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Strategic Information Technology 
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ABSTRACT

The2008financialcrisishasmademanyhigh-techfirmsvulnerable.Somenon-Americanfirms
(e.g.inTaiwan)haveevengrantedtheirITprofessionalsa“no-paybreak”toreducefirms’financial
uncertainty. The crisis leads to a need to re-examine managerial compensation thinking from a
cross-culturalperspective.Drawingoncross-culturalcasestudiesinTaiwan,acollectivistculture,
andintheUnitedStates,anindividualistculture,thisresearchexploresmanagerialthinkingonhow
toalignstrategicITcompensationwithpersonnel’simmigrantstatusandITsourcingstrategiesin
differentindustrialandnational/culturalcontexts.Italsoexploreshowfirmsutilizenonmonetary
compensationindifferentcultures.CompensationforITprofessionalsinTaiwanarereportedlyto
bemoreuniformbecauseofthefeatureofcollectivistculture.CompensationforITprofessionalsin
theUnitedStatesarereportedlymorefluidthankstoafrontiercultureandindividualism.Therefore,
negotiablecompetitivepayisemphasized.BothTaiwanandtheUShavesufferedfromwagestagnation
fordecades.InTaiwan,thisstagnationmayberelatedtoadepreciationofhigherdegreessincethe
numberofuniversitygraduateshasbeenincreasedfivefoldintwodecadesandITrelateddegrees
havebeenamidstpopularmajorswhichleadtooversupplyinITworkforce.IntheUS,thisstagnation
mayberelatedtoeconomicrecessionandreducedITinvestment/full-timepositions,droppingIT
enrollment,ITskill/education-jobmismatch,andincreasedrelianceonITcontractorsinanemerging
ITgigeconomy.Fromaculturalperspective,“stillunderemployment”inaConfuciansocietywhich
emphasizesface-savingthathasvalueinitsownrightanditexplainswhysomefirmsinTaiwan
grantedITprofessionalsa“no-paybreak”insteadofimmediatelayofftocopewiththe2008crisis.
Meanwhile,tocopewiththechallengeofITskill/education-jobmismatchintheUnitedStates,using
adomestictrainingprogramasnonmonetarycompensationmaybeaviablealternativetoITfirms
whoseITcompensationstrategiesemphasizelucrativepayorpoachITtalentsratherthannurturing
IT talents. Theoretically, economic/organization theories derived from western experiences or
ideologiesin1900s,whereindustrialization,private/hierarchicalorganizations,andhighereducation
werebooming,maynotfitnon-westerncountries’experiencesortoday’sworldwherethetrendsof
outsourcing,ITcontracting,gigeconomyanddepreciationofeducationareemerging.
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INTRodUCTIoN

The2008financialtsunamihasresultedinincreasedlayoffsandpayfreezesinmanybusinesses.
Theeconomicrecessionespeciallymakeshigh-techindustriesvulnerable.Italsobringsattentionto
severalimportantissuesofIT(andnon-IT)1compensationstudies:

First,theneedofcross-culturalperspectives:The2008financialcrisishasinvitedcriticismof
theUSperspectiveaslackingendogenousinsightsandunabletoexplaincross-culturalphenomena
incompensation(Mintzberg,2009;Sun,Zhao,&Yang,2010).Economictheoriescommonlyused
toexplaincompensationhasbeencriticizedasassumingculturalhomogeneityorbeenchallenged
asunabletoexplainendogenouscompensationpracticesduetoabstractionfromcontexts(Sunet
al.,2010;Tjosvold&Leung,2003).

Second, non-monetary compensation: The role of nonmonetary compensation is especially
importantduringeconomicrecessionorinresource-scarcefirms(Morrell,2011).Forexample,some
high-techfirmsinTaiwangrantedtheirITprofessionals“no-paybreaks”toavoidimmediatelayoffs
duringthe2008financialcrisis.“No-paybreak”isconsideredasaformofnonmonetarycompensation
tooffsetuncertaintyresultedfromshoestringbudget,althoughinTaiwanitisoftentauntedasan
unethical“innovative”managementthinkingworthofNobelPrize(Wang&Kaarst-Brown,2014a).
Alternatively, other forms of nonmonetary compensation (e.g., flextime) can be translated into
powerandautonomygrantedtoITprofessionals.Regrettably,whilenon-monetarycompensationhas
beenobliquelystudiedatbestinempiricalcompensationresearch,itsuseinattaining,retainingIT
professionalsisstilllessexplored.AnexceptionisWangandKaarst-Brown’s(2014b)whichexplores
theuseofnon-monetaryrewards(i.e.,ITcontractingandflexibleworkinghours)inasmallU.S.
basedChinesemediafirmtoattractITtalentswithrelativelylimitedfinancialresources.Theyfound
internalstatusofITdivisioninmediaindustry(relatingtoprofit-makingcapabilitycomparedtoother
coreprofessionals, i.e. ITprofessionalsvs.newsprofessionalsandadvertisingprofessionals)has
impactontheircapabilityofresourcecompetition,whichinturnaffectsthelevelofITcompensation2.

Third,non-high-techindustries: inspiteof therecessioninhigh-techindustriesdueto2008
financialcrisis, ITdemandand IT jobs still increase inothernon-high-tech industries including
financial services, transportation and health services (Morgan, 2009, 2010, 2011; Thibodeau,
2012).Afterthe2008downturn,amorerecentreportfurthershowsthatITjobsinarchitectureand
managementoutnumber jobseekers (Rugaber,2015).For theotherexample, IT-relatedpositions
in healthcare industry are expected to grow 15% from 2014 to 2024 (Information Technology
Newsweekly,2016).BecauseITprofessionalsworkinbothhigh-techandnon-high-techindustries,
thereshouldbemoreresearchonITcompensationinnon-high-techindustriesorevenmorecross-
industrialstudiesonITcompensation.

Forth,increaseinIToutsourcingandrelatedITpersonnelimmigration:Tocutcompensationcosts,
manyfirmsopttoIToutsourcingtolocations(orcountries)thathasrelativelyinexpensiveITlabor
costs.Thispracticeisalsorelatedtoafirm’sITpersonnelimmigrationstrategy.Althoughoutsourcing
andpersonnelimmigrationstrategiesareissuescloselytiedwith(contractual)compensationdecisions
inpractice,veryfewcompensationstudies,ifnotnone,addresstherelationshipsbetweenfirms’IT
outsourcingstrategy,ITpersonnelimmigration,andcompensationstrategy.Perhapsthisisoutofthe
difficultyinacquiringdatainthisaspect.Thisdifficultyisfurtherrelatedtothefifthpointbelow.

Fifth,managerialthinking(i.e.,theory-in-useorprofessionalizationtheory)ofcompensation
decisionsanditsalignmentwithorganizationstrategies:Mostofthecompensationstudies(ITor
non-IT)arequantitativeusingarchivaleconomicdata(Ang,Slaughter,&Ng,2002;Devers,Albert
A.Cannella,Reilly,&Yoder,2007;Dulebohn&Werling,2007;Levina&Xin,2007;S.Mithas
&Krishnan,2008) (anexception isWangandKaarst-Brown(2014b)which investigates into IT
compensationstrategiesusingqualitativecasestudy).Althoughthesequantitativestudiesarevaluable,
managerialexplanationsofcompensationdecisionsinrealworld,especiallywhenbusinessstrategies
are taken into consideration, canhardly be revealed. So, there are repeated calls for qualitative,
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contextualandinterestingcompensationstudiesatmanagerialdecisionlevel(Diaz&Gomez-Mejia.,
1997;Dulebohn&Werling,2007;Werner&Ward,2004).Giventhatcompensationdecisionsand
organizationstrategiesarebothconfidentialandsensitive,acquiringinformationofthiskindismore
difficultthanacquiringarchivaleconomicdata.Veryoften,informantsareonlywillingtorevealtheir
pastexperiencesthatmaynotgetbacktohauntthem.So,itisdifficulttoobtaintimelyanddetailed
informationaboutstrategiccompensationdecisions.Witharevelatorynature,“naturallanguage”
fromhigher-levelmanagersareespeciallyvaluableinthisregard.

Insum,giventhatITprofessionalsworkmainlyforpay,weneedmoreITcompensationstudies
drawing on managerial narratives, diverse methods and perspectives to investigate managerial
compensationdecisions(includingbothmonetaryandnonmonetaryrewards)andtheiralignment
withbusinessstrategies indifferent industrial,national/culturalcontexts.Tofill thesegaps, this
researchdrawsonembeddedcross-culturalcasestudiestoexploremanagerialexplanationsofIT
compensationdecisionsfromrealworld.Withembeddedcasedesign,conceptsatmultiplelevels
canbeinvestigatedwithmanageablenumberofcases.

Thecasestudyaddressestworesearchquestions:

1. HowdomanagersalignITcompensationdecisionswithotherstrategicfactors(clarifiedinthe
followingsection)indifferentcultures?Andwhy?

2. Howdomanagersutilizenonmonetarycompensation in the totalcompensationplansfor IT
professionalsindifferentcultures?Andwhy?

Inthefollowingsections,thispaperfirstdiscussestheconceptsofinterestandtheirhypothetical
relationship with IT compensation decisions that are borrowed from Wang and Kaarst-Brown’s
(2014a)proposedITcompensationtheory.Itthendiscussestheorycontributionofthispaperfromthe
angelofgeneratingmanagerialexplanations(i.e.,theory-in-useorprofessionalizationtheory)forIT
compensationdecisionsindifferentcultures,followedbydiscussionofresearchstrategy,within-case
andcross-casefindingsintertwinedwithcross-culturalinferencesforITcompensationdecisions.It
concludeswithdiscussionofresearchlimitationsandimplicationstopracticeandfutureresearch.

CoNCePTS ANd CoNCePTUAL FRAMewoRK

IT compensation3 is a variable pay system remunerated to IT professionals or a contractual
compensationagreementbetweenorganizationsandITserviceproviders.ITcompensationincludes
basepay,incentivepayandnonmonetaryrewards.AlthoughITworkcanbeseenasheterogeneous
reflectingdifferentjobroles,almostalloftheITcompensationresearcharticlesandtheITrelated
HR-ManagementresearcharticlesadopthomogenousITworkconceptregardlessjobroles(Anget
al.,2002;Messersmith,2007).Moreonthediscussionofheterogeneousvs.homogenousconcepts
ofITworkisincludedinthe“limitationsoftheresearch”section.

Drawing on both IT and non-IT compensation literature, Wang and Kaarst-Brown (2014a)
theorized alignment between multi-level strategic factors and IT compensation decisions whose
purpose is uncertainty-reduction4.Among the twelve strategic factors theyproposed5, this paper
focusesonthefactorsofimmigrantstatus,ITsourcingstrategy,andindustrial/nationalcontexts(see
Table1fordefinitions)andfurtherexplorehowmanagersintherealworldconsidersthesestrategic
factorswhentheymakeITcompensationdecisionsindifferentcultures,andwhy.Thispaperalso
exploreshowfirmsutilizednonmonetarycompensationtocopewithuncertainties.

DrawingontheITCompensationTheorythatWangandKaarst-Brown(2014a)proposed,a
recapoftheseselectedfactorsofinterestinthisparticularpaperandtheirhypothesizedrelationship
withcompensationdecisionforthepurposeofuncertaintyreductionareprovidedbelow.Fordetails
pleaseseeWangandKaarst-Brown’spaper(2014a).
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Individual Level Factors - Immigrant Status
Mithas and Lucas’s (2010)studyhasshownthatimmigrantstatushasimpactonITcompensation.
Theoretically and logically, ITprofessionalswhoneed to change their immigrant status to legal
workingstatusmightbecompensatedatlowerlevelsbecausefirmshavetocovertheincurredlegal
servicefees(Wang & Kaarst-Brown, 2014a).Immigrantstatusandtheannualcapsonworkvisaof
foreignITprofessionals(H1B)havebeenwidelydebatedinvariouscountries.Butacademicresearch
on the relationship between immigrant status and IT compensation seldom include perspectives
ofnon-Americancountries.ThisresearchfocusesonhiringforeignITprofessionalswithoutlegal
workingpermitsfromacross-culturalperspectivebecauseissueofH1Bisnotonlyapplicabletothe
UnitedStatesbutothercountries.

