an 1JV manager (recruited from the parent company) identify with the 1JV.

Proposition 4b: The more guaranteed promotion within the 1JV, the stronger will an

IJV manager (recruited from the parent company) identify with the 1JV.

Note that while we do not explicitly suggest ateractive effect, such an effect is im-
plicit in Propositions 3 and 4. In other words, ln&ve outlined the conditions under which the
natural tendency for managers to identify morengtypwith the IJV as their tenure in the 13V
increases is strengthened. The factors that ftstetendency include perceived 13V prestige,
perceived harmony between parent and partner, mptbgment opportunities in 1IJV and par-
ent firm. Conversely, the tendency outlined in Pflon 2 may be hindered by a variety of
factors. Identification with the parent may remsirong (and identification with the 13V may
fail to develop) if the parent is of very high ststor if the parent is under perpetual environ-
mental threat (e.g., competitive or regulatory; fasth et al. 2008). Further, if the IJV manag-
er held a senior executive position back home,rtehe will hold on to this identity (Ashforth
et al. 2008), as it has been shown that seniamitsgni organization strongly correlates with

identification with that organization (Lee 1971).

The propositions above are more illustrative tbamprehensive. Much work is done on
identity in organizations and there is little needelay it all here, albeit the distinctiveness of
the IJV context. For example, other factors thatehbeen suggested to influence identifica-
tion include shared goals or threat, cultural diség and common history, such as long-term
trade relations between 13V partners. SimilarlghhiJV performance is expected to lead to

stronger identification with the IJV. In short, ig relatively straightforward to extend the

Clermont-Ferrand, 10-12 juin 2013 11



L4
Associalian nigrmatlionale
l do Management Stratégique

above logic to other moderators that strengtheweaaken the tenure-identification relation-
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ship, including factors that are susceptible taaargational design, such as reward, promotion
and other HR systems (in line with Proposition g¢wall as factors susceptible to soft man-
agement, such as impression management aiminglt@nce managerial perceptions of the
IJV and/or the parent firm (in line with Propositi®). It is argued here that, as identification
with the 13V grows (as outlined above), the nattealdency of managers to identify with the
parent may beeplaced by or complemented with an IJV identity depending on several organi-

zational factors, to which we now turn.

5. ANTECEDENTS OF IV MANAGER’S DUAL
IDENTIFICATION

While increased identification with the 13V hasheleemed beneficial for the perfor-
mance of the venture, is has been argued to haegative impact on the performance of the
parent company, or more broadly speaking a negatipact at the system, i.e., IJV + parents,
level (Gong et al. 2005). This logic assumes thatgasing identification with the 1JV goes
hand in hand with decreasing identification witle fmarent company, which — as we have ar-
gued — may or may not be the case (Ashforth &Ql8). Thus, it is highly pertinent to exam-

ine the complexity of dual identification with batie [JVand the parent company.

To do so, we first identify different types of @avative strategies in 1JVs, drawing from
extant research on parent motivations to form i@gonal alliances and joint ventures (e.g.,
Evans, Pucik & Barsoux 2002, Garcia-Canal, Duatieado & Llaneza 2002, Glaister &
Buckley1996, Kogut 1988). Identifying these stragsgwill allow for understanding the ap-
propriateness, from a managerial standpoint, defogy identification with the 13V, the par-
ent company, or both. According to the theory-taogdmultiple case study of Garcia-Canal et
al. (2002), forming 1JVs as means to acceleratenteenational expansion of the firm may be
achieved by four strategies, along two dimensiexgloitation—Ilocal scope (“local allianc-
es”), exploration—Ilocal scope (“competence-buildaijances”), exploitation—worldwide
scope (“one key global alliance for market accesaf)d exploration—worldwide scope
(“multiple regional-scope alliances for market &t These strategic types, along with the

identities they foster, are summarized in Table 1.
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TABLE 1. Garcia-Canal et al.’s (2002) 13V Types ad the Identification of Managers

Local Scope Worldwide Scope

Exploitation Local 1V Multiple regional-scope |JVs

Identification with the parent onlyDual identification: cross-cutting
=> |dentification with the 13V only

Exploration Competence-building 1V Key global 13V
Dual identification: nested IJV with-Dual identification: nested parent
in parent within 1IJV

A typical local 13V is formed by a multinational enterprises arldcal partner with the
aim of combining the former’s technology and praduwith the local knowledge and re-
sources provided by the local firm. From the pohview of the MNE, these local joint ven-
tures have above all an exploitation aim: the MNsn objective is to exploit its proprietary
assets in the foreign market, therefore, it jusk#ofor a local partner in order to get the help
needed to achieve this objective. In the casea#l IdVs, managers recruited from the parent
company are not likely to form dual identificatidn.the beginning of their tenure, they will
perceive the IJV as no more than a (temporary) séarurthering the goals of the parent
company. As their tenure in the IJV increases,gradted that their possibilities or incentives
to return back home are limited, the perceptionsxgioitation from the parent company may
foster identification with the 13V only, but an égrated dual organizational identity is unlike-

ly to develop.

