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Many universities in Japan have expanded their international faculty as part of their internationalization efforts. 
However, little is known about how the reform-driven expansion has influenced organizational culture and 
leadership practices. The present narrative case study aims to offer insights into international faculty members’ 
personal accounts of their adaptation challenges and proposes ways to enhance their integration. Narrative in-
terviews were held with eight international English teachers from a non-English department of a Japanese 
university. The interview questions were informed by Burke and Litwin’s (1992) Casual Model of Organizational 
Performance and Change (see Fig. 1). Creswell and Creswell’s (2013) six-step method was used for the quali-
tative data analysis. The findings suggested the hierarchical organizational culture remained uninfluenced 
despite the faculty expansion. This was attributed to uncertainty avoidance to maintain harmony and ensure a 
smooth operation. Therefore, leadership practices were also focused on standardization of teaching and course 
design through micromanagement practices. The participant accounts indicated that exclusive leadership along 
with the existing hierarchy resulted in isolation. However, the feeling of isolation was perceived both positively 
and negatively. Finally, through the participants’ self-reflection, lack of linguistic and intercultural competency 
appeared to be a hindrance to their integration. Thus, it may be necessary to focus on inclusive leadership and 
intercultural competence building to accomplish mutuality for the successful integration of international faculty 
members and create new avenues for the leadership to harness diversity.   

In the face of the rapidly changing global economic environment, the 
increasing need to integrate geographically dispersed knowledge in or-
ganizations has become a pressing need (Kitagawa & Oba, 2010). These 
global trends have also impacted the way higher education institutions 
operate. Universities from around the world have ramped up their 
internationalization efforts (Bowles & Murphy, 2020; Soler, 2019; 
Wahlers, 2018). In 2014, the Japanese Ministry of Education, Sports, 
Science, and Technology also announced its internationalization reform 
plans in response to the changing global trends. One of the objectives of 
the reforms was to emphasize English communication through English 
Medium Instruction (EMI) programs across Japanese universities (Ota, 
2018). Following the 2014 reforms, universities have focused on 
expanding their international faculty as part of their internationalization 
efforts to remain globally competitive. The internationalization of the 
working environment has brought new challenges as faculty and 
personnel are forced to manage differences and unpredictability in 
increasingly diverse work and classroom environments (Egitim, 2021b). 

The aim of this study is to explore the adaptation challenges of in-
ternational faculty members from a non-English department at a 

Japanese university. At the time of this study, the department had 
thirteen international faculty members, none of whom was hired on a 
permanent basis. The teachers were responsible for teaching content- 
based English language courses and performing research in their 
respective fields. 

As the department’s internationalization process continued, the 
differences in language and culture appear to have created challenges 
for the diversifying working environment. Since the international fac-
ulty members were from Western cultural backgrounds where individ-
ual needs and goals were prioritized over the group (Comfort & 
Franklin, 2014), the new hierarchical working environment with an 
emphasis on group’s needs and goals have posed adaptation challenges 
(Aubrey et al., 2015; Inaba, 2020; Sugimura, 2020). In this regard, the 
researcher determined that personal experiences of the international 
faculty could shed light on the challenges with their integration and 
offer a future direction for research. Therefore, the study sought to 
answer the research questions of, 
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1. How do international faculty members perceive and make sense of 
the organizational culture and leadership practices in a non-English 
department at a Japanese university?  

2. How do international faculty members make sense of their own role 
in their integration into the hierarchical working culture? 

The research questions were informed by the Burke-Litwin Casual 
Model of Organizational Performance and Change (CMOPC) to analyze 
how the internationalization efforts influenced the existing organiza-
tional culture and leadership practices (1992) and determine the po-
tential issues arising from the reform-driven international faculty 
expansion. Upon the analysis, the researcher proposed an action plan to 
accelerate the integration of the international faculty and create new 
avenues to harness diversity. 