Strategic Level Factors - IT Sourcing Strategy
ITsourcingstrategyistheotherfactorhavinginfluenceonITcompensationdecision.ITsourcing
strategyisdifferentiatedintoIToutsourcing,ITinsourcingandcontractors;theyareshorter-term
principal-agentrelationshipscomparedtofull-timeemployees(Lacity & Hirschheim, 1993;Loh & 
Venkatraman, 1992;Pati & Desai, 2005).ITcompensationinthiscontextcanbeextendedfrompay
forindividualITprofessionalstocontractualagreementforITserviceproviders.Accordingtoagency
theory,whentheintendedlengthofprincipal-agentrelationshipisshort,thereisincreaseduncertainty
regardingtheagent’sperformanceandgreaterrequirementforclosermonitoring,thereforethereis
anemphasisonincentivepaytomotivatedesiredbehavior(Eisenhardt,1988).However,monitoring
outsourcedITperformanceismoredifficultthanmonitoringin-houseITperformance;therefore,

Table 1. Definitions of IT Compensation and Strategic Factors (adapted from Wang and Kaarst-Brown, 2014a)

Concepts Definition Summary of Uncertainties

ImmigrantStatus
(IndividualLevel–Strategic
Decision)

ThelegalworkingstatusofforeignIT
professionals.

-Retentionuncertaintyafterincurred
legalcosts
-LaboruncertaintyduetoH1Bvisa
capspushupcompensationcosts

ITSourcingStrategy
(OrganizationalLevel–
StrategicDecision)

Outsourcing:employingnon-residentIT
workersofanexternalentity
Insourcing:in-housefull-timeorparttime
contractworkers;ad-hocinnaturetorelieve
temporaryITneeds

-Resourceuncertainty
-MonitoringandCoordination
uncertainty

IndustrialTrait
(IndustrialLevel)

Twocategoriesofindustrialtraits:high-tech
industryandlabor-intensiveindustry(ornon-
high-techindustry).High-techindustry:annual
R&Dbudgetis5%orgreaterofsalesrevenues.
Measures:SICcodes

-Employmentuncertainty
-Laborcompetitionuncertaintydue
todifferentopportunitylevels
-ITuncertainty

GeographicLocationCostof
Living/CulturalClusters
(NationalLevel–Strategic
Decision)

Costsoflivingduetoeconomicandcultural
differencesforregionstheorganization’sIT
groupisbasedin(e.g.,EastorWestCoastsof
US,orAsiaEurope)

-Costoflivingvariability

ITCompensation

AvariablepaysystemremuneratedtoITprofessionalsincludingproportionsofbasepay
(thefixedproportioncompensatingregularbehavior/tasks),incentivepay(thevariable
proportionbasedonindividualperformanceorprofitsharinginorganization),and
nonmonetaryrewards.
ItcanbeacontractualcompensationagreementbetweenorganizationsandITservice
providersorITprofessionals,includingpart-timeorcontractworkers.

Non-monetary
Compensation

Informalandintangibleincentives,togetherwithmonetaryrewards(i.e.,formaland
tangibleearnings)thatareconsideredascomponentsoftotalcompensationplans.
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WangandKaarst-BrownproposedthatfirmsoptingforIToutsourcingstrategieswouldemphasize
fixed-paycontracttoreducemonitoringcost(2014a).

LiteraturetendstoequateoffshoringwithoffshoreoutsourcingwherebyITinfrastructureand
ITstaffaredelegatedtothird-partycompanies(e.g.,Hahn,Doh,&Bunyaratavej,2009;Sarker&
Sarker,2009).Butour case findings show thatmanagers frequentlyuse“offshoring” to refer to
“offshorebranch”aswell.ITinfrastructureandITpersonnelinoffshorebranchesarestillthefirms’
formalemployeesandfirmsspendregularITpersonnelexpendituretocompensatetheseformalIT
employees.6Offshorebranching7alongwithIToutsourcingareITstrategiesinfluencingonfirms’IT
compensationdecisiontoreducerisksofITtalentshortage.Buttherearefewempiricalcompensation
(bothITandnon-IT)researchlinkingcompensationdecisionwithsourcingstrategies(e.g.,Sethupathy,
2013),letalongoffshorebranchingstrategy.

Industry Level-Industrial Traits
Uncertaintyrelatedtoindustrialtraits,namelythecharacteristicsofthesectorsinwhichthefirm
operates,alsoaffectsorganizations’compensationstrategy(Balkin & Gomez-Mejia, 1987;Kleingartner 
& Anderson, 1987;Wang & Kaarst-Brown, 2014a).Thisresearchfocusesontwoindustrialtraits:
high-tech industryand labor-intensive (non-high-tech) industry. Incentivepayasaproportionof
totalcompensationisassumedhigherinhigh-techfirmsduetothevolatileandconstantlychanging
environmenthigh-techindustriesface.EmphasisonincentivepayinthisregardnotonlymotivatesIT
personneltoachievefirms’futuresuccessbutalsocompensatetheirenduranceofhighrisk(Wang & 
Kaarst-Brown, 2014a).However,veryfewempiricalresearch(e.g.,Wang & Kaarst-Brown, 2014b)
investigatedhowmanagersmakeITcompensationdecisionsinnon-high-techindustriesthatface
uncertaintiesofdifferentkindsorhowmanagersthinkofnonmonetarycompensationinmotivating/
rewardingITprofessionals.

National Level-Geographic Location/Cultural Cluster as a Strategic decision
GeographicfactorshaveinfluenceonlocalITcompensation,butthesefactorsareoftencontrolled
forindescriptivecompensationstudies.Wang and Kaarst-Brown’s (2014a)theoryconceptualizes
cultureasaproxyforcompensationdifferences.

Therearerelativelyfewcross-cultural8compensationstudies(e.g.,Adithipyangkul,Alon,&
Zhang,2010;Greckhamer,2011;Levina&Xin,2007;Tosi&Greckhamer,2004;Townsend,Scott,&
Markham,1990).Amidstthemcultureisnotreducedtoameasurablefactorbutistreatedasacomplex
wholethatcanshapevaluesandothermacro-environmentalphenomena(i.e.,institutions)andtherefore
canexplaintheobserveddifferencesincompensation.Moreover,whileGeertHofstede’scultural
dimensions(powerdistance,individualismvs.collectivism,uncertaintyavoidance,masculinityvs.
femininity,long-termorientation)laythefoundationforcontemporarycross-culturalstudies(Tjosvold
&Leung,2003),HarryTriandis’reviewsoftheoryandresearchonindividualismvs.collectivism
showthisdimensionisdeeplyingrainedintheEastandtheWestandthereforecoverdifferencesin
economicdevelopment(i.e.,developingvs.developed,)andsocial,politicalinstitutions(Berman,
1990; Tabellini, 2010; Triandis, 1990, 1995). Therefore, instead of pre-specifying measurable
dimensionsofculturebeforehand,thispapertreatscultureascontextualbackgroundsofthecases
andusessub-conceptsofculture(i.e.,collectivismvs.individualism)emergedinthestudytoexplain
compensationsdecisionsinthehopeofreapingrichercross-culturalnotionsinITcompensation.

ReSeARCH STRATeGy oF CASe STUdy

Selecting Atypical Cases
Giventhat“…insightfultheorizingmaynotcomefromstudyingaveragesacrosslargesamples,but
ratherfromthestudyofatypicalorganization,”weselecttoreportmanagerialexplanationselicited
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fromfouratypicalcaseswithanatureofrevelatorycase.Atypicalcasesmaybeparticularlyusefulto
discoverlimitsoftheoriesbecausetheiroutcomes“arenotwhattraditionaltheorieswouldanticipated”
(George&Bennett, 2005,p. 75).Atypical cases can alsobeused in cross-cultural comparative
studiestoexplainirregularitiesunderlyinggeneralrules(Smelser,2013).Therefore,theyareworth
ofdocumentationforreferenceinpracticeorforfutureresearch.

ThisstudyselectstwofirmsregisteredandoperatedinTaiwan(acollectiveculture),andtwoin
theUnitedStates(anindividualistculture).Thefouratypicalcasesareselectedfromfourindustries
with various IT uncertainties: software, networking, civil construction consulting, banking and
financialservices.

TheUnitedStateshasbeentheworld’slargestITproducer.Taiwanwastheworld’ssecondlargest
ITproducerfrom1995-1999(Leonard,2005).In2008and2009,Taiwanwasrankedsecondand
thefifteenthrespectively9(BusinessSoftwareAlliance,BusinessSoftwareAlliance,2008;Business
SoftwareAlliance,2009).TheEconomist(TheEconomist,2013)describesTaiwanasa“rareexample
ofsuccessful(IT)industrialpolicy”:

Taiwan, once a maker of soft toys and umbrellas, has long been a high-tech hive. It provides a rare 
example of successful industrial policy (though much more so in hardware than software). In 1973 
the state created the Industrial Technology Research Institute (ITRI) to nurture the tech industry. 
ITRI started with semiconductors, securing the transfer of old technology from RCA, an American 
company, in 1976. In 1983 ITRI developed a clone of the IBM PC. Seven years later it formed an 
alliance of notebook-PC companies. Information and communications technology now makes up 
one-third of GDP. The island came to dominate the notebook business.”

Astothepaylevelnation-wide,givingtheprevailingcollectivismanddepreciationofhigher
educationinTaiwan10,reportedlybasepayratesfordifferenteducationaldegrees11andindividuals
withdifferentexperiencesarelessvariedinpractice;averagebasepayrateinTaiwanhasbeenfrozen
foroveradecade(Chen,2015;Editorial,2014,2015;Gerber,2014;Liu,2015;Wright&Poon,2014).
Therefore,paynegotiationhaslessleewayinITcompensationdecisionsinTaiwancomparedtothe
UScounterpart.However,thiscultureaspectofcompensationhasnotbeendocumentedincurrent
academicliterature.

“ITindustry”isnotaunitarytermandconsistsofheterogeneoussub-sectors.Non-hardware
sectorsoftheITindustryareemphasizedinthisresearchinbothnationalcontexts.Thisisbecause
fromtheperspectiveofproductionrate,theIThardwaresectoristhenumberone,mostmatureIT
sectorinTaiwanandthusmaynotbeidealforcontrastingdifferencesinbothnations.Conversely,
ITsectorsofsoftwareandnetworkingservicesinTaiwanarerelativelyyoungandonlyaccountfor
10%oftheproductionvalue(Chien,2003).Theglobalsoftwareandnetworkingservicemarketshave
higherlanguagethresholds,morewestern-culturepreference,morecontroversyregardingintellectual
propertyrights,andhavelongbeendominatedbyUSfirms.Consequently,Taiwanasanon-English-
speakingandnon-westernnationismuchmoredisadvantagedinthecompetitiveglobalsoftwareand
networkingservicesmarket.So,thisresearchfocusesonnon-hardwareITsectorsinTaiwanandthe
UnitedStatestobettercontrastITchallengesindifferentculturalsettings.

Astothenon-ITindustry,an(civilconstruction)engineeringconsultingfirminTaiwananda
bankingfirmintheUnitedStatesareselectedastheothertwocases.Theengineeringconsulting
firmusedtoberunbytheTaiwanesegovernment.Afterprivatizationinthe1980s,thisengineering
consultingfirmretainsintricatetieswiththegovernmenteventhoughitnowisnominallyprivate-
owned.Thatgiantcompanieshavestrongtieswiththegovernmenthasbeenaprevalentphenomenon
intheAsia-PacificcountriessuchasChina,SouthKorea,andSingapore.Butorganizationaltheories
orcompensationresearchbasedonwesternexperiencestendtooverlookthisuniquenessintheAsia-
Pacificcountries.
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AfinancialconsultingfirmenrolledandoperatedintheUnitedStatesisselectedfortheother
case.OrlikowskiandBaroudi(1989)deemedfinancialandlegalspecialistssuchasloanofficersand
financiallawconsultantsasideal“professionals”giventheirlegitimacy,powerandsocialrelations
withcustomers/clientsbutarguedthatITpersonnelarenot“professionals”fromasocialinstitutional
perspective12.Theinternalcompetitioninthefinancialconsultingfirmbetweentheidealprofessionals
(e.g.,financialandaccountingprofessionals),accordingtoOrlikowskiandBaroudi’sperspective,
andITprofessionalsthusmakesapurposefulsupplementtotheothercases.

In-Depth Interview and Archival Data
Thisresearchusedin-depthinterviewstoelicitfirst-handexperiencesfromthefieldandrichcontextual
information.Ghauristatesthat“…[i]n-depthinterviewsareparticularlysuitablewhenresearcher
wantstounderstandbehaviourofdecision-makersindifferentcultures…”(2004,p.113).Purposeful
samplingstrategywasutilizedtoselectintervieweesthathavethepowertomakeITcompensation
decisions.MostofthepeoplewhohavepowertomakeITcompensationdecisionsarehigher-level
managersandusuallynomorethan3to5peopleinacompany.Thesepeopleareidealcandidates
toexplainITcompensationdecisions.Buttohavealargenumberofintervieweesfromhigherlevel
ispracticallydifficult.Acompromisethisresearchmakesistointerviewotherpersonnelwhohave
knowledgeonhowmanagersdecideITcompensationbasedonfieldexperiences,butthesepersonnel
maynothavefullknowledgeofcompensationdecisionsandtheiralignmentwithbusinessstrategies.
So,theaccountsofthesetwotypesofintervieweeswereweighteddifferently.Duetopagelimit,this
paperpresentsquotesfrommangersonly.