Proposition 5a: In local 1JVs the 1JV manager (recruited from the parent company)

will identify with the parent organization only, and as tenure increases, with the 1JV on-

ly.

Secondgcompetence-building 1JVs are characterized by their orientation toward echa
ing the international competitiveness of the firmpieducts and services. These are IJVs used
with the main goal to match the competitive advgesaof competitors, i.e., to develop the
competencies to compete against bigger, interratiooms. This introduces an important dif-

ference with respect to the two following casesr{gwide scope 1JVs), since the following
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two strategies are aimed at gaining easy entryniato countries, whereas this strategy is more
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oriented toward innovation within an altogether rewtity, at a single foreign location. In or-
der to achieve the goals of this strategy, firmekléor partners of similar size and deter en-
trance of new partners in the already functioniognpetence-building IJV. In this type of ven-
ture, managers’ main roles involve knowledge transind integration. Here, they will be
quick to identify with the 13V, because the ventui# be perceived as critical for the survival
of the parent company, whereas knowledge flows vgllexpected to flow inasmuch into the
venture, as back toward the parent. Managers wilikely to perceive the immediate benefits
of the 13V, and think of the parent firm in morestthct terms. In this scenario, a nested type
of dual identification is likely to develop, whetiee 13V identity will be nested within — and

more salient than — the overarching and relatidedtant parent identity.

Proposition 5b: In competence-building 1JVY$he IV manager (recruited from the par-
ent company) will identify both with the 1JV and the parent firm, where the 1JV identity
will be nested within the parent identity.

Third, thekey global 1JV strategyfor market access aims to pool the partners’ ressur
and capabilities in order to plan a worldwide caeated action. Important geographical spe-
cialization between the parents may exist. The goaght with these types of joint ventures is
to provide global services to multinational corgmmas. In order to achieve this goal, parents
develop the venture in sequential stages of incrga®mplexity, simultaneously developing
skills in 13V management. These types of strateggemplified in the telecommunications
industry (e.g., Telefonica), ultimately aim to risn a global network that provides clients
with a wide range of multi-country services. Instkype of ventures, managers recruited from
the parent company are likely to progressively iiigmith the venture, as this key global op-
eration grows in importance and prestige for tipairent organization, customers and com-
petitors. Slowly but surely, IJV managers are etgub¢o develop dual identification, and as
the size and complexity of the 1JV operations iaseeand eventually overarch those of the
parent, identification of IJV managers with theargnt company will become nested within
their IJV identity.

Proposition 5¢: In key global 1JVsthe IJV manager (recruited from the parent compa-

ny) will identify both with the 1JV and the parent firm, where the parent identity will be
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nested within the [JV identity.
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Finally, multiple regional-scope 1JVs, also play a key role for market access and the in
ternationalization of firms. But instead of impagia tight integration of all their alliances and
joint ventures, firms pursuing this strategy digpkeveral independent ventures, some of
which may be global and other local 1JVs. Anotheatéire of this strategy is that this IJV
strategy is aimed at seeking not only market a¢dmgsalso political support. Following this
strategy, firms attempt to form a network of regiballies that help increase its geographical
scope, aiming to develop at least one succesdiahe¢ per region. However, firms often
need to reconsider their strategic priorities idesrto retain a joint venture partner and/or gain
political support in a given region. The abovemamaid characteristics of this 13V type lead us
to believe that managers will identify with bothtigas, but that these two identities will not
be nested. Instead, the presence of numerous Kiepaworldwide and the lack of complete
overlap of strategic priorities between parent &nds, will lead 1IJV managers to form a
cross-cutting model of dual identification, whed® Imanagers’ identity will not be fully inte-

grated.

Proposition 5d: In key global 13Vsthe 1JV manager (recruited from the parent compa-
ny) will identify both with the 1JV and the parent firm, where the parent identity and the

[JV identity will be cross-cutting.

In sum, we have argued that, depending on théegtcaintent and form of 13V, IV
managers recruited from the parent company wilil@kdistinct forms of dual identification,
where — as their IJV tenure increases — they mewtily with the parent and thus with the
IJV, with the 1JV and thus with the parent, witletldV and with the parent, or with the 13V

only. Our arguments are graphically summarizedguife 2.

FIGURE 2. Dual Identification of Managers as Functon of IJV Tenure and I3V Type

Clermont-Ferrand, 10-12 juin 2013 15



L4
Associalion niernationale
. do Management Stratégique

XXII Conférence Internationale de ManagetrStratégique

Parent v
Parent v Parent v Parent v
Time 1: Comp_eteﬂcej Multiple Regional- Key Global 1TV Local IV
Entry into IV Building IV Scope IV

.
>

Tenure in IJV

Note that while we have anchored our argumenenihJV typology proposed by Gar-
cia-Canal and colleagues (2002), our argumentsarsistent with alliance typologies offered
by other authors. For example, Evans et al.'s (2@@@ology of alliances suggests that the
strategic intent of an alliance and the capacitkfowledge creation define four types of ven-
tures: resource, complementary, learning, and cttivee They also note that while in reality
few alliances and joint ventures are set up witlompetitive intent (i.e., partners intend co-
operation, learning, and resource complementargiead), with time one of the primary rea-
sons for alliance and joint venture failure is therease of inter-partner competition. In this
typology, the competitive strategy resembles tlall®V strategy type, the learning strategy
resembles the competence-development IJV typecah®lementary strategy resembles the

key global 1JV type, and finally, the resource &gy resembles the multiple global 13V type.