1. Literature review 

1.1. Organizational culture change 

The fundamental reason behind an organization’s existence is to 
maintain stability and growth for longevity (Burke, 2017). This vision 
nurtures an organizational culture that determines the way people act 
and behave. However, the emphasis on long-term continuity is in 
contrast with the highly unpredictable and discontinuous external 
environment. In other words, prolonged cumulative change and risk 
avoidance indicate that the organization does not respond to the de-
mands of the external environment. Hence, real issues remain unad-
dressed (Burke, 2017; Weick, 2012; Weick & Quinn, 1999). The 
resistance to change also accounts for Japanese universities’ gradual 
decline in global rankings. According to the data released in the recent 
rankings, Japanese universities lagged behind some of their Asian 
counterparts from China, Korea, and Singapore (Sawa, 2019). Yonezawa 
(2019) argued that Japanese universities’ dependence on the national 
language and culture for administration, research, and education ac-
counts for their current positions in the global rankings. Yonezawa 
(2019) also blamed the traditional employment model for hindering 
universities’ internationalization efforts as it forces students to make 
inward-oriented employment choices and hence, treat English as an 
academic subject rather than an effective tool for global communication 
(Egitim, 2020). 

Given that advances in knowledge and technology perpetually drive 
innovation and reshape the external environment, the need for contin-
uous adaptation to the external environment is self-evident. Weick 
(2012) described organizations as “organized impermanence” to high-
light the necessity for continuous adaptation and change or else, resis-
tance to change could put organizations at the risk of failure (p. 3). 

However, when a large-scale change happens, its impact is signifi-
cant on organizational culture and leadership practices. From a Japa-
nese perspective, organizational resistance to change eliminates 
potential uncertainties and risks associated with change and hence, 
harmony is maintained. Harmony is a deep-rooted cultural concept in 
Japanese society (Sugimura, 2020) and the unpredictable nature of 
large-scale change has the potential to disrupt unity and conformity. 
Thus, internationalization creates a major conundrum for organizations 
in Japan. 

1.2. Organizational culture of Japanese universities 

Despite adopting United States-originated civics education, it’s still 
possible to observe the characteristics of deep-rooted Confucianism in 
the Japanese higher education system (Paramore, 2016). Confucian 
norms emphasize power distance between superiors and subordinates. 
Management is based on a single authority where decisions are made at 
the top and then communicated through a chain of command (Beben-
roth & Kanai, 2010; Inaba, 2020). The aim of this approach is to prevent 
the distraction of employees and ensure that harmony is maintained. Le 

Ha (2013) argued that national cultural identity was also influential on 
the organizational culture of Japanese academic institutions. 

Japanese cultural identity is constructed by certain conventional 
values such as collectivism and conformity (Sugimura, 2020). Collec-
tivism refers to the idea of valuing the group’s interests over individuals. 
Thus, maintaining collective values remains a key contextual compo-
nent of traditional Japanese organizational structure and continues to 
impact daily operations. Conformity remains a highly significant 
component of collectivism as individual group members are committed 
to sacrificing themselves for group success (Sugimura, 2020). This group 
dynamic promotes hierarchy with the aim of managing organizational 
operations without distraction. However, with the mounting pressure 
and demand to respond to the changes in the external environment, 
universities in Japan found themselves in a complex situation. On the 
one hand, there is increasing pressure for internationalization, but on 
the other hand, universities maintain their commitment to traditional 
methods that align with their organizational culture (Inaba, 2020; Rose 
& McKinley, 2017; Sugimura, 2020). 

1.3. Internationalization of Japanese universities 

The internationalization of higher education remains as the main 
objective of universities from around the world. The notion of interna-
tionalization refers to incorporating “international, intercultural, and 
global” elements into the purpose, functions, or delivery of tertiary ed-
ucation (Rose & McKinley, 2017, p. 113). Internationalization, which is 
referred to as kokusaika in Japanese, has remained the main focus of the 
Japanese government since 1982 (Rose & McKinley, 2017). The 
increasingly complex global environment with constant pressure and 
demand for global competitiveness and excellence has placed further 
pressure on higher education institutions to step up their internation-
alization efforts. 

The internationalization of higher education within the Japanese 
context is associated with the promotion of the English language (Inaba, 
2020). High English competence is viewed as the gateway to knowledge 
and innovation and thus, the public tends to view English education as 
the nation’s best chance of remaining competitive both regionally and 
globally (Inaba, 2020). The success of the European internationalization 
model based on EMI was also a major influence on the Japanese uni-
versities’ internationalization efforts. In 2009, the Global 30 project was 
launched with the aim of “increasing the number of international stu-
dents from 124,000 to 300,000 by 2020” (Rose & McKinley, 2017, p. 
115). This was followed by the Go Global Japan Project in 2012, aiming 
to develop global human resources by fostering globally competent 
Japanese students with excellent English language skills. In 2014, the 
Japanese Ministry of Education, Sports, Science, and Technology also 
announced their English education reform with a focus on promoting 
globalized education in universities with further initiatives for those 30 
selected universities to create new faculties and programs based on EMI 
and establish an educational environment on par with global standards 
(Inaba, 2020; Rose & McKinley, 2017). As a result, Japanese universities 
also expanded their international faculty to help accomplish these ob-
jectives (Huang, 2018). 