Largenumberofinterviewees(ortransparencyoftheinterviewees’backgrounds)ispractically
unattainableundersensitivetopicslikestrategicITcompensationdecisions,whichisidentifiedas
thechallengesofcorporateeliteinterviewing(Welch,Marschan-Piekkari,Penttinen,&Tahvanainen,
2002).Thenumbersofintervieweesaftercompromise(total20)andtheirrolesinthecompaniesare
summarizedinTable2(see“ImperfectControlledComparisonandSmallNumberofCases”and

Table 2. Summary of cases

Case 
Number

Location 
and 

Founded 
Year

Industry Number of Employees Sourcing 
Strategy

Informants 
(Total 20) Specialties of the Case

Case1 Taiwan
1998

Software/
Networking

80(40ITpersonnel;
InvestmentCapital:$4
million)
*Smallintermsofsize,
butlargeintermsof
capital)

Multiple 1VP;5Senior
Engineers

Leadingsoftwarefirminthe
disadvantageoussectorofIT
industryinTaiwan;offshore
branchinginChina

Case2 Taiwan
1969

Civil
Engineering
Consulting

1700(#ofITpersonnel
<10%;Investmentcapital
notavailablebecauseitis
governmentowned)

Multiple
2Case
Managers;6
SeniorEngineers

Strongtiewithgovernment;
havingtwoITdepartments;
ITcompensationisdecided
throughpublicbidding
process

Case3 U.S.(CA)
2000

Software/
Networking

700employees,6
domesticITsupport
personnelinthemain
office,5ITpersonnel
inoverseabranches;
112.8millioncashand
investments

Multiple 2VPs;1Senior
Engineer

Offshorebranchingin
Bucharest,Romania,UK
andIndia;differentfrom
firmsrelyingprimarilyon
immigratingforeignIT
professionalsoroutsourcing
ITfunctions.

Case4 U.S.(CA)
1997

Bankingand
Financial
Services

42employees,2IT
supportpersonnelinthe
mainoffice;assets$37.3
billion)

Outsourcing 1VP;2Senior
Engineers

OutsourcingcoreITfunctions
(cf.firmsoutsourcenon-core
ITfunctions);ITdownsizing;
competitionbetween
coreprofessionalsandIT
professionals
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“RichDescriptionvs.SensitivityandSmallNumberofInterviews”).Topreserveconfidentiality
andreducecommercialrisks,caseIDsareassignedtodisguisefirms’identities.Fieldinterviewsare
conductedprimarilyin2006-2007andupdatein2008-2009.Becausepayfreezehasbeenplagued
bothnationsfordecadesandthatmanagerialaccountsonITcompensationdecisionsaligningwith
businessstrategiesarewitharevelatorynaturethathavenotbeendocumentedinacademicliterature,
thecasefindingsstillprovideinterestinginsightsfromtherealworldtosharewithISacademiaeven
today.Thisstudyalsocollectswebreportsfromthefirms,governmentsandnewsmedia,ranging
from2005to2017,asalternativeinformationsourcesfortriangulationpurpose.Archivaldatais
especiallyuseful forunderstandingnational/societal/cultural/economicdevelopment, industrial
traits,firms’backgroundsandmarketdirections.

Unit of Analysis and Data Analysis
Theunitofanalysis(mainunit)inthecasestudiesissetastheformalorinformalcompensation
system(s)intheITdepartment,basedonwhichITcompensationplansaredesigned.Thisresearch
containsconceptsatmultiplelevelsasembeddedunits.Itdirectsresearchattentiontotheseembedded
unitsalongwiththeITcompensationsystems(mainunit).Inanembeddedcasedesign,acasecontains
multiplefactorsatdifferentlevels.TheembeddednaturefurthersupportsYin’sargumentsthatalarge
numberofcasesarenotaprerequisitetodrawtheoreticalconclusionsbecauseanembeddedcasecan
observefactorsatdifferentlevels.

Astodataanalysis,thetechniqueofexplanationbuilding,representingclarificationofthe“why”
or“whynot,”isused.Thepurposeofexplainingaphenomenonis“tostipulateapresumedsetof
causallinksaboutit”thatissimilartoidentifyingindependentvariablesinstatisticalanalysis(Yin,
2002:120);butthesecasuallinksoftenoccurinnarrativeformandmaybecomplexordifficultto
measureinstatisticaloranyprecisemanner.However,theoreticalpropositions(orinferences)may
begeneratedfurtherfromnarrativeexplanations:

In most existing case studies, explanation building has occurred in narrative form. Because such 
narratives cannot be precise, the better case studies are the ones in which the explanations have 
reflected some theoretically significant propositions. For example, the casual links may reflect critical 
insights into public policy process or social science theory. (Yin, 2002, p. 120)

Yin’s notion of narrative explanations is aligned with Dyer and Wilkins’ (1991) comment
thatbetter/richerstories,notconcisestatementsofconstructs,contributetoparadigm-challenging/
creatingtheoreticaladvancementsbecauserichstoriesunveildynamicsofphenomena(actingasnew
relationships/orientations)andhelpusspotsimilardynamicsinothercontexts.

Theory Contribution
IT (and non-IT) compensation research rarely emphasize managerial explanations based on
real-worldexperiencesindifferentcultures.Therefore,wedonotreallyknowifmanagersthink
likeeconomistsortheoristsindecidingIT(ornon-IT)compensationorhowmanagersmake
trade-offsfacingallsortsofuncertaintiesindifferentcultures.Veryoften,weknowhowmuch
ITprofessionalsarepaid,butwemaynotknowmanagerialexplanationsforthewaystheyget
paidindifferentcultures.Knowledgeonmanagerialexplanationsactuallyfitsintothecategories
of narrative theory and professionalization theory (Leeming, 2001; Reeves, Albert, Kuper,
&Hodges,2008)whichviews theories aswhat’s actuallydone to solveproblemsorvalues,
standardsinanoccupation/profession.Theoriesofthesetypesareofpracticalvaluesandhave
implicationstoacademicsgiventhatscholarlyresearchiscommonlyconsideredirrelevantto
businessworldandrarelyreadbymanagers(Nobel,2016).(Pleaserefertosection“Implication
fororganizationalandcompensationtheories”).
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Thecross-culturalcasestudies,movinglowerattheladderofgenerality,attemptstogenerate
plausibleendogenousexplanationsforITcompensationdecisionsthatarerichincontextsinorder
tocomplementexistingtheoriesthatareatamoregrandlevelbutarerelativelylesspreciseorrich
intheirexplanations.ThiscontributestotherichnessandplausibilityofITcompensationtheory
atmid-rangelevelandfacilitatesbetterlinkbetweentheoreticalsoundandmanagerialrelevance.
Innovative and insightful theoretical propositions (or inferences) may be further generated from
managerialnarrativeexplanationsinthefuture(see‘unitofanalysisanddataanalysis’sectionfor
theoreticalvaluesofnarrativeexplanations).

CASe FINdINGS oF IT CoMPeNSATIoN13

Due to the nature of embedded case study, cross-cultural comparisons are incorporated in the
discussionsofcasebackgroundsandinfluencesofotherfactorsatmultiplelevels.

Background of Case 1 Taiwan Software Firm, Including 
National Culture and Industrial Trait
Thisfirmisinthesoftwareandnetworkingsectorwith80employeesincluding40ITpersonnel.The
firmhasstrivedhardtomuscletheirwayintointernationalmarkets(especiallynon-English-speaking
regions)thatfavorclosed,proprietarydevelopmentsystems14suchasthoseinJapan,SouthAsia,
WesternandEasternEurope.SoftwarefirmsinTaiwaningeneralaresmallcomparedtotheirgiant
hardwarecounterparts.ButtheimportanceofthisITfirmshouldnotbeunderestimatedbecausethis
firmoccupies30%ofthesoftwaremarketinTaiwan(top10inmarketshare).

ItisnotedthatgianthardwareenterprisesinTaiwan(e.g.,TaiwanSemiconductorManufacturing
Company Ltd. and United Microelectronics Corp., the world’s largest and the fifth largest
semiconductorfoundries)aresponsoredbygovernment,whilesmallsoftwareenterprisesareprivately
owned.Therefore,theformercanaffordmorelucrativeITcompensationthantheotherprivatesoftware
firms.TheexperienceofTaiwaninthisaspectisnotcapturedbythedualperspective(i.e.,public
vs.private)oforganizationtheorieswhichassumesthatprivatefirmstendtoprovidemorelucrative
compensationplansthantheirpubliccounterparts(Angetal.,2002;Levina&Xin,2007).Butthis
dualperspectiveoverlookstheinfluenceofgovernmentsubsidiesinAsiancountries.

A historical perspective in Taiwan’s model of industrialization can explain this difference.
ChiangKai-shek(theformerleaderofKMT,thepoliticalpartyagainstCommunistPartyinChina),
whenretreatingtoTaiwanafterlosingMainlandtoCommunistChina,wasforcedtoencouragethe
developmentofnativeindustrialenterprisestosecurehislegitimacy(Mathews&Cho,2000).But
ChiangKai-shekdidnottrustnativeTaiwaneseentrepreneursenoughandwasthreatenedbytheidea
ofallowingthemtogrowintoleadersofhugeconglomerates15(Mathews&Cho,2000).Therefore,
largecompaniesusedtobegovernment-ownedunderacentral-plannedeconomicsysteminTaiwan.

AfterprivatizationinTaiwan,largeenterpriseswithjointventureswithforeignpartners(including
theITgiants)stillhaveatouchofgovernmentallegacywhilesmallandmediumenterprisestendto
beprivate-owned.

Taiwanisacountrywitharmyservicesystem,whichmeansevery(healthy)malecitizenhas
theobligationtoserveinthearmyfor2years.Thosemalecitizenswithtechnicalbackgroundsand
honorrollstandingatcollegescanapplyforservingintechnicalfirmsorelectronicslaboratory
instead (also called Defensive Military Substitute Service). For the technical firms, this is an
idealmeanstorecruitnewlygraduatedITtalents.Nonetheless, thegovernmentallocatesmore
quotasinthehardwareindustrythaninthesoftwareindustry.Thisplacesprivatesoftwarefirms
inadisadvantageoussituationintermsofrecruitingnewlygraduatedITtalents.Consequently,
outsourcing softwareprojects to India andChinahasbecomeanalternative strategy for small
softwarefirmstocopewiththeshortageofITtalents.
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Case 1 Taiwan Software Company-Immigrant Status and IT Sourcing Strategies
Immigrant Status (Insourcing From Abroad)
Inthisfirm,therelationshipbetweenimmigrantstatusofforeignITpersonnelandITcompensation
decisionsisofmanagerialconcernbecauseoftheadditionalcostsincurred.Ifworkersareactively
recruited,theremayalsobehousingcostsnotnormallypaidforlocalworkers.Itisexplainedthat
lowerbasepayoffsetextralegalcostsforthefirm.Buttheoverallbasepayplussubsidiespaidto
theforeignITpersonnelmaystillsurpassthetotalcompensationplansfordomesticITpersonnel.
Therefore,thisfirmnolongerimmigrateIndianITtalentsbecausethecostsisfarbeyondthatfor
trainingin-houseITstaffdomestically.Relatedly,immigratingITlaborsfromChinaispolitically
controversialwhichmadethisfirmreluctanttodoit16.ThiscompanynowpreferstotrainITpersonnel
fromlocalareasandsetupoffshorebranchesinChina:

Insourcing from India cost more. We have to pay the fee to the Institute of Information Industry 
to acquire Indian IT labor, as well as pay the legal fees, and file a long report. It is actually more 
expensive than hiring local IT people with a master’s degree. Now we have an IT training program 
to train people we want. (Quote 1-1VP)

Outsourcing
Unlike the larger firms in hardware industry, outsourcing IT projects to India was found to be
unfavorabletoasmallcompanylikethisfirmbecausetheycouldnotbenefitfromscalesofeconomy
aslargercompaniesdo.OutsourcingspecializedITprojectstoIndiacostthemmorethantheyhad
expected.Thisisverydifferentfromthecost-reductionlessonslearnedfromtypicalUSfirmsthat
outsourcemoregeneralITfunctionsoverseas:

It [IT in India] is very specialized. Our company is not big enough, not enough for scale of economy. 
Outsourcing IT projects to India costs us more money. (Quote 1-1 VP)

