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Abstract
Disney is always associated with dream, magic, fantasy, imagination and enchantment. However, Disney also bought the nightmare to French people in the past when they started the global expansion in Paris. This article will analyze the HR challenges in employee relationship Disney faced when they started the business in France.

Introduction of Disney
Disney, officially known as The Walt Disney Company, is an eminent global entertainment conglomerate with its headquarters situated in Burbank, California, USA. The corporation was founded on 16 October 1923 by Walt Disney and Roy Disney. Since its inception, Disney has expanded and positioned themselves as one of the most recognizable and diverse entities in the worldwide entertainment industry. Disney operates not only in the United States but also internationally, offering a wide range of entertainment experiences, including theme parks, resorts and TV networks (Disney+), in various countries (Liotopoulos, 2023). Disney's global presence is exemplified by its iconic theme parks. In 2023, there are twelve Disney theme parks which make up the six Disney Resorts in America, Europe and Asia. These theme parks have become renowned destinations for entertainment and tourism worldwide (Disney Experiences, 2023). 

Euro Disney (Currently called Disneyland Paris)
The first theme park was established in Anaheim, California in 1955 while the second one was opened in Bay Lake, Orlando, Florida in 1971. With the immediate success of the third one, Tokyo Disneyland opened in Japan in 1983, which was also the first theme park beyond the United States (Sylt, 2015), Disney’s management had strong confidence in operating the second theme part in a foreign country. In 1992, Euro Disney, renamed to Disneyland Paris in 1994, opened in Paris, France. However, the dream of success did not materialize immediately as they had envisioned and the failure was on account of many reasons. One of the reasons was Disney’s management failed to tackle the HR challenges Euro Disney faced and this was primarily due to the misapprehension of France local labour laws and a lack of cultural awareness. As a result, it made the significant impact on Employee Relationship (MBA Knowledge Base, 2021).

Misapprehension of Local Labour Laws
Harmonious employee relationship not only can facilitate the work efficiency, enhance the productivity and smooth the business operations, but also strengthen the competitiveness of the company in the industry. To achieve this, one the of basic principle is to be the law-abiding employer (Evans, 2023). In France, all employment laws and regulations are consolidated in the “Code du travail” and each industry is governed by collective agreements that established rules for including but not limited to working hours, wages and working conditions. Unfortunately, Disney failed in this mission at the very beginning when starting the business in Paris. Disney’s HR Department did not realize the discrepancies between United States labour laws and French labour laws. Hence, Euro Disney faced significant challenges when it attempted to implement Disney's HR policies, which were significantly different from French labour practices. In the United States, workers were scheduled according to the number of the days of the week and the number of times of the year, taking into account the park's seasonal and cyclic attendance patterns, which allowed the flexibility and cost efficiency in manpower planning to meet visitor demand. However, French labour laws did not offer the same flexibility (Keegan, 2002). In the United States, employees were used to being arranged day-off if their services and performances were not needed, but French employees at Euro Disney found this arrangement extremely frustrating. As a result of labor disputes, high labor costs and various corresponding staffing issues, Euro Disney had to depart away from working practices used in United States and adopt the French approach. The newly adopted way set limits on the maximum working hours per week and implemented annualized hourly work schedules. Due to the inflexibility imposed by French labour laws, Euro Disney struggled to find the suitable level of manpower needed, especially considering that the number of tourists per day during the peak season could be ten times higher than in the off season (Burgoyne, 1995).

Lack of Cultural Awareness
Management of Euro Disney not only had a limited understanding of French labour laws but also failed to incorporate the French culture into their local staff management. They implemented a global standard model akin to the business expansion approach in Japan, i.e. directly transplanting American culture to France, resulting in a significant clash of cultures as well as making Euro Disney faced accusations of violating the labour laws. One of the important accusations is about the dress code policy. During training and employment, employed Cast Members were instructed to strictly follow to a 13-page of dress code policy known as the "Disney Look" (Burgoyne, 1995). However, the Europeans did not fully comprehend the said concept. The "Disney Look" enforced a standardized appearance for Cast Members, reflecting a well-groomed and all-American image (Spencer, 1995). The policy outlined specific guidelines regarding the size of earrings, length of fingernails, the strict rules against facial dyed hair, the requirements of false eyelashes, eyeliner, and eye shadow, the colour of stockings, the height of heels as well as the limitations of the mustaches and beards. Europeans found it challenging to conform to an "American look" as they were French actually and argued that those requirements infringed upon individualism (Log Angeles Time, 1991). Consequently, in December 1994, Euro Disney faced legal action in French court regarding the Euro Disney's repressive dress code, which was regarded to be in violation of French labour regulations. Finally, Euro Disney was compelled to revamp its dress code policy for the compliance (Karadjova-Stoev and Mujtaba, 2009).
Moreover, the French employees were not particularly accustomed to the service industry. Euro Disney required them to overcome their traditional cultural aversions to maintain the smiling and politeness to visitors all the time. The other specific concern was the imposition of English as the park's primary language and the mandatory requirement for employees to speak English. This requirement for employees to communicate solely in English contradicted the French belief in the beauty and importance of their native language. However, a “Glocalization” strategy was later implemented, allowing the use of French or other languages as the employees' first language and incorporating French names for certain attractions (MBA Knowledge Base, 2021).

