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Executive Summary
The purpose of this report is to examine the HR management issues that firms face when they venture into international markets. For the report, Hang Seng and Citi Bank, some of the largest firms in the banking industry are examined as case studies. When it entered the American market, Hang Seng struggled to attract employees with the skills needed to appeal to American customers. On the other hand, Citi Bank currently faces a dilemma where it needs to choose between supporting its personnel or protecting its business interests. Following an in-depth assessment of these problems, Hang Seng is advised to invest in cultural sensitivity training while Citi Bank should refrain from angering the Chinese government. 


International Expansion: Implications for HR Management
	International expansion is among the strategies that enable firms to stave off competition and protect their relevance. As they enter new global markets, companies gain access to raw materials, customer, and opportunities for growth. However, while the impacts of expansion are largely positive, it should be noted that this approach has some drawbacks. Among its key limitations is that it undermines human resource (HR) management. If rushed, internationalization efforts can expose firms to a variety of HR challenges. Hang Seng Bank, a financial institution headquartered in Hong Kong and Citi Bank, an institution based in the US serve as important case studies for examining the implications that international expansion presents for personnel management. Each of these firms faced various HR challenges that can guide other companies looking to expand internationally in ensuring that their strategies are aligned with their staff needs, expectations, and priorities. 
Background of Companies
	To understand the challenges that Hang Seng Bank and Citi Bank encountered, it is helpful to begin with examining the background of the two companies. On the one hand, Hang Seng Bank is among the most successful financial institutions in Hong Kong. It is primarily involved in the provision of banking and financial services to clients from across the globe. However, in the recent past, as part of its efforts to build a global presence, Hang Seng has entered into other markets, with Canada, the US, and Mexico being among the foreign countries into which it has ventured and emerged as among the leading providers of retail banking services (Tschoegi, 2004). On the other hand, Citi Bank is an American household brand. Headquartered in the US, the company has operations in nearly all major markets. Hong Kong is among the areas where this organization has a significant presence. It entered the Hong Kong market in 1902 where it employs as many as 4,500 individuals and serves more than one million customers (Citi Group, n.d.). As the sections below reveal, while expanding internationally, both Citi Bank and Hang Seng grappled with various HR hardships. 
HR Challenges
	Various scholars have determined that as companies enter new markets, they should brace for serious HR challenges that can undermine the success of their internationalization efforts. For example, Evans et al. (2016) and Briscoe et al. (2009) warned companies to recognize that expansion is a complex undertaking that is riddled with pitfalls and requires proper HR management planning. Citi Bank and Hang Seng encountered hardships related to HR management. For example, in his description of how Hang Seng ventured into the American and other international markets, Tschoegl (2004) suggests that this firm struggled with staff recruitment. According to Tschoegl (2004), this firm needed to find employees with skills that could match the competencies of the staff employed by its competitors in the US. On the other hand, the main problem that Citi Bank grappled with concerns complying with Chinese labor laws. It is true that this firm did not necessarily face this problem at the time of entering the Hong Kong market. In fact, a review of available literature did not reveal any serious HR challenge that the company faced when it expanded into Hong Kong.  However, recent events suggest that as a multinational, the firm should brace for clashes with Chinese authorities as it seeks to balance its commitment to its Hong Kong staff while adhering to Chinese law. For example, the citizens of Hong Kong have held relentless protests to reject what they regard as Chinese violations of their sovereignty (Purbrick, 2019). For Citi Bank, these protests create a dilemma. For example, suppose that the bank’s employees are involved in protests and the Chinese government requires the firm to institute disciplinary action. What would result is a performance management problem that could prove devastating. 
