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Abstract 

Expatriates are an increasingly important part of global organizations. As 
multinational corporations establish new subsidiaries, they require an individual or 
group of individuals to setup and oversee the proper operation of these companies in 
accordance with the global strategy. Expatriates allow parent organizations to 
transfer crucial knowledge, corporate philosophy and culture to a subsidiary, as well 
as acquire important information from the host country. The effective management 
of expatriates needs to include a performance measurement system with appropriate 
criteria. 
 
The purpose of this study is to analyze the criteria utilized by researchers in the 
measurement of expatriate performance. The analysis will be conducted through the 
parent company’s point of view. The focus will be on whether or not the criteria 
currently used meets the objectives set forth by the parent organization as a primary 
stakeholder.  
 
This study will utilize a systematic review of past research. The proper protocols and 
procedures were followed to ensure an unbiased group of articles were selected. The 
articles were analyzed to examine the objective, purpose and type of expatriate 
performance measurement criteria they utilized. The articles were also evaluated 
according of a parent company stakeholder checklist outlining the most important 
aspects to the parent organization.  
 
The results of the study concluded that a research gap is evident. The measurement 
criteria utilized by the overwhelming majority of researchers does not meet the basic 
objectives set forth by the parent organization. A universal measurement framework 
for international assignments is absent, both in practice and in research. A small 
percentage of researchers are aware of this discrepancy and overreliance on a self-
evaluation of performance when it comes to expatriate research.  
 
In conclusion, the study shows a gap in the current expatriate research and suggests a 
more detailed look at the measurement criteria used by the researchers in this field. 
The current criteria utilized fails to meet the basic objectives of the parent company. 
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1 INTRODUCTION 

1.1 Introduction to Topic 

Globalization is changing the scope in which organizations are conducting business. 

Expatriates and the expatriation process have been an essential part of organizations 

for many years and will continue to grow in importance as we move into the future 

(Dolins 1999). An expatriate is an individual who voluntarily goes abroad for an 

international assignment with the intention of returning to their home country once 

the assignment is complete (Huang et al. 2005). The expatriate’s significance and 

value continues to increase as the internationalization of organizations becomes more 

common with the technology available today versus decades ago. With new 

companies entering every industry, markets are becoming saturated and the 

competition is becoming more intense and concentrated than ever before. Firms are 

forced to re-evaluate their strategies and seek out new revenue streams and 

opportunities (Dolins 1999). One of these avenues is the expansion into international 

markets. Organizations of all shapes and sizes are going outside their domestic 

borders in search of unexploited resources and untapped consumer markets. Today, 

firms are able to offer their service or product to global markets at inception. 

Organizations send employees overseas to commence and oversee business 

operations in these foreign countries (Takeuchi 2010). Global competition has made 

it very important for organizations to maintain control over their subsidiaries and 

international operations (Toh & DeNisi 2005). 

 

The influx of firms into the global market has expanded the need for expatriates to 

continuously travel around the world for their organizations (Caligiuri 2000). 

Expatriates play a central role in the success of global organizations (Tahvanainen 

2000). Tharenou and Harvey (2006) reiterate the same sentiment and believe that the 

need and importance of expatriates has significantly increased over the past decades. 

Within multinational companies (MNCs) expatriates are taking on important roles 

such as joint venture negotiators, subsidiary management, new market development 

and transfer of technologies (Caligiuri 2000). These roles and their significance 

represent a difficult task for expatriates. The potential benefit an expatriate can be to 

an organization is tremendous because they are strategically placed in positions that 
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directly affect the success of the entire organization or subsidiary. That being said, 

the potential for expatriates to fail and negatively affect the organizations is just as 

great. As these employees move around the world, they help develop the degree of 

global competence within MNCs (Tung & Miller 1990, Stroh & Caligiuri 1998). 

Expatriates have a central and direct role in building the global and international 

skills of these firms (Takeuchi 2010). 

 

The academic research of expatriates dates back three decades. Countless studies 

have examined how expatriates operate (Black 1988), deciphered why certain 

individuals succeed, while others fail (Caligiuri 2000, Shaffer et al. 2006), as well as 

how to measure their performance (Caligiuri 1997, Kraimer et al. 2001). The 

research of expatriates is different than the study of general or domestic employees 

because expatriates are particularly important individuals that venture out on 

international assignments and are presented with a unique set of challenges not 

common or as prevalent in a domestic context. The importance of these individuals 

cannot be understated and the success of subsidiaries and multinational corporations 

relies on their successful transition into a new environment. Taking this information 

into consideration the measurement of an expatriate’s performance is very important 

to the parent company because it gives them an accurate evaluation of whether or not 

these employees are succeeding. Research in this area must continue to evolve 

because the role and importance of expatriates is continuously changing with 

increased globalization. Expatriates face unique challenges include adapting to a new 

culture, language, environment and people. Selecting, training, guiding and 

measuring expatriate performance is a difficult and complex task because of the 

distinct and diverse set of obstacles they encounter (Black & Gregerson 1999). The 

challenges and obstacles are not straightforward and simple to overcome, which is 

evident by the high failure rate of expatriates.  