Despite the significance of the English language for Japanese uni-
versities’ internationalization efforts, its impact on organizational cul-
ture and management has remained somewhat limited. This limitation is 
particularly evident in non-English departments where both the faculty 
and students prioritize courses directly related to students’ majors to 
equip them for their future employment. Since the traditional Japanese 
employment model is inwardly focused, the importance of English 
communication skills is further downgraded in non-English departments 
(Inaba, 2020; Yonezawa, 2019). As a result, students from those de-
partments may view English as another hurdle to overcome along the 
way. 

According to Sato (2020), meetings and administrative procedures 
are largely handled in Japanese in non-English departments. In addition, 
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standardizing curricula and course design brings further restrictions for 
international faculty. Given international faculty members are generally 
from Western educational backgrounds, these limitations may be 
viewed as contradictory with the increasing diversity in universities. 
When these limitations are paired with a lack of adaptability on the part 
of the international faculty, they may experience stress, anxiety, and 
perhaps feeling of exclusion during their integration process (Comfort & 
Franklin, 2014). 

2. Methods 

2.1. Research method 

The present research employed the narrative case study approach to 
understand the participants’ experiences through their personal stories 
and how they made meaning of those narratives within the same envi-
ronmental context. Case studies offer the perspective to understand the 
context and the process in context, yet it does not provide the tools to 
describe the experiences of individuals (Sonday et al., 2020). Hence, 
adding the narrative element to the present study provided thick de-
scriptions through the participants’ personal accounts, and helped un-
derstand the implicit meaning attached to their experiences, thoughts, 
and feelings within a particular context (Wang & Geale, 2015). 

2.2. Participants 

Narrative case studies require deep and insightful reflection of par-
ticipants’ personal accounts so that researchers can obtain thick de-
scriptions of human experiences (Pringle et al., 2011; Sonday et al., 
2020). Eight was determined to be an appropriate sample size to 
emphasize the deeper meaning and sensemaking through individual 
accounts. The participants were introduced to the researcher by a 
colleague who worked with them in the same department. The 
researcher was informed of the university’s internationalization efforts 
and the adaptation challenges of the international faculty, yet never 
heard any direct personal account prior to this study. These conditions 
along with the ongoing global pandemic led the researcher to use the 
purposive sampling technique as the participants had the potential to 
offer rich data on the phenomenon. Both male and female participants 
were interviewed. At the time of this study, none of the participants were 
tenured, yet all of them held either a master’s or a doctorate degree in an 
English language education-related field (Table 1). 

2.3. Data collection and instrument 

Narrative interviews were held with each participant on the online 
video conferencing platform called Zoom due to the global pandemic. 
Each interview lasted approximately an hour. The interviews followed a 
semi-structured protocol based on open-ended questions. These inter-
view questions allowed the participants to elaborate on their experi-
ences, perceptions, and personal stories (Pietkiewicz & Smith, 2014). In 
addition, prompts and follow-up questions were used to enrich the 
dialogical exchanges. Each interview lasted approximately 1 h, and only 
one interview was held with each participant. The interviews were held 
in English, and the researcher took notes of repeating patterns for data 
analysis. The interview questions were informed by the CMOPC (Burke 
& Litwin, 1992). The CMOPC framework was designed to demonstrate 
the key dimensions to successful organizational change and how they 
should align together causally to achieve a change in performance 
(French et al., 2021). In this regard, the application of the CMOPC 
framework was helpful to identify the causal relationship between 
organizational culture, change, and employee performance. Gaining a 
deeper insight into the causal link between these dimensions led to the 
proposed leadership practices that have the potential to provide a new 
framework for the internationalization process. The questions focused 
on eliciting deep and meaningful responses regarding the organizational 
culture and leadership practices in relation to internationalization ef-
forts. The participants were also allowed to reflect on their own role in 
their integration and shared suggestions to promote an inclusive work-
ing environment (see Fig. 1). 