6. EXTENSIONS AND LIMITATIONS

We have attempted to show the likely identity dyrenin an international joint ven-
ture and their relationship with managerial behasind 1JV performance. Of course, the theo-
retical model herein can be extended in severdiblesways. First, identification may shape
IJV performance not only through the behavioral naeisms outlined above, but also
through related mechanisms, such as top manageeent (TMT) dynamics. For example,
several authors (e.g., Priem 1990, Carpenter 20823 raised the paradox that TMT hetero-
geneityand TMT consensus are both positively related to firenfgrmance. Yet, it remains
unclear how heterogeneity and consensus can simeolisly be stimulated in practice. Our

model may provide some clues. In an internatiomak venture, TMT heterogeneity is almost
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certainly a given, especially when managers anmaited from the parent companies. Identifi-
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cation with the 13V, however, would be an importaontributor to TMT consensus, and
therefore IJV performance. More importantly, dudéntification of the TMT members can
boost the performance not only of the IJV itselft blso of the parents. Such identification is
more likely if cooperation instead of competitiogtlween the parent firms is being highlight-
ed, for instance. Similarly, a threat externalite tJVand parents (be it real or perceived) is
more likely to increase manager dual identificatioMT consensus, and system performance

in turn.

Second, while we have addressed the identificaifananagers as a central construct,
many of the propositions put forward may be appliedo other organizational stakeholders,
such as employees. Future research could addressténplay between employee identifica-
tion and top management team identification, fatance, and their relative impact on per-
formance. Much of the strategy literature has fedusn the attitudes and behaviors of owners
and managers, paying significantly less attentiohaw employee attitudes and behaviors can
influence performance. In this context, interestmgpirical questions to ask would be: which
has a stronger impact on 1JV performance: IJV marggddentification or 1JV employees
identification? Is employee dual identity more @4 beneficial for the performance of the 13V
than a pure 1JV identity? Furthermore, some evidesxsts (e.g., Buchko 1993) that while
employee ownership does not necessarily have diyeosiffect on employee identification,
perceived influence does. This relatively underngidelationship must be tested in the more

intricate context of 1JVs, where multiple employdentities may be conflicting.

Another avenue for future research would be toothice individual differences such
as social identity complexity into our model. Roge&a Brewer (2002) develop the notion of
social identity complexity to refer to an individisasubjective representation of the interrela-
tionship among his or her multiple social idensti@.g., male, accountant, Swedish, father,
employed by companXYZ, etc.). While the actual degree of overlap betwsarial catego-
ries of which a person is simultaneously a membay wary considerably from individual to
individual, generally speaking an extensive ovedapesponds to a relatively simple identifi-
cation. To give a mundane example, the overlap d&twdentities would be larger if our
male accountant is employed by the Swedish compa@yin Stockholm than if he is by the

British branch of the German compaABC in London. Social identity complexity is im-
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portant because it increases tolerance toward rauggmembers. A simple social identity is
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likely to be accompanied by the perception that iadwidual who is an out-group member
on one dimension is also an out-group member omthkrs. Because processes of intra-
category assimilation and inter-category contrastnteract each other when categories are
cross-cutting (i.e., little overlap), differencestiveen groups are minimized. This leads to re-
duction in bias and discrimination (Roccas & Bre®802). Overall, we expect that the more
complex the pre-established identity configuratadnan IJV manager (or employee) is, the

easier for integrated dual identity to develop.

Finally, researchers should be cautious of ingustfects, especially given that joint
ventures are much more ubiquitous in growing, mathan in emerging, industries (Auster
1992). What are the identity dynamics at work iefinational mergers and acquisitions? It is

highly likely that the above model would not beywdpplicable.

7. CONCLUSION

The increasing strategic importance of IJVs make/eérmore pressing to understand
the determinants of their performance, includirgférctors that boost the performancéath
IJV and parent organizations. A classic problenmahagement in 1JVs is the so-called con-
flict of loyalties problem, where managers expeareenonflicting pressures to be loyal to their
parent company versus the 1JV itself. We arguewle managers tend to identify with, and
thus be loyal to, their parent company in the beigig of their tenure in the 13V, as time goes
by this tendency reverses, especially provided smitieal contingencies. We have delineated
these contingencies, following SIT and SCT. Furtinex have proposed a model of the ante-
cedents and consequences of dual identificatiorasaent concept in social identity research.
By outlying the mechanisms behind balanced manalggsmmitment to an IJV entignd its
parents, we have shown that dual identificatiohJ®f managers may provide a well-rounded

solution to the conflict of loyalties problem.
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