 

Expatriate failure constitutes an individual unable or unwilling to perform the tasks 

or objectives set forth by the parent company who sent them on the international 

assignment (Harzing & Christensen 2004). Expatriate failure can have many 

detrimental effects on a firm and it’s employees. The organization is making a large 

financial investment in an individual when they are selected, trained and dispatched 

on an international assignment. It is estimated that an expatriate’s first year alone 
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cost three times that of a domestic counterpart in a similar position (Shaffer et al. 

1999). Other studies have shown that failure to adjust in an international assignment 

can cost an organization at least $150,000 USD per person as well as approximately 

$80,000 USD for training, relocation and compensation (Shaffer et al. 2006). In 

addition to a significant financial investment, expatriate failure can negatively affect 

the employee’s self-esteem, self-confidence and motivation (Toh & DeNisi 2005, 

Puck et al. 2008). An unmotivated insecure employee will lower productivity and 

negatively affect other primary stakeholders like their family or host country 

nationals. Expatriate research is important because they are unique, they encounter 

new challenges and variables compared to a domestic counterpart, they are 

financially important and in most cases they are situated in key positions in the 

organization therefore making them managerially important to the success of the 

MNC.  

 

To focus on expatriates, one must realize and understand what they are looking to 

achieve. An organization must be aware of their strengths and weakness and adjust 

resources accordingly. Realizing the common failure among expatriates, Rose et al. 

(2010) and Dickman and Harris (2005) stated that, the effectiveness of international 

assignments has emerged as an important source of advantage over competitors. The 

effectiveness of an international assignment involves the various selection methods 

or criteria utilized, training before departure, ongoing support, accurate performance 

evaluation and successful repatriation. In a time when competition is more intense 

than ever before, every competitive advantage should be thoroughly sought out and 

explored. The need and importance of expatriates, in addition to the significant 

positive and negative effects that success and failure can bring forth, give ample 

reasoning for any organization to track and measure the performance of such 

individuals while they are on assignment. Measuring the job performance of 

expatriates, not only gives the organization immediate feedback about the potential 

success or failure of an assignment, but also helps further develop their training and 

selection methods to avoid repetitive mistakes in the future. Understanding, 

measuring and nurturing a potential competitive advantage incorporates many 

aspects, of which measurement criteria is an important part. Research into the 

success or effectiveness of expatriates has produced different frameworks and 

measurement criteria for expatriates.  As the importance of expatriates increases, the 
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measurement criteria used to evaluate their performance should reflect that. The 

current research does not present a uniform or common performance criteria or 

framework for measuring expatriate performance. Performance is measured using 

one or two simple variables that do not take into consideration the entire scope of the 

parent company and that information is retrieved using biased methods, such as self-

evaluation. There is a potential research gap that must be examined and analyzed in 

more detail. The lack of research and uniformity on job performance measurement 

criteria for expatriates from a parent company’s point of view is the motivation for 

this particular study.  

1.2 Overview of the Expatriate Process 

Expatriation is a straightforward and simple process. The expatriate embarks on an 

international assignment with the intention of returning upon completion. Before an 

expatriate can begin their international assignment, there are a number of steps that 

must occur prior to deployment. Harzing and Christensen (2004) outline five steps in 

the expatriation process. While others may argue the importance of each stage, the 

steps in the process are not debated among scholars. The process begins with the 

organization or parent company. The first step is the recognition of a need in an 

international context. Once the organization identifies the specific requirement, the 

recruitment process will begin to fill that position with the most capable and 

knowledgeable individual. This is the first stage where the employee is directly 

involved. Once a suitable candidate is chosen, the training and preparation stage will 

commence. Depending on the organization, this stage can be very extensive or non-

existent.  

 

The expatriation stage is initiated when the working contract begins and the 

employee moves aboard for their international assignment. The actual expatriation 

stage involves many different aspects. They include adjusting to the new culture and 

work environment, the development of personal and professional skills, performance 

reviews, mentoring, monitoring and a reward or compensation system. This study 

aims to focus on the performance review stage of the expatriate process. At the 

conclusion of the assignment or beforehand, the act of reintroducing the expatriate 
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into their home country is called repatriation and is the last stage in the process. The 

entire process is summarized in figure 1.  