Scope
	The problems outlined above can best be understood when framed within their respective contexts. Culture is among the contextual factors that helps to shape this problem. It is well established that as firms prepare to venture into new markets, they should ensure that the strategies that they have adopted are properly aligned with the cultural values, perspectives, and practices of these markets (Beugelsdijk et al., 2017; Hutzschenreuter et al., 2011). As Tschoegl (2004) indicates in his discussion, at the time of expanding into the American market, the HR culture of Hang Seng was not in line with the practices and attitudes in the American market. Essentially, Hang Seng was not adequately prepared to hire personnel who possessed the skills and cultural competence needed to serve the bank’s American customers. On the other hand, the problem facing Citi Band should be approached through the lens of political economy. Essentially, political economy explores how business operations and performance are influenced by such issues as political stability, government, and legislation (Lancioni, Schau & Smith, 2005). Citi Bank could struggle because it operates in a political environment that is becoming increasingly volatile and unconducive. In the recent past, the Chinese government has instituted sanctions against firms that appear to be siding with the pro-democracy protestors (Stevenson, 2020). Citi Bank could soon join these companies. 
	The root cause of the challenge that Hang Seng faced lies in the cultural distance between Hong Kong and the US. According to Ray (2011), the cultures of the US and Hong Kong, and China by extension, are vastly different. It is therefore difficult for a Hong Kong-based company like Hang Seng to modify its practices and operations to suit the American culture. According to Ugoani (2016), when the cultural distance is great, it becomes difficult for a company to adopt recruitment and HR management strategies that allow it to excel in international markets. In its initial days in the US, Hang Seng encountered hardships in finding employees who could help it compete against rivals who had mastered the American culture.
	The HR challenge that Citi Bank faces can be blamed on the tensions being witnessed on the global political landscape. In the past few years, the Chinese authorities have made several attempts to undermine Hong Kong autonomy and integrate this territory under its influence (Mathews, 2020). In response, the people of Hong Kong have held demonstrations as part of a larger effort to maintain their autonomy. Western companies have been caught in the cross-fire as they struggle to protect their interests in Hong Kong without angering the Chinese government. Citi Bank must therefore proceed carefully as Hong Kong accounts for a significant portion of the firm’s revenues (Hammond, 2019).
	There are various stakeholders who are impacted by the problems confronting Citi Bank and Hang Seng. These stakeholders include the firms’ employees, stockholders, and senior management. For example, if Hang Seng continues to struggle to adapt to the American culture, its financial performance will suffer, thereby adversely impacting shareholders. The managers of both companies are affected as they are required to develop solutions. The main similarity that the two firms share is that the outcomes of the problems that they face are adverse. On the other hand, the key difference is that whereas Hang Seng’s challenge is concerned with staff recruitment, the problem that Citi Bank faces involves performance management. 
Hang Seng and Citi Bank appear to understand that left unresolved, the HR challenges that they face could set the stage for their decline and eventual collapse. Both firms have implemented various strategies as part of their efforts to address these problems. On the one hand, Citi Bank issued a new policy through which it warned its employees in Hong Kong against involvement in any “dangerous” activities (Bray, 2019). Essentially, instead of defending the rights of its employees to express political views, Citi Bank has chosen to prioritize its interests in Hong Kong by refraining from upsetting the Chinese government (Sweeney, 2020). On the other hand, in response to the culture problems that it encountered, Hang Seng introduced a policy through which it required its employees in various international markets to undergo cultural sensitivity training (Davies, 2003). Citi Bank understands that its employees must be provided with the skills that they require in order to navigate strange cultures that they encounter. 
Analysis
	Above, it has been shown that both Citi Bank and Hang Seng have taken steps to tackle the respective HR challenges that they face. However, these solutions seem inadequate. For example, the training that Hang Seng has carried out does not address how the company will recruit new employees to support its efforts to serve American customers in a culturally appropriate fashion. On the other hand, through the policy that it has rolled out, Citi Bank has essentially betrayed its employees. Research has established that organizational support plays an essential role in bolstering employee engagement, motivation, and satisfaction (Carucci, 2019; Sageer et al., 2012). Having turned its back on its employees, Citi Bank should ready itself for a decline in performance and productivity. 
	While they do not address all elements of the problems, the solutions that Citi Bank and Hang Seng have rolled out have some positive impacts. For example, by siding with Chinese authorities, Citi Bank is insulating itself against sanctions which would have devastating impacts. China is among the most important markets for Citi Bank, generating RMB 1.16 billion for the company in 2016 (Citi Group, 2017). The training that Hang Seng has undertaken promises to empower and equip its employees with competencies necessary to thrive in the American market. 