Offshore Branching
TheotherITstrategy,offshoringthroughestablishingbranchesinChina,alsofacedchallenges
fromdifferentvaluesystemsofthetwosidesoftheTaiwanStraits.Duetolowerlivingstandard,
thebasiccompensationlevelislowerinChina,comparedtothoseinTaiwan;butdifficulties
in discipline resulted in more expenditure in administrative management and monitoring
costs.Taiwan’ssmallITfirmshavebeenusedtoprovidingITtrainingwithreducedpay.This
ITtrainingstrategy,servingasITinvestment, isrelatedtothecollectivecultureinTaiwan
whereinindividualsaremoreloyaltogroups(e.g.,firms)andaremorehesitanttoswitchfirms
frequently.ButyoungergenerationsinChina,growingupunderone-childpolicyandinanewly
developingeconomygrowingwithabreakneckpace,maylookforindividualprosperityover
loyalty togroupsorconcernsforgroups’ long-termdevelopment. It isgettingcommonfor
youngergenerationsinChinatoswitchfirmsfrequentlyforbetterpayorevenstarttheirown
companiesoncetheylearnthecoreskillsfromthefirmstheyworkfor.Allofthesetogether
withintensifiedcompetitionfromChina’sandSouthKorea’sITfirmsbecomenewchallenges
toITinvestmentofthisTaiwan’sfirm:

We tried to set up branches in China before but it was not very successful. The attitudes and value 
systems of mainlanders are different from Taiwanese, which makes discipline difficult to maintain…
We saw a mushroom of IT firms…from South Korea and China. The competition is intensified. 
(Quote 1-1VP)
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Nonmonetary Compensation in Case 1-Taiwanse Software Firm
ThisfirmhasacoupleofHRpracticesservingasnonmonetaryrewards.First,thisfirmlets
ITpersonnelselecttheirowntitles.TitlesareespeciallyimportantinTaiwan(aculturewith
high power distance) because titles are held in high esteem and have value in themselves.
This form of non-monetary benefit attracts those interested in the perception of a shorter
careerprogressiontomoreseniorlevels.Italsoattractsthoseinterestedinlandingmarketing
positionsinthefuture,giventhatgoodmarketingpeoplemayearnhighestpayinITfirmsand
marketingpeople’scareerpaths(orlives)areseeminglyless-pressuredthanITpeople.The
secondnon-monetarytacticthefirmuseistoprovidetrainingprogramsforthreemonthsand
thenapotentialpayraiseafterathree-monthperiod.Meanwhile,duetolanguagethreshold
embeddedintheglobalsoftwaremarketing,softwarecompaniesinTaiwanemphasizelanguages
skills(e.g.,Englishorothermajorlanguages)oftheITprofessionals.Thissoftwarecompany
provides language learningcourses(e.g.,EnglishandJapanese) for theITprofessionalsas
theotherformofnonmonetaryrewards.

Unlikesomeoftheinsecurehigh-techcounterpartinTaiwan,thisITfirmdoesnotconsider“no-
paybreak”asameanstocopewithfinancialuncertaintyduringeconomicrecessionortoavoidfuture
recruiting/traininguncertainty17becauseitisnotthebestinterestfortheirfellowITprofessionals:

They [senior IT professionals] have been with us ever since our firm was started. No-pay break is 
not the best interest for our brothers. (Quote 1-1 VP) 

Background of Case 2 Taiwan Civil engineering Firm, 
Including National Culture and Industrial Trait
Establishedin1969,theTaiwancivilengineeringfirmprovidesengineeringconsultingservicesto
organizationsoncivil,transmitting,architectural,structural,measuring,electronicandmechanical
engineeringprojects.TheirclientbaseslocatednotonlyinTaiwanbutalsoinothercountriessuch
as Indonesia, Saudi Arabia, Jordan, Singapore and Vietnam. With the pervasion of information
technology in today’s information age, their service scopes have been expanded to geographic
informationsystems(GIS),globalpositioningsystems,intelligenttransportationsystems,electronic
commerceandbiotechnology.

Thefirmhas1700employees,amongwhichthenumberoftheITpersonnelislessthan10%.
TheirITprofessionalsbelongtotwodepartmentsunderdifferentgroups:BusinessandAdministrative
ITGroup,andtheElectricalandMechanicalEngineeringITGroup(thenumbersarearoundequal
in both departments). The one under Business and Administrative Group is responsible for IT
support (e.g., managing the information system and electronic documents) to internal divisions
withinthefirm.TheotheroneunderElectricalandMechanicalEngineeringGroupisresponsiblefor
simulatingtrafficconditionsandpresentingdemonstrationstoexternalclientcompanies.Havingtwo
ITDepartmentsinchargeofITsupportfunctionsandITmarketingfunctionsrespectivelyqualifies
thisfirmasanatypicalcase.Theotheruniquecharacteristicofthisgiantfirmisitscloseconnection
withthegovernment(i.e.,semi-government-owned).Thishasbeenacommoncharacteristicoflarge
conglomeratesinTaiwan,China,andSouthKorea.

Case 2 Taiwan Civil engineering Consulting-Immigrant Status
ThisfirmusedtobegovernmentownedanddidnotemployforeignITstaff.So,immigrantstatusis
notconsideredbymanagerswhenITcompensationdecisionsaremade.Animplicationisthatthe
culture(orhistoricalcontexts)ofthefirmsatmoremacrolevelmayrendertheconsiderationofthe
immigrantstatusofITstaff(orotherfactoratmoremicrolevel)differently.
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Case 2 Taiwan Civil Engineering Consulting- IT Sourcing Strategies

Insourcing IT Contractors
There are two reasons for this firm to rely on IT contractors. The first is related to global
economy.Theconstructionmarketworldwidehadundergonerecessionsince2000(andagain
in2008),asissimilarinotherindustries.Constructioncasesoverseashavedecreasedduringthe
recession.Furthermore,Taiwangovernmenthastightenedbudgetsduringtherecession.Thishas
ledtoshrinkingrevenueintheconstructionindustryandmanyfirmsincreasingrelianceonIT
contractorsratherthanhavinglargein-houseITdepartmentsoftheirown.Thisisnodifference
tothiscivilengineeringconsultingfirm.

Theotherreasonisthetrendofspecializationintheindustry.ByhiringITcontractors,thefirm
canfocusonthedevelopmentofthecorefunctions(i.e.,constructionrelatedsystems)andsavemore
moneyonregularpersonnelexpenditures:

We only focus on developing construction, or transportation related software such as the traffic 
lights system. For the other types of IT systems or software, we delegate them to third parties. (Quote 
2-1Manager)

ITcompensationforITcontractorsisdecidedbasedonmarketvaluethroughthepublicbidding
process.Furthermore,duetotherigidityofthebureaucraticsystem,thisfirm’sestimatedcostsfor
ITcontractorsfocusesprimarilyontheirbase paypre-estimated,ratherthanincentivepaybased
onperformance.Thisisdifferentthantheperspectiveofagencytheorywhichfocusedonreducing
monitoringcostsinshorter-termprincipal-agentrelationshipbyemphasizingincentiveportionto
motivatedesiredperformance(Eisenhardt,1988):

The government announces the public projects they have, announces their needs. A public project 
consists of several sub projects. The sub projects are open for bid to a wide variety of firms. It is 
up to the third parties, the IT providers to report their plans and their prices. (Quote 2-1 Manager)

IT Outsourcing
Inthisfirm,whenconsidersoutsourcingrelationshipswheretheITpersonnelaredirectly
responsible for a third-party company, once again base pay pre-estimated by service
providersthroughpublicbiddingprocess,ratherthanincentivepaybasedonperformance,
istheemphasisincompensation.AmajorfocusinIToutsourcingliteratureistheissue
of monitoring from the principal-agent perspective (i.e., agency theory) (Gopal &
Sivaramakrishnan,2008;Osei-Bryson&Ngwenyama,2006;Wang&Kaarst-Brown,2014a).
Butinthisfirm,itis(abitoff)themarketvalue,ratherthanthedifficultyinmonitoring,
plays an important role in deciding IT compensation for outsourced IT professionals.
Therefore,thiscaseprovidesadifferentangletointerpretmanagerialconcernsunderlying
ITcompensationdecisions.
Nonmonetary Compensation in Case 2 Taiwan Civil Engineering Consulting
Duetotherigidbureaucraticsystem,HRsysteminthisfirmisveryinflexibleandthereforeleaveslittle
leewayforpaynegotiation18.Strategiccompensationandnonmonetarycompensationisnotutilizedin
thisfirm.Butduringeconomicrecession,manypeopleinTaiwanprefertostayatgovernment-own
companiesorcompanieshavingstrongtieswiththegovernmenttoavoidjobinsecuritycommonly
seeninhard-pressedprivatefirms.Inthissense,jobsecurityrelatedtostrongtieswiththegovernment
canbetranslatedintononmonetaryrewardsymbolically.
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Background of Case 3 US Software and Networking Firm, 
Including National Culture and Industrial Trait
Astart-upthatwentpublicin1999,thecompanyhas112.8milliondollarsinannualrevenues,
andabout700employees19.TherearesixpeopleintheITDepartmentinthemainofficeat
theirUSheadquarters,includingtheDirectorofIT,andfivepeopleinapplicationanddesktop
support.TherearesixotherITpeople inoffshoreoffices: twoinBucharest,Romania,one
inUKandtwoinIndia.Unlikecase1(thesoftwarecompanyinTaiwan),thissoftwarefirms
intheUnitedStatestakeslanguageskillsasgranted.Masteringothermajorlanguages(e.g.,
Japanese,Chinese)intheregionsfavoringproprietarysystemsreceiveslessattentioninthis
USbasedcompany.

ThechallengesofIThiringandretentioninsoftwareandnetworkingindustryintheUS
includetheimbalanceofsupplyanddemandforspecializedITskillsets(i.e.,skill/education-
job gap) (Congressional Documents and Publications, 2016; Hanc, 2017; Information
TechnologyNewsweekly,2016;Lorek,2007;PRNewswire,2016).Partlybecausethetrend
ofdroppingenrollmentinITrelatedmajorsintheUnitedStates,therearesevereIThiring
challenges and IT pay stagnation out of the shortage of qualified candidates and skills
mismatches(Chozick,2015;Gibson,2015;Leonhardt,2015;Newman,2014;Rugaber,2015;
Schwab,2015)20.Assuch,USfirmsemploymoreandmoreforeignITlaborsorpoachIT
talentswith lucrativepay tocopewith ITshortage.Allof theabovecontributes tomore
leewayforpaynegotiationintheUSfirms.

Nonetheless,whethertoincreaseH1-BquotainordertoreleasethetensionofITshortagehas
beenahard-coredebateintheUnitedStates(Iwata,2006;Khan,2012).Thesechallengesnotonly
increasethefirms’ITcompensationcostsbutencouragethemtooutsourceprojectselsewherewhere
ITcompensationexpensesarelower.

Case 3 US Networking Company-Immigrant Status
TheinformantsinthisfirmindicatedthatpeopleholdingH1Bvisaswerepaidlesscompared
to thosehavingcitizenships.Similar to thefindings inCase1(thesmallTaiwansoftware
firm),thereasonpresentedisthathiringforeignersbyimmigratingthemisexpensiveand
theimmigrantregulationsincurtediouspaperwork.AccordingtotheformerHRVP,large
companiesconsidermoreofimmigrantstatusthansmallerfirmsbecausesmallfirmsmay
not be able to (or not willing to) afford the costs of immigrating foreign workers. And
outsourcinghasbeenaneconomicalternativetoimmigratingwithH1Bvisasforthecompany.
OutsourcinghelpsthefirmtoacquirequalifiedforeignITworkersandbypasstediouslegal
processrequiredforhiringwithH1B,althoughthisVPwasconcernedofitsnegativeimpact
onlocalsocietyintheUnitedStates:

Small companies don’t do it [immigrating IT people] as much as big companies unless they are 
desperate to get people. It is expensive to immigrate somebody. You have to go through a lot of work 
to hire somebody coming from another country. That’s why a lot of companies are doing outsourcing 
now, which is a very bad thing for this country. (Quote 3-2 Former VP)

TheotherVPexpressedthattheyconsiderH1Bvisaandcompensationprimarilyattherecruiting
stage.IftheITpersonnelareeligibletowork[withouttheneedtochangetheirstatus],theyaretreated
thesameasotheremployees.ItisengrossingthatthisfirmoutsourceslessandlessITprojectsbecause
theyestablishoffshorebranchestocopewithITshortage.
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Case 3 US Networking Company-IT Sourcing Strategies

Offshore Branching
Headquartered in theUnitedStates, the ITfirmhasoffshorebranches inEuropeandAsia (e.g.,
Bucharest,Romania,UKandIndia).Thefavorableattitudes towardforeign-ownedbusinesses in
thesecountrieshelpreduceuncertaintyinITpersonnelinvestment:

We don’t outsource [rely less and less on outsourcing]. They are all our employees. They are just 
offshore. They are paid local market competitive salary for their skill sets. Our overall compensation 
philosophy is to pay at or above the market established by independent compensation surveys in that 
particular geographic location. (Quote 3-1VP)

Insourcing IT Contractors
ThisITfirmalsoemploysaround20ITcontractorstofulfillshort-termITprojectsforthesakeof
maintainingflexibility.TheotheroccasionforthecompanytoemployITcontractorsiswhenthe
companydoesnothavealegalentityinanyparticularregion.