 

 
Figure 1. International Assignment Cycle 

 

Expatriates have been recognized as a unique segment of employees within an 

organization. They face many distinctive challenges such as change in job 

responsibilities, adjustment to a different culture, language barriers and uprooting 

families (Hechanova et al. 2003). One of, if not the most significant challenge, is 

overcoming cultural barriers (Hechanova et al. 2003, Huang et al. 2005). Expatriates 

and the potential reasons for their success have been studied extensively over the last 

two decades. Much of that research has been based upon two main topics, cultural 

adjustment and return intention (Harrison & Shaffer 2005). Starting in the 1980’s, 

the focus of expatriate research revolved around cultural adjustment (Shaffer et al. 

2006). “Adjustment has been defined primarily as the degree of psychological 

comfort the respondent feels regarding the new situation” (Gregersen & Black 1990: 

463). Throughout the nineties, research began to explore the premature return 

intention of expatriates (Shaffer et al. 2006). Caligiuri (2000), stated that certain 

individuals have personalities that allow them to embrace the culture of the host 

country, while others that are unable to adapt and consequently wish to prematurely 

terminate their international assignment. Both research theologies showed varying 

levels of success in determining which personality characteristics were positively 

correlated to cultural adjustment and premature return intention (Black 1988, 

Caliguiri 2000, Huang et al. 2005). In recent years, researchers have expanded the 

scope of measurement regarding expatriates to include variables related to meeting 

external standards and expectations of their job position (Shaffer et al. 2006). 
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The role and importance of an expatriate can be examined from different viewpoints. 

There are four primary stakeholders in expatriation (see Figure 2). The expatriate, 

their spouse or family will have a very different outlook and expectations for the 

international assignment than for instance the parent company or subsidiary. In many 

cases the employee is utilizing the expatriation as a means to advance up the 

corporate hierarchy (Takeuchi 2010). The parent company is aware of this 

phenomenon, but their main focus is increasing their global competence and 

transferring knowledge across borders to their subsidiaries. The point of view one 

takes to analyze important issues, such as the measurement criterion for expatriates, 

is significant for the reason that the objective, aim or obstacles can vary greatly 

between the stakeholders. This study will focus on only one of the primary 

stakeholders, the parent company and their perspective. The parent company was 

chosen as the primary stakeholder because they are the ones sending the expatriate 

on assignment for a specific task or duty, therefore measuring if the assignment was 

a success is arguably more important to them then the other stakeholders.  

 

 
Figure 2. Expatriation Primary Stakeholders 

1.3 Research Question 

The purpose of this study is to critically analyze the measurement criteria used by 

researchers to evaluate expatriate performance because there is currently no 

universally accepted measurement framework for international assignments and 

seeming lack of research on the criteria themselves and what they should entail. The 
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objective is to examine the evaluation or measurement process while the expatriate is 

on assignment, not before or after. The main reason for not focusing on the 

measurement process before or after the international assignment is because the 

employee is no longer an expatriate at those times and falls back into the domestic 

job performance realm. The measurement criteria will be analyzed through the parent 

company’s viewpoint. The analysis will be conducted using a systematic review of 

past empirical studies and an analysis of the methodology and content. The research 

question for this study is: 

Research question: How does the measurement criterion used by 

researchers for evaluating expatriate performance address the parent 

company’s objectives for the international assignment?  

In order to properly address this research question, the topic of expatriate 

performance measurement must be examined in parts and then assembled together to 

answer the main research question in the conclusion. Therefore, this research study 

will have three separate sub-questions. The first step in the process is to fully 

understand the expatriate and the environment they come from. The first sub-

question of this study is: 

Research sub question 1: What are the roles and expectations of an 

expatriate while on international assignment?  

In order to articulate clearly the specific roles and expectations of the expatriate, the 

study will first examine the multinational corporation and it’s subsidiary. More 

specifically, the interaction between the two and what constitutes a success. Once 

that has been established, the study will look more closely at the different aspects and 

challenges facing a subsidiary. One of those challenges is staffing the organization, 

which is where the expatriate enters the picture. After the expatriate’s role and 

expectations have been clearly outlined, the study will narrow its focus further and 

examine the theoretical background on expatriates and determine what are the key 

elements of expatriation during an international assignment. The second sub-question 

of this study is: 
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Research sub question 2: What are the key elements during an 

international assignment that are unique to expatriates and the 

expatriation process? 

Expatriate research will be examined to determine what levels of theory and 

frameworks have been developed to explain expatriates and their actions. More 

specifically, the key elements that are unique to expatriates during an international 

assignment will be analyzed in-depth. Starting with the first articles in the 1980s, 

studies will be examined to determine what theories are most accepted and proven 

through empirical results. At this point in the study, the role and expectations of the 

expatriate will be clear, as will the fundamental expatriate theories and key elements 

of the international assignment. Before moving on to the systematic review and 

analysis of past empirical research, a specific viewpoint must be developed from 

which to analyze the results. The third and final research sub question is: 

Research sub question 3: What are the most important elements 

according to the parent company’s perspective in measuring expatriate 

performance? 