2.4. Protocol 

Prior to the interviews, the participants were asked to sign a consent 
form. All the risks and benefits of participating in the study were 
explained to the participants. The interviews were recorded via Zoom’s 
recording function. To ensure anonymity, the participants were referred 
to with their pseudonyms during the interviews and throughout this 
paper. 

2.5. Analysis 

The interviews were recorded, transcribed, coded, analyzed, and 
reviewed by the researcher first, and then each transcript was sent to 
their respective participant to verify their accuracy. The transcripts were 
read and coded at both an individual level and a level of comparison. 
The researcher used the six-step data analysis method by Creswell and 
Creswell (2013), which consists of familiarization, coding, generating 

Table 1 
Participant profiles  

NAME GENDER AGE NATIONALITY EDUCATION Major Position Japanese 
Ability 

Dan Male 50’s USA MA TESOL Associate 
Professor 

Basic 

Sean Male 40’s Australia Ed.D. Education Associate 
Professor 

High 
Intermediate 

Blake Male 50’s New Zealand MA Linguistics Full-time 
Lecturer 

Basic 

Glen Male 50’s Canada MA Linguistics Full-time 
Lecturer 

Basic 

Trevor Male 50’s USA MA Linguistics Full-time 
Lecturer 

Low 
Intermediate 

Tom Male 60’s England MA Linguistics Full-time 
Lecturer 

Basic 

Mick Male 40’s Canada Ed.D. Education Associate 
Professor 

Low 
Intermediate 

Darla Female 50’s England Ph.D. TESOL Associate 
Professor 

Low 
Intermediate 

Note. The data regarding study participants’ names, gender, age, nationality, educational background, faculty positions were gathered through several introductory 
interview questions. 
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themes, reviewing themes, defining and naming themes, and recording. 
The interview data was analyzed and interpreted based on Burke and 
Litwin’s (1992) CMOPC. The model emphasizes organizations’ depen-
dence on their external environment and the way the external envi-
ronment influences organizations’ internal dynamics. When an 
organization brings large-scale change due to external circumstances, a 
number of internal factors may influence the change process. Thus, the 
CMOPC model provided a framework to interpret the interactions of the 
internal parts and their influence on the change process triggered by the 
external environment (Fig. 1). 

3. Findings 

The six-step analysis revealed three emergent themes from the data. 
The emergent themes centered around the organizational culture of the 
department, the leadership practices, and the participants’ revelations 
through self-reflection. The results pointed to the importance of mutu-
ality and inclusive leadership to address the social and sentimental 
needs of the participants so that not only successful integration could be 
achieved but also, the leadership could better utilize diversity. 

3.1. Organizational culture of the department 

The participants (N = 8) were asked to elaborate on their perception 
of the organizational culture in the department. The participants used 
words such as “power distance,” “hierarchy,” and “harmony” in their 
responses. It was suggested that decisions were made by the committee, 
yet none of the participants had any knowledge of how decisions were 
made since the international faculty was held exempt from the 

department and faculty meetings. 
Both Sean and Blake noted that they were scheduled to teach classes 

during the meeting hours. Once Sean attended a meeting during the 
school break only to be told that he was exempt and there was no need to 
attend any more meetings. According to Sean: 

One day I decided to attend one of the meetings during the semester 
break to see how the meetings were held. I was told that I did not 
need to join meetings to maintain fairness to other international 
faculty members who did not have sufficient Japanese language 
skills to participate in the meetings. 

Several participants also confirmed that the meetings were held in 
Japanese due to the faculty members’ inability or unwillingness to hold 
meetings in English. Some participants also emphasized that there was 
“no merit” to attending the department meetings due to the language 
barrier. Both Blake and Glen noted that they were content not attending 
the meetings due to their lack of Japanese language ability. Since the 
international faculty was not part of the meetings, decisions were 
announced to them later by email. Several participants noted that gen-
eral email announcements were also made in the Japanese language, 
and therefore, sometimes emails were overlooked by the international 
faculty members. Darla noted, “Since I receive more than a few Japanese 
emails everyday, there is a good chance I might sometimes miss 
important updates.” Mick elaborated on one of his experiences: 

I once missed an email about my contract extension. Luckily, I got a 
phone call from the office and managed to sign and submit my 
contract before the deadline. It’s not that my contract wouldn’t be 

Fig. 1. The Burke-Litwin Causal Model of Organizational Performance and Change 
Note. The interview questions were informed by the CMOPC (Burke & Litwin, 1992). The model was also employed as a conceptual framework during the re-
searcher’s interpretation of the emergent themes. 
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renewed or anything. I was just sorry that it created extra work for 
the office. 