The IT firm emphasizes base pay for short-term contractors, rather than incentives such as
bonusestotransfermonitoringcoststothecontractorsasagencytheorywouldexpect21.TheVP
statedthatitisverycommonthattheseshort-termcontractorsreceivehigherbasepaythanregular
employeesdobecausetheremaybealapsebeforetheirnextcontracts.Thishumanityconcernis
apparentlydifferentfromagencytheorywhichemphasizesrisk-transferringthroughincentivepayin
contractdesign.ITcontractorsinthissoftwarefirmreceiveevenhigherpayandmorejobsafterthe
2008financialcrisisbecauseITcontractorsaresoughtafterfornewrolesinnewITprojects22.This
isconsistentwiththetrendofdeclinednumberofpermanentjobs,andthereforepayincreaseforIT
contractorsworldwideduetomorejobopportunitiesforshort-term/freelanceITpositions(Bateman,
2014;CEB,2014;Mahroum&Bascavusoglu-Noreau,2015).23ThistrendiscalledITgigeconomy
(Heltzel,2015;Hoover,2016;White,2016).
Nonmonetary Compensation in Case 3 US Networking Company
Duetotheemphasisoncompetitivenegotiablepayatorabovethemarketlevelandthecompetition
betweenHRDepartmentandITDepartment,thisfirmdoesnotfullyutilizenonmonetaryrewards.
TheITDepartmentinthisfirmhastofightwithotherunits(e.g.,HRunit)regardingauthorityinIT
governance.TheITmanagerreportedthathewassometimesveryfrustratedbydifficultiesconvincing
HRpeoplewhytheyshouldprovidebeyond-averagepaytosomeverygoodITpeople.Similarly,HR
peoplecommentedonfrustrationsanddifficultiescommunicatingwithITguysabouttheaverage
marketvaluesofITjobsandtheiridealpersonnelexpenditures.

Background of Case 4 US Banking Firm, Including 
National Culture and Industrial Trait
Established in1997, the firm isaCaliforniaStatecharteredbank,and is insuredby theFederal
DepositInsurance(FDI)Corporation.ThefirmisinvestedbyapremiercommercialbankinTaiwan
thathastotalassetsof$37.3billionandsubsidiariesworldwide(over180branches).Inspiteofthe
multiculturalnatureofthisbank,theresearcherconsidersitasanAmericanfirmbecauseitisregistered
andoperatedinCalifornia.Thereare42peopleinthisbank.Allofthemarefull-timeemployees.

Thedevelopmentoftechnologyhasmadecompetitioninthebankingandfinancialindustrymuch
moreintense.Meanwhiletheadversitiesoffraudandthreatsfromterroristsandhackersexacerbate
ITchallengesinthebankingandfinancialindustry.Actually,manyestablishedbankingandfinancial
companiesnowexpectfinancialprofessionalstohaveprogrammingandITskillsaswellbutfind
seriousskillsgapsinthisregardintheworkforce(InformationTechnologyNewsweekly,2016).This
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hiringtrendinpracticemakesOrlikowskiandBaroudi’sdifferentiationbetweenfinancialprofessionals
andITpersonnelappearsomewhatoutdated(seefootnote12under“SelectingAtypicalCases”).

DespitethedesireforITsecurityandstability,thisfirmcannotaffordtheexcessexpenditures
onthespecializedITskills,letalongrecruitingsuperfinancialprofessionalspossessingrequiredIT
skillsastheirmoreestablishedcounterpartsdesire.Additionally,goodandqualifiedITspecialistswill
notstayinsmallfirmsinnon-ITindustriesfortoolong.Therefore,thisfirmoutsourcesspecialized
banking and financial IT functions (i.e. the core-competitive functions) to an outside computer
company.Thisresultedinasmall-sizedITdepartmentinthisbank.

TherearetwointernalITpersonnelresponsibleforsystemmaintenanceinthefirm24.TheIT
designfunction, requiring incorporationofknowledgeofbanking, isdelegated(i.e.,outsourced)
toathird-partycomputercompany,whichistheWorld’snumber4computermanufacturer.Unlike
otherfirmsoutsourcingnon-coreITfunctions,thissmallbankoutsourcesitscoreITfunctionstoa
prestigiouscomputercompany.Thisthird-partycomputercompanycreates,designssoftwareand
systems,andconductscomplianceorsecurity-relatedprojectstomatchspecialbusinessneedsof
bankingindustry(e.g.,bankingsolutions,paymentsolutions,andinsuranceandloansolutions).

Case 4 US Financial and Banking Consulting-Immigrant Status
Immigrant status of IT professionals isofmanagerialconcerninIThiringinthisfirm.Toavoid
tediouspaperwork,thisfirmisreluctanttohireforeignITpersonnelbyimmigratingthemwithH1B
visas.Avalidworkingstatusisaprerequisitenow:

We don’t immigrate IT personnel now. All of our IT personnel are [US] citizens. There is too much 
paperwork… if we hire a foreigner. (Quote 4-1 Manager)

Case 4 US Financial and Banking Consulting-IT Sourcing Strategies

IT Outsourcing
Toimprovecustomer’sexperienceandefficiency,theapplicationofservice-orientedarchitecture
(SOA)hasbeenusedforthisbank.Nonetheless,thisbankcannotaffordspecializedITpersonnel
internally.OutsourcingspecializedITfunctionstoanoutsidecomputercompanysavedmoneyfor
developingnewsystemsforthebank.

ThisfirmhasfiveotherbranchesinCalifornia.Nonetheless,thesebranchesdonothaveinternal
ITdivisionswithinthembutrelyontheITservicesprovidedbythethird-partycomputercompany
mentioned above. Thesebranches are likeusers of IT infrastructure provided by the third-party
computercompany:

A4-1: The other five branches were established later. It is more consistent to use the same set of 
infrastructures provided by XXXX [the outsourcer]. It is more efficient than having independent IT 
department in each branch. We can communicate better.” (Quote 4-1Manager) 
SOA may help enhance customer experience. It is customer-centric design. We let XXXX [the 
outsourcer] takes care of the IT development. We don’t have the resources to develop ourselves. We 
then focus on expanding our customer base. (Quote 4-1Manager)

Theoutsidecomputercompanyisnowinchargeofallthedevelopingfunctionsandsecurity
solutionsforthebankandtheotherfourbranches.Beingaworldleaderininformationtechnology,
thisoutsidecomputercompanyisbelievedtohavesufficientcapabilityandcredibility:

We pay the price they [the outside computer company (i.e., the outsourcer)] asked for. We consider 
their [the outsourcer] background, credibility, and capability. Everyone knows XXXX [the name of 
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the outsourcer]. You know it right? We evaluate their background, credibility, and capability. We 
don’t trust other small computer companies no matter how economical their products are. They 
may run out of businesses anytime. Then we have to find another outsourcer to develop the systems. 
Collaborating with XXXX can reduce the risk. (Quote 4-1Manager)

Thistrustincapabilityandcredibilityactuallyaccountsforwhythisbankprovidesonlyfixedpay
contract,whichbasesonanegotiatedoutcomewiththeoutsourcer,butnotincentivebasedcontract
whichaimstomotivateperformance(i.e.,AgencyTheory)25.

Nonmonetary Compensation in Case 4 Financial and Banking
Because IT is not the core-competitive function, this firm does not fully utilize strategic IT
compensationandnonmonetarycompensationtomanagetheirITpersonnel.

CRoSS-CASe FINdNINGS oF IT CoMPeNSATIoN26

ThiscasestudiesfindmoresimilarcompensationpracticestowardimmigrantstatusandITsourcing
strategieswithdifferentmanagerialexplanationsatlocallevels.Butindustry-wideandnationwide,
therearevariousshapingforcesonITcompensationdecisions.

The following section reports findings across the four cases and their inferences to IT
compensationdecisions.

Cross Case Analysis and Inferences-Immigrant Status
ImmigrantstatusoftheITprofessionalsisofmanagerialconcernacrossfourcaseswhenmanagers
makeITcompensationdecisions27.ButimmigrantstatusisconsideredespeciallyinITrecruitingstage
ratherthaninITretentionstage.SocietaldebatesoverH1Bquotaandrelatedregulationsbecome
uncertaintythathasinfluenceonfirms’ITimmigratingstrategy,asshownincase1(Taiwansoftware
firm)andcase3(USsoftwarefirm).Thisreflectsacross-culturalsimilarity.Basedonthecasefindings,
thosewhoneedtochangetheirimmigrantstatustolegitimateworkingstatusarecompensatedat
lowerpaylevelsbecausetherearelimitedquotas,andthefirmhastopayforthelegalserviceand
applicationfees.ArisktothefirmisthatshouldtheITpersonnelswitchtoanothercompany,this
investmentinimmigrantapplicationsbecomesawasteofthefirms’timeandresources.Thiswasnot
exploredinalltheinterviews,butsomesuggesteditisthereasontheirfirms(especiallythosewith
ITasnon-coreunits)arereluctanttohireforeignITemployees.

This findingof lowerpay levels for immigrant ITpersonnel isconsistentwith the report in
tradeliteratureandacademicfindingswhichshowsthatH1Bvisaholdersarepaidlessby20-25%
comparedtosimilarlyqualifiedworkerswithAmericancitizenship(FinancialTimesInformation,
Anonymous,2006;Lowell&Avato,2014;Wakabayashi&Schwartz,2017).

Cross-Case Analysis and Inferences-IT Sourcing Strategies (Similar 
Compensation Practices but Different Explanations at Local Levels)
Case1(smallITfirminTaiwan)andcase3(largeITfirmintheUS)arecomparedforobservingIT
sourcingstrategiesandtheirimpactsonITcompensation.Tocase1,immigratingITlaborsfromChina
isacontroversialpoliticalissuethatmanagerswouldliketoavoid.Likewise,afirmlikecase3inthe
USfacerelentlessdebatesonH1Bquotaforfearofimpactinglocalemployment.So,managersmay
bereluctanttohirepeoplewithoutworkpermit.Consequently,IToutsourcing(i.e.,buyitabroad)or
offshoreITbranching(i.e.,growitabroad)becomethealternativestohiringforeignITprofessionals
andmanagingITpersonnelexpenditure.Inthesecases,differentsocietalconcernseventuallylead
tosimilarmanagerialpracticesacrossdifferentcultures.
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IT Outsourcing
ITpersonnelintheshort-termprincipal-agentrelationshipinIToutsourcingareusuallyfromathird-
partyagenthavingcredibilityincertainITareasbutworksforthefirmtemporarily.Accordingto
thecasefindings,incentivepayreceivesmanagerialattentiononlywhentheITpersonnelisdirectly
responsibletothefirm.ButwhentheITpersonnelisdirectlyresponsibletoathird-partyagent,the
organizationspushoff risks throughfixedpayarrangementsresultedfromanegotiatedoutcome
withthethirdpartyagent.

ITsourcingstrategiesweremoreashort-termcontractualissueateveryfirmexcepttheUSbank
incase4wherethemajorityoftheirITfunctionshadbeenturnedovertoathird-partyfirm.Incase
1(thesmallTaiwansoftwarefirm),duetothefirm’ssmallerscale,itdidnotbenefitfromscaleof
economyinoutsourcing.Itnowdoesnotrelyonoutsourcingbutoptforoffshorebranchingtocope
withITdemand.Incase2(theTaiwanconstructionfirm),case3(theUSsoftwarefirm)andcase
4(theUSbank),ITcompensationriskswerelargelyabdicatedtooutsiders.Itisalsobecausethe
third-partyserviceprovideroftenhascredibilityincertainareas,monitoringITworkers’behavioris
lessamanagerialconcernforfirmsusingtheirservices.So,firmssimplypaytheprojectstheservice
providersconductwithfixedpay.