Root Causes
Why Euro Disney so seriously misapprehended local French labour laws and neglected the awareness of French culture in HR management, the main root causes were American-style management and copying of successful formula of Tokyo Disneyland.

1. Inappropriate Appointments of American as Management 
One of the main reasons for the faults and wrong decisions stated above made was Disney Headquarter failed to assign management responsibilities to the appropriate persons. When Disney had started doing the business and operations in Paris, they were used to appoint home-country nationals (i.e. Americans) as key management positions. Referring to the case of Euro Disney, many senior positions were taken up by those who were transferred or promoted from United States. The chairman, Robert Fitzpatrick, was also an American too (Karadjova-Stoev and Mujtaba, 2009). Disney's management, driven by their mindset and the belief that the successful penetration formula in Japan would be easily translated to France which made them to overlook numerous critical factors. They did not adequately consider the fact that being an American did not automatically imply a deep understanding of French thinking, integration into French culture and the incorporation of French ideas into the project implementation. Mr. Fitzpatrick faced criticism for his management style and decision-making, including HR Management under his leadership (Grau, 2015). The lack of partnership considerations and long-term strategic thinking proved detrimental to Euro Disney's success. Without sufficient regard for local traditions and culture, Euro Disney faced the serious criticism for cultural imperialism (Keegan, 2002).

2. Too Strong Belief in the Attainability of Copying the Success of Tokyo Disneyland
Disneyland serves as a symbolic representation of American culture instead of being merely an amusement park. When two different cultures collide together, there would be conflicts definitely and those conflicts may be accepted, integrated or resisted. For the global expansion in the business world, the levels of acceptance, integration and resistance profoundly impact on its success. That’s why the cultural differences played a pivotal role in the divergent outcomes of Euro Disney and Tokyo Disneyland, no matter in operations management or HR management. In Japan, there existed a strong affinity for American culture and Japanese believe that the United States is symbolizing a vibrant and advanced society. Many Japanese are drawn to Disneyland due to their deeply-rooted American dream, fostered by their upbringing with Disney cartoons and products. Tokyo Disneyland catered to this fascination by providing a magical paradise for the Japanese, particularly the younger generation. That’s why Japanese employees in Tokyo Disneyland were relatively willing to accept the American culture and even eager to work for Disney. Conversely, because of the great succeed in Tokyo Disney, Euro Disney thought that the successful formula could be copied and overlooked the significance of considering local French culture, leading to pronounced cultural conflicts that plagued the park's early days. Unlike the Japanese, the French took great pride in their own cultural heritage and were less inclined to embrace American influences. The clash of cultures and conflicting practices emerged as significant factors contributing to the poor employee relationships in Euro Disney (Chang, 2021).

Consequences
1. Resignation Waves 
Before Disney’s management made any changes on their policies stated above In May 1992 which was just one month after the grand opening, the news revealed that around 3,000 employees, approximately 25% of Euro Disney's workforce, resigned from their jobs due to the presence of unfavorable working conditions (Matusitz, 2009). Obviously, positive and harmonious Employee Relationships could not be successfully built up at the start of Euro Disney’s operations. 

2. Establishment of Labour Union
Regarding Euro Disney’s HR management, there were a lot of criticisms and discontents among employees. Then the labor union of Euro Disney, which was known as "Syndicat National des Travailleurs de Disneyland Paris", was established in 1992, i.e. was formed shortly after the opening of Euro Disney, to address these concerns and protect the rights and welfare of the Disneyland Paris workforce. The union actively engaged in negotiations with the park management to improve working conditions, secure fair wages and ensure that employee rights and French culture could be respected. Since then, over the years, the union has participated in various labor disputes and strikes at Euro Disney (Disneyland Paris). These actions were often aimed at addressing issues such as working hours, compensation rates and employee benefits. Until now, the union has continuously been vocal in advocating for the rights of the employees and has sought to establish a better balance between the operational needs of the park and the well-being of its workforce (CFDT Eurodisney, 2023). The latest disruptive strikes happened in May to July 2023 (Reid, 2023) and the employees were strongly requesting to have salary increment in different aspects. Overall speaking, the relationship between the union and current Disneyland Paris has evolved from initial conflicts and tensions to a more nuanced dynamic of negotiations and cooperations with occasional conflicts as Disney’s management has the thorough deep realization about French labour laws and French culture after so many years.