Glen, Blake, and Tom mentioned that they never checked their uni-
versity email accounts due to their inability to read Japanese. However, 
they all noted that the office would eventually call them when there was 
an important update. Not being able to attend meetings and read emails 
placed extra stress on some of the participants and led to a feeling of 
exclusion during the global pandemic. The feeling of isolation was felt 
by many academics who were forced to teach classes online. However, 
Sean offered a bleaker picture saying there was a “complete lack of 
communication” between the teachers in the department. Since they 
were exempt from both department and faculty meetings, he had only 
received updates by email. Sean noted, “During the first few months of 
the pandemic, I felt like I didn’t belong to the organization despite being 
a full-time employee. No one contacted me to check how I was doing and 
if everything was okay with my classes.” Darla also attributed her own 
isolation to power-distance resulting from the hierarchical organiza-
tional structure which she felt became more evident during the 
pandemic. 

3.2. Leadership practices 

When the participants were asked about their perception of the 
leadership in the department, “top-down,” “exclusive,” and “hierarchi-
cal” were the words mentioned. Trevor emphasized “lack of opportu-
nities” to express his perspective of the way operations are handled in 
the department. He noted that his input was never sought on textbook 
selections and class syllabus design despite being a teacher with the 
necessary credentials and experience. Trevor attributed this to the hi-
erarchical system of the organization, where decisions were made under 
a single authority. Darla believed that the “exclusive” leadership prac-
tices were to maintain power and the status quo. Sean offered a different 
perspective and noted that, “The leadership’s main goal is to maintain 
harmony and ensure smooth operations which they believe is only 
possible through the hierarchical structure.” 

Blake, Glen, and Tom emphasized that they were content with the 
current leadership style and the hierarchical structure of the organiza-
tion. Blake said, “I am on the bottom of the hierarchy. So no one bugs me 
as long as I input my syllabus, teach my classes, and turn in my grades.” 
Tom also noted, “I feel really comfortable working in this environment. I 
don’t want to be a part of long intermittent meetings at which I have no 
idea what they are talking about.” Since these three teachers didn’t have 
sufficient Japanese language skills, they perceived the notion of exclu-
sion as a positive phenomenon. 

On the other hand, Mike mentioned that international faculty is 
mostly hired on a short-term basis with the aim of promoting global-
ization. Since they are not around long enough to build rapport with the 
tenured faculty, which is also hindered by the language barrier, op-
portunities to build meaningful relationships have become limited. Dan 
noted that the tenured faculty’s perception of the international faculty 
as temporary employees was likely to affect their motivation to “build 
deep and meaningful relationships” with them. As a result, leadership 
grew unresponsive to the needs and expectations of the international 
faculty. 

The term “micromanagement” was also mentioned by several par-
ticipants. Course syllabi, course objectives, grading schemes, textbook 
lists, and class management were regulated under the English program. 
However, none of the participants had a definitive answer to how those 
decisions were made. Sean mentioned that he was asked to select a 
coursebook from a list of coursebooks. When he asked one of the tenured 
faculty members whether he could use another textbook from outside 

the list, his request was rejected. 
Several participants also noted that they were asked to copy “pre-

scribed Japanese sentences” into their course syllabi. Tom said, “I found 
myself in a bit of an awkward situation when I was asked to copy Jap-
anese sentences that I didn’t understand to my syllabi.” Several partic-
ipants also highlighted following a prescribed grading scheme as the 
most difficult aspect of their teaching. Darla found the grading scheme 
limiting, while Sean described it as the result of the department’s efforts 
to standardize the English language classes and make it easier to test 
students’ knowledge. Sean also noted that tests for some classes were 
also standardized by the department and the teachers were expected to 
focus on helping students achieve good scores on those tests. 