Offshore Branching
ThecasefindingsshowthatinsourcingITpersonnelfromabroadactuallyincreasesfirms’expenses
duetofeesforlegalprocessandsubsidiesforrelocation.Soinsourcingfromabroadislessfavorable
tosmallerfirms.TwoITfirmsinneedsofspecializedITsoftwaretalents(Case1Taiwansoftware
firmandCase3softwareandtelecommunicationfirm)relyonoffshorebranchingstrategytocope
withuncertaintiesofITshortageandthevolatilesocial,politicaldebatesofhiringfromabroad.It
showsthatinsteadof“buyit,”thetwoITfirmsinTaiwanandintheUSarewillingto“growtheir
own”core-competitiveITfunctionsincountriesfavoringforeign-investedbusinesses.Inthisstrategy
ofoffshorebranching,ITprofessionalsabroadarestill thefirms’internalregularemployeesand
thefirmshavetospendregularITpersonnelexpendituretocompensatetheseITprofessionals.IT
professionalsinoffshorebranchesarepaidaccordingtothesamepaystructurein-housebutdifferent
paystandardtoadjusttocostsoflivingindifferentgeographicallocation.Ingeneral,firmswould
align their IT compensation strategies with their IT immigrant strategies, IT sourcing strategies
andIToffshorebranchingstrategies.WhenimmigratingforeignITpersonnelistooexpensiveand
toocontroversial,firmswouldadjusttheirIThiringstrategyandopttoIToutsourcingoroffshore
branchingstrategies(especiallywhentheITunitistheircore-competitiveunit).Thisissimilarin
TaiwanandintheUnitedStatesasshownincase1andcase3.

Cross-Case Analysis and Inferences- Industrial Trait and 
National Culture (More Cross-Cultural Differences)
Duetothecollectivistculture,basepayratesinTaiwanarereportedlylessvaried.InTaiwanespecially
whenITpoolissufficient(orevenoversupply)andhighereducationisdepreciated,moreuniform
paylevelforITprofessionalsisexpectedacrossdifferenteducationaldegreesandforindividualswith
differentexpertise/experiences.Thereislessroomforpaynegotiation.TrainingITtalents,butwith
reducedpaylevel,ismorecommoninsmallerITfirmsinTaiwan.Thisisrelatedtothesocialfeature
ofconformitytogroups(e.g.,firms)inacollectiveculturewhereITtalentsaremoreloyaltofirms
andarehesitanttoswitchfirmsfrequently28.ContrarilyintheUnitedStateswhereindividualism,a
frontiercultureandcommitmenttocapitalismisprevailing,competitivenegotiablecompensation
packageisemphasized.Reportedly,basepayratesaremorefluidwithdifferenteducationaldegrees
and individual experience/expertise, and more open for negotiation especially when IT pool is
insufficient,and ITskill/education-jobmismatch ishigh.Poaching IT talentswithhigherpay is
morecommoninUSITfirms.ThisperspectiveofculturalinfluenceonITcompensationhasnot
beendiscussedinexistingliterature.
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From the industrial level andgeographic/national level, firms inhardware sector inTaiwan
receivesconstantgovernmentalsubsidies.Soprivatehardwarefirmswithclosetiewiththegovernment
canaffordmorelucrativepay,especiallytheincentiveproportion,thantheotherprivatesoftwarefirms
toattractITprofessionals.Thisaspectisnotcapturedbythepubic-privatedichotomousperspective
inorganizationtheories.

Cross-Case Analysis on Nonmonetary Compensation (More Cross-Cultural Differences)
Theoretically,theimportanceofnonmonetarycompensationincreasesinsmallstart-upsorduring
economicrecessionorinorganizationswithlimitedfinancialresources(Morrell,2011).Nonetheless,
threecompaniesinterviewedhavevariousreasonsfornotemphasizingnon-monetaryrewardseven
thoughtheirmanagersdorecognizethestrategicroleofnon-monetaryrewards.Thetwolargefirms
ofcase2(largeTaiwanconstructionfirm)andcase3(largeUSsoftwarefirm)didnotemphasize
non-monetaryrewardsfortheirin-houseITpersonnelduetotheirmorerigidcompensationsystems
oremphasisonmarket-levelpay.ThesmallUSbankincase4downsizeditsentireITfunctionswhich
makesITpersonnelnon-coreknowledgeworkers.So,thisfirmdidnotemphasizenon-monetary
rewardsforITpersonneleither.Therefore,firmswithflexiblestructuremayutilizenonmonetary
rewardsbetterthanfirmswithstrictbureaucraticstructure.Inasocietywithhighpowerdistancelike
Taiwan,nonmonetaryrewards(e.g.,selectingjobtitles)thatcanbetranslatedintopowerorhighsocial
esteemisasvaluableasmonetaryrewardstoITprofessionals.Certainly,tosomeITprofessionals,
itisnotallaboutmoney.

Itisalsointerestingtocomparethefindingsofthetwosmallfirms(smallTaiwansoftwarefirm
incase1andsmallUSbankincase4).Thetrainingprogramandtitleselectionpracticesincase1
(thesmallTaiwansoftwarefirm)arethenonmonetaryrewardstooffsetITpersonnelspending.But
ITpersonnelinthesmallbankinCase4arenotthecore-competitiveknowledgeworkers.So,this
smallbankwouldlikelynotfocusonstrategicuseofITcompensationtoattractthebestITpeople.
ThisinfersthatstrategicITcompensationandnon-monetaryITrewardsmaybemorerelevantfor
ITfirmswhosecultureplacesITpersonnelasthecore-competitiveknowledgeworkers.Otherwise,
basepaycanbethemajorfocusofthetotalITcompensationinfirmswhereITunitsarenotthe
core-competitiveunits.

Indeed,jobsecurityrelatedtothefirm’ssemi-government-ownedcultureincase2(thelarge
Taiwanconstructingfirm)canbetranslatedintononmonetaryrewardssymbolicallyduringeconomic
recession.Actually,thisparticularfirmreceivedmoreandmoreITjobapplicationsafterthe2008
financialcrisis.ThisisconsistentwiththetrendinTaiwanintheaftermathof2008financialcrisis
thatgovernment-owncompaniesattractmoreandmoreITpersonnelfromtheotherinsecurefirms
becauseemployeesinthegovernment-ownedfirmswillnotencounterlayoffinvoluntarily,noris
thelikelihoodofencountering“no-paybreak”.Thisaspectcanalsobeexplainedbythehighrisk-
avoidancetendencyinlocalsocietyinTaiwanespeciallyduringeconomicrecession.

Table3summarizedfindingsofcross-culturaldifferenceinITcompensationdecisionsbetween
TaiwanandtheUnitedStatesthatarenotcapturedintheexistingliterature.

SeReNdIPIToUS CASe FINdGINS

Humanity Concerns vs. economic Concerns
Thisstudyfindsmanagersarenotexclusivelymotivatedbyeconomicconcernsaseconomictheories
predict.Instead,managersarefoundtohavehumanityconcernstosomeextent.Forexamples,the
VPinCase1(thesmallsoftwarefirminTaiwan)didnotconsidertransferringrisktothefirm’sIT
peersbyno-paybreakduring2008financialcrisisandviewedno-paybreakasdisgraceful.TheVPs
inCase2(thelargeUSsoftwarefirm)expressedtheirconcernsovertheimpactsofIToutsourcingon
localemployments.TheofferofhigherbasepayforITcontractorstohelpthemcoverlapsesbetween
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contractsisalsoconsideredashumane.Alloftheaboveindicatesaneedtoincorporatedifferent
perspectivesotherthaneconomictheoriestoexplainITcompensationdecisions.

Human Capital Theory doesn’t work
NewsreportsinTaiwanafter2008serendipitouslyshowedthateducationdegreesandexperiencesdo
nottranslateintohigher(IT)paygiventhedepreciationofhighereducationandeconomicdownturn
(seefootnote10-11under“SelectingAtypicalCases).In2015,that“no-payprofessor”positionina
topnationaluniversityadvertisedinTaiwanbutastonishinglystillrequiringaPhDdegreeandatleast
six-yearindustryexperience(seefootnote11under“SelectingAtypicalCases)furthercontradicts

Table 3. Cross-cultural differences on IT compensation explanations between Taiwan and US (* marks shrouded differences in 
IT compensation practices)

US (Individualism) Taiwan (Collectivism)

BusinessEnvironment

-PrivateITfirmscompeteinalevelplayingfield
-Softwarefirmsdominatemarketofopen,standard
systemsworldwide
-Paystagnationoverdecades

-PrivateITfirmscompetewithgovernment-sponsoredgiant
ITfirms
-Softwarefirmsfocusonnichemarketofclosed,proprietary,
non-Englishsystemsworldwide
-Government-sponsoredfirmsareidealworkplacesinrisk-
avoidancesociety
-Government-sponsoredfirmsarebigdrawforITtalents
duringrecession
-Paystagnationoverdecades

ITPool

-DroppingITenrollment;ITskill/education-job
mismatch
-EconomicstagnationandreducedITinvestment29;IT
contractingpositionsoutnumberfull-timeITpositions
after2008
(AllofabovecausesITpaystagnation,sameresultas
Taiwan)
-InsufficientsupplyofITtalentsleavemoreroom
forpaydifferentialsbasedonindividualexpertise,
experiencesoreducationaldegrees
-Negotiablecompetitivecompensationleavesmore
roomforpaynegotiation
-PoachingITtalentswithlucrativepayiscommon
-ITtalentsswitchfirmsforhigherpay
-ITHRstrategyinrecession:keepcentralpeople,letgo
others;relyonshort-term/freelanceITworkers

-ITrelatedmajorsarehot;Confucianismemphasizesstudy
=>soaringnumberofcollegegraduates=>depreciationof
(IT)higherdegrees
-IntensifiedcompetitionfromChina,SouthKoreaand
decreasedprofitability
(AllofabovecausesITpaystagnation,sameresultasU.S.)
-SufficientsupplyofITtalentsleavelessroomforpay
differentialsbasedonindividualexpertise,experiencesor
educationaldegrees
-UniformITpaylevelleaveslessroomforpaynegotiation
-TrainingITtalentswithreducedpayiscommon,especially
insmallITfirms
-ITtalentsaremoreloyaltotheirfirmsandarehesitantto
switchfirms
-ITHRstrategyinrecession:“no-paybreak”iscommon

ITimmigration

-ITimmigrationissociallycontroversialforfearof
impactinglocalemployees
-IToutsourcingandoffshoreITbranchingare
alternatives(IToutsourcingiscost-efficient)to
lucrativeITpay

-ITimmigrationfromChinaispoliticallycontroversial
becauseconfrontationbetweenTaiwanandChina
-IToutsourcingandoffshoreITbranchingarealternatives
tolucrativeITpay(butIToutsourcingiscostlyforsmall
softwarefirms,thereforeisnotalwaysideal)

NonmonetaryRewards

-Nonmonetaryrewardsisoverlookedduetoan
emphasisonmarket-levelpay
-Domestictrainingprogramasnonmonetaryrewards
maybeanalternativestrategytocloseskill/education-
jobgaps

-Jobsecurityisimportantduringeconomicrecession;
government-sponsoredfirmsasasymbolofjobsecurityare
especiallyattractive
-Titleselectioncanbetranslatedintopower/socialesteemin
societywithhighpowerdistance
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withHumanCapitalTheory,whichassumescompensationwouldpositivelyrelatedtolevelofhuman
capitalendowment(e.g.,education,experience)(Angetal.,2002).Widenedskill/education-jobgap
reportedintheUnitedStatesalsocausesskepticismtowardHumanCapitalTheory.Therefore,Human
CapitalTheoryneedsfurtherrevisioninanerawherehigher(IT)educationdegreeisdepreciated,
inaculturewith(IT)education-degreefetishthatleadstooversupplyinITworkforce,inasociety
with serious skill/education-job mismatch or during economic downturn that is hard to grapple
with.FacingtheemergingITgigeconomywherelong-termITemploymentopportunitieshasbeen
decreased,HumanCapitalTheory’sexplanationpowerisfurthercompromised.

Ideal IT Compensation Thinking vs. Actual IT Compensation decisions
Allofthefirmsinterviewedreliedonmarket-basedITcompensationsurveys,butdidnotfullyexplore
orutilizestrategicITcompensationornonmonetarycompensationtocopewithuncertainties.Butthis
doesnotmeanthefirmsdenytheutilityofstrategicITcompensationincopingwithuncertainties.
Instead,managerscontactedbytheresearcherexpressedinterestinissuesregardingITpay-business
alignmentandtheroleofnon-monetaryrewards.Theyalsobelievethesearetwoimportantissuesin
needofmoreattentioninITcompensationplanning.Inthissense,issuesonaligningITcompensation
withorganizationstrategiesstillprovidemanagerialrelevance.Italsoimpliesthegapbetweenhow
thefirmsactuallypaytheiremployeesandwhatthemangersthinkasimportant(orideal).