	The solutions described above are imperfect and they offer opportunities for improvement. For example, as noted above, the measures that Hang Seng has instituted do not go far enough in attracting candidates who are qualified to help the firm to make inroads into the American culture. On the other hand, Citi Bank has sacrificed the wellbeing of its employees to maintain its operations in Hong Kong and mainland China. These solutions are unsustainable and could set the stage for the two companies to encounter even graver problems. 
Recommendations
	As established above, the solutions that Citi Bank and Hang Seng have implemented are inadequate to secure the future of these firms in their international markets. It is proposed that Hang Seng should implement a plan that focuses on rebranding itself as a company that is committed to ensuring that the American customers are served in ways that account for and demonstrate respect for their culture. In the short and medium term, Hang Seng should embark on an aggressive media campaign. The purpose of this campaign should be to reassert its dedication to cultural sensitivity, diversity, and tolerance. Today, prospective employees are drawn to companies with a clear message and strategy to promote inclusion and cultural diversity (Otado et al., 2015; Williamson, 2007). Over the longer term, Hang Seng should then implement a robust cultural sensitivity training program that targets existing and new employees. The main advantage of this plan is that it is fairly easy to implement as it is not necessarily cost-intensive. However, Hang Seng should understand that this plan will not deliver immediate results. This is its key drawback. Some of the outcomes that Hang Seng should expect to witness following the successful implementation of the proposed plan included the establishment of a culturally diverse workplace where employees’ posses the skills needed to render culturally appropriate services (Shepherd, 2019). Some of the resources needed for the implementation of this plan include finances, support from the firm’s leadership, and facilitators who will run the training program. 
	Unlike Hang Seng whose problem can be addressed through a simple and cost-effective solution, the challenge that confronts Citi Bank is more complex. It is recommended that the firm should maintain the policy that it has adopted. This proposal is based on the utilitarian model of ethical decision-making. Essentially, this model holds that when confronted with a difficult moral dilemma, firms and individuals should opt for the choice that delivers the greatest benefit while minimizing harm (Audi, 2007; Gustafson, 2013). Among the advantages of the recommended course of action is that Citi Bank will maintain its operations in Hong Kong and China, thereby generating value for its stakeholders, including employees who will keep their jobs. The main limitation of this solution is that it could erode employee confidence in the firm’s commitment to safeguarding their wellbeing and supporting them. While requiring employees to stay uninvolved in the Hong Kong protests will damage Citi Bank’s relationships with its employees, it will guarantee the company’s future in one of its largest markets. To implement this solution, the main resource that the firm will need is the support of its employees. 
Stakeholders
	The stakeholders at Citi Bank and Hang Seng have expectations that the two firms should attempt to meet. For Hang Seng, the key stakeholders are customers and employees. Whereas customers expect culturally sensitive services, the employees require that the firm should equip them with the knowledge and skills necessary to provide these services. Implementing the proposed solution will enable Hang Seng to honor these expectations. For example, as they undergo training, the employees will be properly prepared to offer high quality services that are aligned with the American business culture. On the other hand, shareholders and employees are the primary stakeholders whose expectations Citi Bank should try to satisfy. The employees demand support and solidarity from the company while the stockholders expect returns on their investment. The proposed solution mostly meets the expectations of the shareholders by guaranteeing profits. However, by keeping Citi Bank operating in China and Hong Kong, this solution also helps the personnel to stay employed. If Citi Bank is hounded out of the Hong Kong market for supporting its protesting employees, the thousands of employees will be rendered jobless. 
Conclusion
	In closing, the challenges that Hang Seng and Citi Bank have faced are not necessarily unique. Other firms have also grappled with similar problems. In particular, today, firms are struggling to attract culturally competent employees who can help them excel in new markets. Additionally, companies are encountering hardships as they seek to balance the competing interests of various stakeholders. The optimal solutions to these problems vary from one company to the next. It is best for firms to consider their individual situations and implement measures that are best aligned with their long-term objectives and strategies. 
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