The participants also noted that their input was not sought during 
syllabus design, grading schemes, and textbook lists. Trevor mentioned 
that the department’s focus on standardization was contradictory to the 
university’s internationalization efforts. Mick’s view was also support-
ive of Trevor’s. He emphasized the department’s resistance to change 
and noted, “There is no doubt surface-level diversity is achieved in the 
department yet if you dig deeper, you will start to see things are still 
done in the same way.” (Fig. 2). 

3.3. Revelations through self-reflection 

When the participants were asked to reflect on their role in their 
integration, several of them admitted they lacked sufficient Japanese 
language ability and, thus, intercultural understanding. Glen noted he 
was aware of his lack of Japanese language skills and the resulting 
challenges it created with his integration into the working environment. 
However, he also emphasized the difficulty of studying the language 
while working full-time and making a living. Darla reflected on her own 
struggles and noted that lack of Japanese language proficiency inhibited 
her involvement in projects. She said, “If I was fluent in Japanese, I 
would have less stress working here for sure.” 

Mick, on the other hand, argued that the internationalization of 
universities should be reflected in the correspondence with the office 
referring to the dominance of the Japanese language in emails and 
regularly required forms in Japanese. Sean, who speaks high interme-
diate level Japanese, offered a different perspective on the same issue. 
Sean noted: 

Japanese language ability is key to establishing rapport with the 
administrative staff and faculty personnel. Speaking the language 
certainly created opportunities for me to voice my opinions and 
concerns about classes. I never had any problems communicating 
with the office staff and got assistance with Japanese documents 
whenever I needed. 

When the participants were asked to reflect on an imaginary situa-
tion where a person from a non-English speaking country working in the 
UK, Canada, or the US without English language proficiency, the 
consensus was that it would be nearly impossible to gain any deep-level 
intercultural understanding without the knowledge of the local lan-
guage which in this case is the English language, therefore, the majority 
of the participants in this study admitted that lack of language profi-
ciency was to be blamed for their compromised intercultural under-
standing and thus, their general sense of exclusion. Sean noted, “There 
are fundamental differences between Japanese and Western working 
environments. One needs to gain a profound understanding of honne 
(true feeling) and tatemae (façade) as well as keigo (formal Japanese) in 
order to fit in with the group and work in harmony.” (Fig. 3). 
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4. Discussion 

While organizational culture based on hierarchy and power-distance 
helps maintain harmony and ensures a smooth operation, it may result 
in the negligence of social and sentimental needs and expectations of 
individuals. This perception was questioned by the participants who 
prioritized individualistic values of autonomy and self-direction, and 
disapproved the standardization stemmed from the hierarchical de-
cisions. Pitlik and Rode (2017) identified non-obedience and indepen-
dence as the two critical features of individualism and emphasized the 
disconnect between these values and hierarchical organizational 
structure. 

Conversely, several other participants were content with the feeling 

of exclusion as it seemed to have eliminated the additional stress and 
pressure intercultural interactions would otherwise create. These con-
trasting views among the international faculty members were particu-
larly notable. In this regard, Komisarof’s (2021) study on belonging 
suggested that exclusion may sometimes be treated as a positive phe-
nomenon by the members of minority groups as, “People may satisfy 
their belonging needs through constructive forms of marginality” (p. 3). 

The change avoidance was evident through the frequent use of 
Japanese in administrative procedures, international faculty’s exemp-
tion from faculty and department meetings due to the language barrier, 
the emphasis on standardization of all teaching procedures, and the zero 
tolerance policy for individual preferences. In the case of this depart-
ment, it is likely that the change avoidance was due to the unpredict-
ability and instability associated with large-scale change which would 
threaten the existing harmony and smooth flow of operations. 

Conversely, it is also possible that the leadership in the department 
might have hired the international faculty members with compromised 
Japanese language proficiency and intercultural understanding to 
demonstrate inclusive leadership practices. This approach can be 
viewed as a positive first step, yet leadership would need to focus on 
addressing social and sentimental needs of individuals through inclusive 
practices if they are to harness diversity. 

Adapting inclusive leadership practices requires a significant para-
digm change in one’s leadership identity. The leader needs to look in-
ward and engage in regular self-reflection. As a result, they can develop 
the habit of thinking beyond the limits of the underlying values, beliefs, 
and assumptions about leadership (Egitim, 2021a). Such deep reflection 
can help leaders develop a perspective to view issues through the lens of 
others. Understanding the challenges of the international faculty is the 
first step towards nurturing a more inclusive organizational culture. 