Despitemanagerialinterests,therearedifferentsortsofrigidityandinflexibilityinthesefirms
thatinhibitsstrategicITcompensationdecisions.ThesereasonsaresummarizedinTable4.This
empiricalresearchfindsthatcompensationdecisionsinreal-worldorganizationsmaynotalways
beoutofaconsiderationofeffectivenessorstrategicalignmentwithbusinessstrategies,butoutof
compromiseamongdifferentdepartments(orstakeholders)orabureaucraticlegacyoutofhistorical
backgrounds.Therefore,real-worldcompensationdecisionsmaybeconsideredbytheirmangersas
ineffective,inflexibleandsometimesproblematic.

LIMITATIoNS oF THe ReSeARCH

Inthissection,wediscusslimitationsofthisstudy;meanwhileweincorporatecommentariesinthese
aspectstohighlightacknowledgeddifficultiesinusingcasestudytobuild,elaborateorrevisetheory.

Imperfect Controlled Comparison and Small Number of Cases
Atfirstglance,thiscasestudydesignmayhaveimperfectcontrolledcomparison.Forperfectcontrolled
comparison,twoormorecasesareexpectedtoresembleeachotherineveryaspectbutone,asthe
logicofexperimentrequired.Butithasbeenrecognizedthatcontrolledcomparisonincasestudies
isverydifficulttoachieveandhasnoacceptablealternativemethodsbecauseitisextremelydifficult

Table 4. Inhibitors of aligning IT Compensation with business strategies in practice

Case1
SmallTaiwanFirm

RelativelyrigidpaysysteminhibitsflexibilityinadaptingITcompensationtoITuncertainties
(Note:thisfirmhasthemostflexibleITcompensationamongthefourcompanies)

Case2
LargeTaiwan
ConstructionFirm

RigidityresultedfromintricatetiewiththegovernmentinhibitsflexibilityinadaptingIT
compensationtoITuncertainties

Case3
LargeUSSoftware
Firm

Rigidityresultedfromformalityofcompensationrulesandtensionfromcompetitionbetween
HumanResourceDepartmentandITDepartmentonresourceallocationinhibitsflexibilityin
adaptingITcompensationtoITuncertainties

Case4
SmallUSBank

ITdownsizingstrategydeprivesofthesignificanceofcopingwithITuncertaintieswithIT
compensationinthefirm
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tofindtwocasesresemblingeachotherexcepttoonerespect;andthelogicofcontrolledcomparison
oftenbringsabouttheproblemofinsufficientnumberofcases(George&Bennett,2005):

Unfortunately, practically all efforts [in case studies] to make use of the controlled comparison 
method fail to achieve its strict requirements. This implication is often recognized by investigators 
employing the method, but they proceed nonetheless to do the best they can with an admittedly imperfect 
controlled comparison. They do so because they believe that there is no acceptable alternative and 
no way of compensating for the limitations of controlled comparison. (p. 153)

Additionally,“tocontrol”isnotanagreed-onpurposeofscience.AccordingtoReynolds(2007),
thepurposeofscienceistoprovidetypology(orclassificationscheme),“explanationsofpastevents,”
“predictionsoffutureevents,”and“asenseofunderstandingaboutwhatcausesevents.”However,to
controleventsisoptionalanddisputable.Reynoldsexplicatedthat“iftheabilitytocontroleventsis
takenliterallyasadesirablecharacteristicofscientificknowledge,thenmuchofthecurrentsubject
matter of science would be excluded” (p. 7). He took astronomy and geology as examples and
explicatedthatthesetwoarefieldsofsciencesyieldingtypologiesandstatementsthatcanexplain,
predictandprovideasenseofunderstanding.However, it isunreasonable toexpectastronomers
tocontroleventsinthesolarsystem(e.g.,eclipse)orforageologisttocontroleventsontheearth
(e.g.,earthquake).Similarly,somesocialphenomena(e.g.,economicsystems)areashardtocontrol
aseclipsesorearthquakes(Reynolds,2007).Thus,acriticalissuetoemphasizeisdistinguishing
between“understandinghowcertainvariablesaffectoneanother”and“beingabletochangethe
variables” (Reynolds, 2007). Following this line of reasoning, case study, although not good at
“control”,isstillavaluablescientificmethodtobuildtheorybecauseitcontributestoclassifying,
explaining,predictingandunderstandingsocialphenomenonthatishardtocontrolormanipulate.
Moreover,toanswer“why”and“how”questionsisoneofthemeritsofcasestudyresearch(Yin,
1981,2002).“Why”or“how”questionsarebetterunderstoodbyagestaltofrichnumbersoffactors
existingsimultaneouslythanbyacontrolobservation(orinvestigation)attemptingtoremoveanyof
thesefactorsforthepurposeofparsimonyoriginatedfromtheperspectiveofreductionistpositivism.

Relatedly,alargenumberofcasesarenotaprerequisitetodrawtheoreticalconclusionsbecause
anindividualcaseisnotequaltoastatisticalsamplingunit;casestudyresearchdoesnotintendto
reflectprevalenceintheentirelarge-numberstatisticalsamplebutareusedto“examineacontemporary
phenomenoninitsreal-lifecontext”whosecomplexityisdifficulttocontrol(Yin,2002).

Casestudiesresearchersinotherdisciplinealsomaketheeffortstodifferentiatetheseinherent
limitations(andrecurrenttrade-offs)ofcasestudiesfromotherpoorimplementationofcasestudy
methodandsuggestfutureresearcherstodiscussthechallengestheyencounterandexplaintheir
copingstrategiesinthefield(George&Bennett,2005).Thesesuggestionsareapplicabletocase
studiesintheISfield.Therefore,thispaperexplainsthereasonsforselectingcasesthatmaynotbe
perfectforcomparablecases,andtheseemingsmallnumberofintervieweesandcasesstudiedto
reflectthechallengesofconductingqualitativeresearchandcollectingprimarydataonthesensitive
topicareaofstrategicITcompensationdecisions.

Search for Plausibility vs. Testing for Generalizability
WhilefocusingonmanagerialexplanationsofITcompensationdecisions,thisresearchcontributes
toexploringtheplausibilityofcontextualexplanationsinnarrativeformattheexpenseoftesting
forgeneralizability.Whilemultiplecasestudiespreserverichnessofthephenomenonandrelated
contextualexplanations,itsacrificesparsimonyatthesametime.Parsimonyfocusedontheroleof
theoryinintegratingandsimplifyingexperiences.Somultiplecasestudiesmayrendertheresultant
explanationscumbersome.Thismayalsoraisetheconcernsonthetrade-offbetweenexplanatory
richness and generalizability. But George and Bennett (2005) contrast theoretical parsimony,
explanatoryrichnessandmanageablecasenumberasbelow:
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Case study methods involve a trade-off among the goals of attaining theoretical parsimony, establishing 
explanatory richness, and keeping the number of the cases to be studied manageable. Parsimonious 
theories rarely offer rich explanations of particular cases, and such theories must be stated in highly 
general terms to be applicable across different types of cases. Greater explanatory richness within a 
type of case usually leads to less explanatory power across other types of cases. (p. 31)

Likewise,Ghauri(2004)alsoemphasizesthatthemeritofcasestudyisto“optimiseunderstanding
of a particular situation or problem rather than generalisation” (p.109). Moreover, unlike hard
science, social interpretations and social explanations have been recognized as conditional, and
temporal(Glynos&Howarth,2007;Strauss&Corbin,1994).Therefore,althoughnottestingfor
generalizability or identifying the rightfulness of the plausible explanations, the exploration of
richmanagerialexplanationsundervariouscontextsinthiscross-culturalstudystillcomplements
knowledgerootedineconomictheories.

Rich description vs. Sensitivity and Small Number of Interviews
Itisnotedinseveralresearchandtradereportsoncompensationthatresearchersfrequentlyencounter
problemsobtainingdetailsandtimelyinformationoncompensationdataorpractices.Itisviewedas
sensitiveissuesandcorporateeliteinterviewingchallenges(Thompson&Kaarst-Brown,2005;Welch
etal.,2002).Largenumberofinformedintervieweesarethereforenotalwaysfeasible,especiallywhen
thetopicraisesconcernsonconfidentialityorsensitivity,andwhenonlyahandfulofpeople(e.g.,top
managers)possesstherequiredinsightandknowledge.Inthissense,thenotionof“richdescription”
assuggestedbyYinorlargenumberofintervieweesmaybeproblematicasscreeningcriterionfor
casestudiesinvolvingsensitivetopics,withariskofdevaluingpotentialcontributions.Research
onsensitiveorcompetitivetopicsmaybemorechallenging,andmaywellexplainthechallengeof
havinglargenumberofintervieweesorcases.So,itisimportanttodifferentiatetrade-offs,inherent
limitations,andpoorimplementationofcasestudies(George&Bennett,2005).

Homogeneous IT work vs. Heterogeneous IT work
ThisstudyadoptsahomogeneousapproachtovariousITwork,thoughsomearguesheterogeneous
approach may be better. Theoretically, while post-institutional economics and HR management
emphasizes job roles as a fundamental unit of compensation, neoclassical economics and most
labor-marketanalysisvirtuallyignoredifferentjobrolesbutemphasizethesupply-sidefactorssuch
asstrategiesandorganizationalstructuresasthemainsourcesofcompensationdifferentials(Gerhart
&Rynes, 2003). Practically, instead of paying different job titles, compensation management is
gettingpaying“broadbanding,”where“manypositionstraditionallycoveredbynumerousseparate
payrangesaresweptintoarelativelyfew,verywidejobclassifications(i.e.,bands)”(Wolf,1999,p.
45).GerhartandGynes(2003)alsodocumentedthatIBMmovesitspaystrategyfrominternaljob
rolestoemphasizeexternalcompetitiveness(p.90).Becausepractitionerstodayhavemoreofan
externalfocusincompensationdesignratherthanjobrolestoreflectcompetitiveenvironmentand
volatilemarket,DulebohnandWerling(2007)inacomprehensivecompensationreviewsuggests
compensationresearcherstoexpandtheirscopefrominternal(orjob)focustoexternalfocustokeep
pacewiththechangingeconomyandmarketplace.Inthisregard,thislimitationisalsothestrength
ofthisITcompensationresearch.

IT Compensation vs. General Compensation vs. other Compensation
Atfirstglance,thecasefindingsmaynotbedistinctfromcompensationforotherprofessionals.
Somemayevenharshlyquestionitsdifferencefrom“generalcompensation”.Butfromareview
ofsomewell-citedcomprehensivecompensationreviews(e.g.,Deversetal.,2007;Dulebohn
&Werling,2007;Gomez-Mejia&Wiseman,1997;Sunetal.,2010;Werner&Ward,2004),
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considerablecompensation research focusonexecutive (orCEO)compensation, a specific
butnot“generalcompensation”(e.g.,Deversetal.,2007;Gomez-Mejia&Wiseman,1997;
Sunetal.,2010).Mostoftheseexecutive(orCEO)compensationresearchdidnotexplain,
justifytheirdistinctionsfromcompensationforotherprofessionalsor“generalcompensation”
but isstillvaluable in itsownright.“Generalcompensation” isactuallyelusive if it isnot
non-existent in current literature. Executive compensation research aside, relatively few
compensation research address non-executive positions, or other occupations/professions,
includingIToccupation/profession.

GivingthatITprofessionisthecoreofIS(orHR-IS)disciplineandITprofessionalsworkmainly
forpay,ITcompensationisofduevalueinitsownrightregardlessitssimilaritiesordifferencesfrom
othertypesofcompensation.

Cross-Culture vs. Cross-Country
Althoughcross-cultureorcross-countryareliterallydifferent,asignificantamountofcross-cultural
studiesusecountryasaproxyforcultureorusecross-cultureandcross-countryinterchangeably
(Jong,2009;Malhotra,Agarwal,&Peterson,1996;Zhou&Martocchio,2001).Thisstudydoesnot
specifyculturaldimensionsupfrontdeductivelybutlooselyintegrateHofstede’s,Trriandis’andother
cultureconceptionsemergingfromcasefindingstogether.Whilecultureconceptisstillevolving,
futureresearchcanpushtheboundaryofculturaldimensionstoincludeperformanceorientation,
assertivenessorientation,futureorientation,humaneorientation,institutionalcollectivism,family
collectivism,andgenderegalitarianismidentifiedbyothercross-culturalstudies(Tjosvold&Leung,
2003).Thisstudydoesnotdistinguishculturesatdifferentlevels(e.g.,individuals,organizationsand
nations),butfuturecomparativestudiescanintegratemulti-levelcultureconceptionsifdatafrom
differentlevelsareavailable.