Actions Implemented by Euro Disney
1. Pursued an Immediate Piecemeal Approach
Due to the great resignation wave happened and the insufficient workforce made the great impact on the operations, what Disney's management could do was to take the stop-gap measures to tackle each problem and criticism they were facing. For instance, changing the employees' work schedule and pattern to comply with the French labour laws (Burgoyne, 1995) and revamp the dress code policy by considering French local culture (Karadjova-Stoev and Mujtaba, 2009).

2. Recognized the Importance of Maintaining Open Communications with Labour Union
Euro Disney understood that to address labor-related challenges effectively, maintaining the open dialogues and communications with union was very important. They were willing to take place the regular and consultations to find common ground and resolve issues in the best interests of Euro Disney and the employees (Newell, 2013).

3. Changed to European-Style HR Management
The initial American-style management approach at Euro Disney did not adequately consider the cultural differences and norms in France. The park faced resistance and criticism from the local workforce due to perceived clashes with French labor practices and a perceived lack of sensitivity to European cultural preferences. As a result, a significant change occurred in its leadership. In 1993, the American chairman, Robert Fitzpatrick, was replaced by the French general, Philippe Bourguignon (Counsell, 1993). This marked a pivotal moment in Disney's shift from American-style management to a more European-style approach in HR management.

4.	“Glocalization” in HR Management 
The concept of "Glocalization," coined by Robertson (1994), refers to the combination and interaction of globalization and localization. Following modifications in HR management via “Glocalization”, Euro Disney’s employee turnover rate was successfully improved (Chen, 2022).

Comments on Actions Taken by Euro Disney
For the first action, although those could pinpoint the problems and the immediate positive responses can be seem, they could not remove the irreversible impacts led by those issues on employee relationship. Those problems could be enviable if Disney had conducted thorough research on French labour practices to understand that its American model would clash with French norms. 
The second, the third and the fourth actions were the long-term solutions, and both are still actively adopted nowadays. By implementing these, the relationships between Euro Disney and employees had the turnaround. However, referring to the other lesson learnt from Euro Disney, Disney should alert that the successful formula may not be always successful. Disney should not copy the successful past stories. Even their “Glocalization” needs to be fine-tuned when there is a new global expansion.

Recommendations
Starting from 2018, there have been rumours that there will be other Disney’s global expansion to a new country or city. Australia, Korea and Beijing in China were the potential markets in the hearsay (Abell, 2022). However, whichever, Disney should pay attention to the short-, mid- and long action plans to build up and maintain the good employee relationship which is very critical to business success.

1. Short-Term
Before expanding to the new country, a thorough study the local labour laws and culture of the potential markets is necessary. Local cultural consultants are essential because they provide insights into the unique cultural dynamics of the locations involved. Their knowledges help to customize HR policies and tactics to comply with the local laws and enhance employees’ acceptance. Definitely, it will take cost, resources and time.

2. Mid-Term
At the beginning of the business start in the new market, management should establish the transparent communication channels to keep employees informed about company updates and to gather feedback from employees. Open-mindedness of management are needed to listen to employee’s concerns, ideas, and suggestions. Nowadays, there are a lot of technological way for collecting employees’ opinions with low cost. Management’s positive actions to adjust the HR practices by integrating the local culture can demonstrate their commitments to employees. However, to balance the Company’s interests and employees’ expectations are other challenge and risk. Once employees express their opinions but without receiving positive responses will bring worse feelings.

3. Long-Term
Ongoing, there are many HR activities can be done to enhance the employee relationship and employee engagement. Launching the localized employee well-being programs, implementing the recognition program and maintaining employee feedback mechanism are some examples. It is crucial for Disney to consistently prioritize and invest in the employee relationship to create a positive and supportive work environment as well as work-life balance, ultimately enhancing employee satisfaction, productivity and retention. It is no doubt that the long-term actions require significant planning, resources, and organizational changes. Moreover, balancing work-life balance initiatives with business needs and operational requirements can be complicated.

Conclusions
HR management should go beyond providing support and act as a strategic partner in formulating and implementing the company's strategies through key HR activities in different aspects. Euro Disney served as a clear illustration of the vital role HR plays as a strategic partner. Euro Disney encountered numerous mistakes in HR Management hindered the development of good employee relationships. The lesson to be learnt is that in today's competitive and culturally diverse world, HR must carefully align their decisions in HR management with company’s overall strategies to achieve success. HR professionals can significantly enhance a business's capacity to execute its strategies effectively and achieve favorable outcomes.
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