Fig. 3. Linguistic and Intercultural Competence versus Disconnect 
Note. The figure shows the counterbalance between linguistic and intercultural 
competence and disconnect from the organization through the participants’ 
self-reflection. 

Fig. 2. Leadership, Organizational Culture, 
and In-group-Out-group Dynamics 
Note. The figure was developed based on the 
CMOPC model (see Fig. 1) and intends to 
describe the internal dynamics of the orga-
nization, how they interact with each other, 
and the way international faculty members 
fit in with all these interconnected and 
interdependent parts of the system. The ar-
rows represent the interaction flow between 
different parts of the system.   
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The second step is to create a culture of collaboration by giving the 
international faculty members more power and responsibility. Since the 
international faculty members are responsible for teaching many of the 
English language courses, they have a direct impact on lesson quality, 
student satisfaction, and the university’s success as an organization. 
Thus, recognizing them as leaders in their own field of expertise and 
providing them with psychological safety would not only help with their 
integration but also empower them as active contributors to the uni-
versity’s future endeavors. 

In addition, forming a more culturally diverse committee with a 
focus on creating communication channels could help reduce the lan-
guage barrier. Effective internal communication can lead to stronger 
internal relationships and hence, greater productivity and team perfor-
mance (French et al., 2021; Kotter & Cohen, 2012). When the interna-
tional faculty members recognize that they are provided with 
opportunities to offer their input on operations and voice their needs and 
concerns, they are likely to be more committed to the organizational 
values and objectives as the internal values fostered through individu-
alism would be satisfied (Pitlik & Rode, 2017). 

If the goal is to build solidarity and collaboration, intercultural 
adaptability has to be mutual. As several participants indicated, it is 
virtually impossible to gain any deep-level intercultural understanding 
without adequate Japanese language proficiency. In this regard, it 
would be beneficial to encourage international faculty members to take 
Japanese language courses and intercultural competence-building 
workshops through a university-led initiative. Enhanced Japanese lan-
guage ability and intercultural understanding can accelerate their 
adaptation, lead to improvements in teaching performances, and hence, 
opportunities to build rapport with the tenured faculty, administrative 
personnel, and students. 

4.1. Limitations 

Due to the qualitative nature of this study, the findings are not meant 
to be generalized to a larger population. Instead, these findings are 
aimed to raise awareness of the potential challenges leadership in Jap-
anese universities could face during their transformation into global 
institutions. One of the limitations of this study was that the data lacked 
the perspective of the tenured faculty members who were in leadership 
roles in the same department. Hence, it is possible that some of the 
participant accounts may be biased due to their position. A future study 
that brings in the leadership’s perspective could offer valuable insights 
into other issues that the participants were not aware of in the depart-
ment. In addition, little is known about how the adjunct Japanese fac-
ulty perceive their own belonging in the department despite being 
equipped with the necessary cultural and linguistic knowledge. There-
fore, knowing the perspectives of adjunct Japanese faculty could pro-
vide valuable comparative data. Due to its narrow scope, the study did 
not investigate the link between motivation and the feeling of exclusion 
in this context. However, the findings showed that the feeling of 
exclusion was interpreted both positively and negatively. Hence, a 
future study could offer valuable clues on how international faculty 
members’ motivation is affected by their perception of belonging at their 
respective academic institutions. 

5. Conclusion 

Individuals operate at their best when their sentimental and social 
needs are addressed. However, when individual needs contradict the 
working culture, dissatisfaction or the feeling of isolation may arise. This 
is how some of the international faculty members felt about working in 
the department. However, the immediate resolution does not appear to 
be initiating a large-scale organizational change to fulfill the govern-
ment’s ambitious internationalization reform plans, but instead, the 
leadership taking a more inclusive approach and promoting mutuality 
for adaptation efforts. Every individual, especially if they are expert in 

their field, has the potential to offer invaluable knowledge as long as 
their voices are heard. International faculty members that are engaged 
and included have the potential to give the organization the much- 
desired opportunity to harness the talent and expertise brought by di-
versity and help them advance in a rapidly changing global environ-
ment. However, this is a mutual endeavor, and thus, the international 
faculty members need to reflect on their own role in their adaptation and 
assume more responsibility to enhance their cultural and linguistic 
awareness. 
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