IMPLICATIoNS FoR PRACTICe, THeoRy ANd ReSeARCH

Implications for the Practitioners
WhilepracticesofITcompensationarefoundfocusinglargelyonthemarket-basedmonetary
rewards,thealignmentbetweenITcompensationandbusinessstrategiesaswellastheutility
ofnon-monetary rewardsare still rarelyexploredor employedbypractitioners.Themarket-
basedcompensationperspectivemaymakesmall firms thathaverelatively limitedresources
andITbudgetsmoredisadvantagedinattainingskilledITlaborthantheirresource-abundant
counterparts.Arecommendationtocompensationmanagersinfirmswithtightbudgets,orduring
economicrecession,orinsocietieswithrisk-avoidancetendencyorhighskill/education-jobgaps,
istofocusonnon-monetaryrewardssuchastherecognitionprogram,jobsecurityandtraining
program.Awardingsocialrecognitionmaybeanalternativeifcombinedwithotherfavorable
workingconditions.Tosomepeople,titlesthatcanbetranslatedintononmonetaryrewardsmay
beasvaluableasrealpay.ThisisespeciallytrueinConfuciansocietiesthatemphasizehonorand
face-saving.Duringeconomicrecession,“stillunderemployment”tomanyTaiwanesepeople
hasvalueinitselfregardlesstherealpay-offsitactuallyproduces.Thisiswhysomefirmsin
TaiwangrantedtheirITprofessionals“no-paybreak”insteadof immediate layoffduringthe
economicrecessionin2008fromacultureperspective.Butcertainlyno-paybreakisnotthebest
interestforITpersonnelincountrieswithmorerobustwelfareandlegalsystemstosubsidize
unemploymentandprotectlabors.Meanwhile,tocopewiththechallengeofITskill/education-
jobmismatchintheUnitedStates,usingtrainingprogramasnonmonetarycompensationmay
beaviablealternativetoITfirmswhosecurrentITcompensationstrategiesemphasizelucrative
payorpoachITtalentsratherthannurturingITtalents.
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Implications for organizational and Compensation Theories/Research
Insensitivity to Non-Western Experiences and Modern Experiences
Mostoftheeconomic/organizationaltheoriesarederivedfromwesternexperiencesorideologiesin
1900’swhereindustrialization,private/hierarchicalorganizationsandhighereducationwerebooming.
Assuch,thesetheories,emphasizingbureaucraticcontrolandmonitoring,maynotbesensitiveto
capturingandexplainingnon-westernexperiencesormodern-worldphenomenaincludingoffshore
outsourcing/branching,ITcontracting,gigeconomy,depreciationofeducationandskill/education-
jobmismatch.Nonetheless,historical/social/culturalcontextsinnon-westerncountries(e.g.,giant
firms’intricatetieswithgovernmentsinEastAsia)orsocial/economictrendsintoday’sworld(e.g.,
decreasingfull-timejobs)andtheirsymbolicmeaningsareimportantbecauseitprovidesalternative
explanationsatmacrolevelfortheshapingforceofITcompensation.

InadditiontohowindividualITprofessionalactuallygetspaid,ITcompensationcanbe
interpreted ashow IThumancapital is valued from the stancesof organizations, industries,
societies,culturesandnations.Perspectivesfromthesediverseangleswouldenrichthelandscape
ofITcompensationresearchandbebeneficialtomultinationalcorporationsandpolicymaking
atthesocietal,nationallevels.
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eNdNoTeS

1 ReferencesonIT compensationareitalicizedtodifferfromnon-ITcompensationliterature.
2 Due to page limit, this paper doesn’t report findings on impact of internal status of IT division on

ITcompensation inan independent section.Butcaseanalysisofcase3containsaccountof internal
competitionbetweenHRandITdepartmentregardingITcompensationstrategiesandcase4hasaccount
oftheinfluenceofnon-core-competitivestatusofITdepartmentinbankingindustry.

3 Pleaserefertosubsection“ITcompensationvs.generalcompensationvs.othercompensation”forthe
discussionofthedifferencebetweenITcompensationandgeneral/othercompensation.

4 WangandKaarst-Brown’sITCompensationTheoryintegratedAgencyTheory,ContingencyTheory,
HumanCapitalTheoryandtraditionalcompensation/non-momentaryrewardliterature.Theymadethe
firstattemptinacademiatodevelopITcompensationtheory.

5 Thesestrategicfactorsincludeeducation,experience,gender,immigrantstatusatindividuallevel,task
programmability,proposedlengthofprincipal-agentrelationshipatjoblevel,organizationalsize,stage
inorganizationallifecycle,ITsourcingstrategy,profit-orientationatorganizationallevel,industrialtrait
atindustriallevelandgeographiclocation/culturalclusteratnationallevel.

6 Offshorebranchingisfurtherdiscussedincasefindings.
7 Weusetheterm“branching”tohighlightthegrowingstrategyofthefirms.
8 Pleaserefertosubsection“cross-culturevs.cross-country”fordiscussiononcross-culturalandcross-

countrystudies.
9 TheEconomistIntelligenceUnit(EIU)changestheweightofindexin2009study.Thischangereportedly

accountsforthechangeofrankingofseveralAsiancountries.Forexample,Taiwanwasdroppingfrom
thesecondtothefifteenthwhileSouthKoreawasdroppingfromtheeighthtothesixteenth.

10 Theannualnumberofcollegegraduateshasincreased5-foldintwodecadesinTaiwan.Thetopfourmajors
in2012wereElectricEngineering,BusinessAdministration,InformationManagementandComputer
Engineering (see: http://www.i-talent.com.tw/files/16-1005-2485.php). Numbers of people having a
PhDdegreehaveincreased3-foldinpreviousdecade,amongwhicharound70%holdtechnology-related
degrees(see:http://k-review.com.tw/2011/05/01/1000).ThepoolofITtalentsisthereforesufficient(or
evenoversupply)inTaiwan.ThisisdifferentthantheUSwhereenrollmentinITprogramsisdropping
andthereforeITlabormarket isshrinking.However, thenewer trendsofshrinkingyouthpopulation
giventhelowbirthrateandincreasingbraindraintoforeigncountries(includingChina)arepredictedto
impactTaiwan’s(IT)universityenrollmentandworkforceinverselyinthelongrun.

11 AccordingtoanewsreportinTaiwan,“postgraduatedegreeshelpnotmuchintermsofemploymentand
wages.68%ofthebusinessesinterviewed[by“Yes123HRCompany”]reportedthathavingpostgraduate
degreesornotdoesnotmattertowagedifference.”(Chen,2015)(inChinese).Allegedly,someITfirmswould
layoffseniorITpeopleinordertohirejuniorITpeopleforreducedpay.Thetrendofwaninginfluences
ofindividualexperiencesandeducationaldegreesonITcompensationcoincideswiththetrendofrising
unemploymentrateworldwideafter2008andsoaringcollegeandpostgraduateenrollmentinTaiwan(see
footnote10).Intheendof2015,ajobadforaprofessorpositioninatopnationaluniversitywithnoregular
paybutrequiringaPhDdegreeandatleast6-yearindustryexperiencestirreduppublicoutrage.Many
“strayPh.D.holders”whocannotfindfull-timeacademicpositionsstilldesperatelyappliedtothisjobin
ordertoenrichtheirresumes.This“no-payprofessor”incidentreflectsthephenomenonthatorganizations
tendtotakeadvantageintheworkforcewheresupply-demandimbalanceexists.Educational-degreefetish
inConfucianistsocietieslikeTaiwanactuallyfacilitatesthissupply-demandimbalanceinlocalworkforce.

12 ActuallyOrlikowskiandBaroudi’sdifferentiationbetweenfinancialprofessionalsandITpersonnelis
outdatedinpractice.FinancialindustrynowlooksforfinancialprofessionalshavingITskillsatthesame
time.Reportedlyamongthe129000newjobsaddedinfinancialservicesin2016,mostlyalsorequire
programingandITskills(InformationTechnologyNewsweekly,2016).

13 Duetopagelimits,findingsontheinfluencesofindustrialandnationalcontextsarereportedinthesectionsof
“selectingatypicalexplanatorycase”andbackgroundsofthecasesbutnotpresentedasindependentsections.

14 TheUnitedStateshaslongdominatedsoftwaremarketsfavoringopen,standardsystems.Nonetheless,
forsomeclients,theyfavorclosedsystemoutofculture,preferencesoreconomicconcerns.

15 ThenativeentrepreneurYung-ChingWangisanexceptionwhofoundedFormosaPlasticsthathasbecome
theleaderofTaiwan’slargestprivateindustrialconglomerate.See(Mathews&Cho,2000).

16 Immigration from Mainland China has been a political issue under strict scrutiny from the Taiwan
governmentandlocalsociety.ThereisverylimitedquotaandvariousredtapeforimmigrationfromChina.
ThenegotiationofCross-StraitServiceTradeAgreementamongChinaandTaiwanfurthercomplicated
thisissue.InMarchandAprilin2014,manycollegestudentsoccupiedLegislationYuantoprotestagainst
then-TaiwanGovernment’s(undertheruleofformerpresidentMaYing-Jeou)stanceoffavoringlabor
immigrationfromChina.Thisprotestiscalled“SunflowerMovement”.

http://www.i-talent.com.tw/files/16-1005-2485.php
http://k-review.com.tw/2011/05/01/1000
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the University of Sydney in Australia. She hopes to incorporate the concepts of health, wellbeing and humor into 
(IT) workforce research in the future in the hope of making workforce a lighter place in people’s lives.

17 In this sense, “no-paybreak”also signals risk-avoidance tendency in local society inTaiwanduring
economicrecession.

18 Therewerefixedstartpayrangesforbachelordegreesandmasterdegrees.
19 Informationelicitedfromcorporatewebsite.
20 AccordingtoAPnews,“Thenumberofunemployedpeoplepeakedat15.4millioninOctober2009,

justaftertherecessionended.Still,thatittakescompaniessolongtofillvacancies,evenwith9million
peopleunemployed,suggeststhatmorediscouragingfactorsmightbeatplay.Somecompaniesthatare
seekinghigh-skilledworkersinfieldslikeinformationtechnologyandadvancedmanufacturingcomplain
aboutashortageofqualifiedcandidates.SomerecruitersandjobWebsitesdescribe‘skillsmismatches.’
PaulD’Arcy,seniorvicepresidentatthejoblistingsWebsiteIndeed.com,saidthatlower-skilledjobs
generallyreceivedafloodofresumes,whilehigher-skilledpositionsattractfarfewer.Jobsinmanagement,
computersandmathandarchitectureandengineeringfaroutnumberjobseekersinthosefields,according
toIndeed’sdata”(Rugaber,2015)

21 Asaforementioned,accordingtoagencytheory,whentheintendedlengthofprincipal-agentrelationshipis
short,thereisincreaseduncertaintyregardingtheagent’sperformanceandgreaterrequirementforcloser
monitoring;thereforethereisanemphasisonincentivepaytomotivatedesiredbehavior(Eisenhardt,1988).

22 ThisisconsistentwiththetrendintheU.S.nation-wide.AstheAP(AssociatePress)reported:“There
are6.8millionpart-timeworkerswhowouldpreferfull-timejobs-50percentmorethanin2007,before
therecessionbegan.Therecessionalsoleftsomecompaniesreluctanttomakepermanenthires.They
haveturnedinsteadtotemporaryandcontractworkers.”(Rugaber2015)

23 ThisisnodifferenceinEurope.Reportedly,“TheDutchlabormarkethasthehighestconcentrationof
part-timeandfreelanceworkersinEurope,withnearly50percentofallDutchworkers,and62percentof
youngworkers,engagedinpart-timeemployment-aluxuryaffordedtothembythecountry’srelatively
highhourlywage”(MahroumandBascavusoglu-Noreau,2015).

24 AlloftheITpersonnelinthisfirmshaveMasterdegrees.
25 Asaforementioned,accordingtoagencytheory,whentheintendedlengthofprincipal-agentrelationshipis

short,thereisincreaseduncertaintyregardingtheagent’sperformanceandgreaterrequirementforcloser
monitoring;thereforethereisanemphasisonincentivepaytomotivatedesiredbehavior(Eisenhardt,1988)

26 Narrative explanations from cross-case findings serve as the theoretical basis for future theorizing
endeavors.

27 Althoughinpracticethefirmofcase2,theTaiwanconstructionfirm,doesnotimmigrateforeignworkers,
themanagersinterviewedagreedwiththiscompensationlogic.

28 ButthispracticeischallengedintheirbranchesinChina.Growingupunderone-childpolicyandanewly
developingeconomy,youngergenerationsinChinamaylookforimmediatepersonalprosperityoverfirms’
long-termdevelopmentorloyaltytofirms.Switchingtootherfirmsforbetterpayorstartnewcompanies
aftertheylearnthecoreskillsofthefirmstheyworkforisgettingcommonforyoungergenerationsinChina.

29 ITinvestmentisexpectedtohavethelargestincreasein2015eversince2008(CEB,2014).