The next step in this study is to analyze the articles retrieved through a systematic 

review. The analysis will determine whether or not the current performance 

measurement criteria used by researchers meets the expectations of the parent 

company. The results of this comparison will be discussed and used to formulate 

theoretical and managerial implications, as well as suggestions for future research.   

1.4 Main Concepts 

The main concepts discussed in this study are expatriates, job performance, 

measurement criteria, adjustment, premature return intention, expatriate effectiveness 

and the parent company point of view. For simplicity this study will use one singular 

definition for each of those concepts and they are as follows: 

 

An expatriate is a “voluntary, temporary migrant worker who resides abroad for a 

particular purpose and ultimately goes back to his or her home country” (Huang et al. 

2005: 1659). For the purposes of this study the expatriate will represent an individual 

who own their own will, volunteers and partakes in an international assignment with 
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the intention of returning to his or her home country once the assignment is 

complete. While on assignment abroad the expatriate can be used to manage, teach, 

transfer technologies, communicate organization culture, penetrate new markets or 

develop the skills of host nationals (Bennett et al. 2000). 

 

According to the Oxford dictionary (2011: 1065) performance is “a task, or 

operation seen in terms of how successfully it was performed.” Rose et al. (2010) 

states that only the actions, tasks or operations that are related to the organization’s 

objectives or goals, are considered as individual job performance. In this present 

study, performance means how successfully the actions and tasks related to the 

organizations’ or individuals’ goals are performed.   

 

Measurement is the method by which a firm can gauge whether they are progressing 

towards their organizational goals and objectives and at what rate (Amaratunga & 

Baldry 2002). It is important to note that measurement itself can help identify areas 

of strength and weakness, but cannot explain why something happens or what is the 

best course of action to address it. Measurement and measurement criteria is a 

management tool to assess progress and task completion. For the purposes of this 

study, measurement will be the gauge with which one can view how the individual or 

firm is progressing towards it goals.  

 

Adjustment is a term that was introduced into expatriate research many decades ago. 

In general adjustment is the degree of psychological comfort an individual feels 

when placed in a new environment or situation (Gregersen & Black 1990). More 

specific to the constraints of this study, expatriate adjustment is the process or issues 

an expatriate may face or go through as they attempt to become more comfortable 

with their new surrounding (Huang et al. 2005).  

 

Premature return intention is a familiar term in the expatriate research area that is a 

reference to the expatriate’s level of desire to terminate or end the job assignment 

prematurely or before the contractual agreement is met.  

 

Throughout expatriate specific research, effectiveness has lacked a consistent or 

widely accepted definition. In earlier studies, researchers associated effectiveness 
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with the main theme of their work, cultural adjustment. Since the research was based 

on cultural adjustment, it made the degree of adjustment the accepted definition of 

expatriate effectiveness. Many researchers followed this trend until different aspects 

outside of cultural adjustment were brought into the equation. For the purposes of 

this study expatriate effectiveness includes the adjustment aspect, as well as task and 

specific contextual performance. Expatriate contextual performance measures the 

individual’s “level of effectiveness in performing aspects of the job that extend 

beyond specific tasks” (Kraimer et al. 2001: 80). This includes, but is not limited to, 

establishing and maintaining relationships with host nationals within and outside the 

organization (Shay & Baack 2006) 

1.5 Research Methodology 

The objective of this study will be reached using a systematic review and analysis of 

relevant articles and case studies. A set of parameters will be assigned according to 

systematic review protocols (Kitchenham 2004) and the information learned during 

the background research on expatriates. Following strict guidelines, the initial search 

results will be narrowed down to a final list of relevant articles that will be analyzed 

more in-depth. This study will critically analyze the methods and results of the 

aforementioned articles through the parent company point of view to determine the 

strengths, shortcomings and any potential areas of improvement in terms of the 

measurement criteria of expatriates.  

1.6 Structure of the Paper 

The structure of the study will begin by addressing the three sub-questions 

mentioned above in the earlier chapter. The first sub-question about what are the 

expectations and role of the expatriate will be answered in section two. An overview 

of multinational corporations, subsidiaries and expatriates will explain the role, 

expectations and importance of individuals sent on international assignments. 

Chapter three will address the second sub research question. A thorough look at the 

theoretical background on expatriates will be conducted to determine what are key 

elements for an expatriate during an international assignment. More specifically, 

there will be a detailed theoretical look at cross-cultural adjustment, premature return 

intention and other relevant studies that aim to explain the complex nature of the 



16 

expatriate.  The forth section will address the third and final research sub-question. It 

will examine the parent company stakeholder point of view, how it relates to 

expatriation and what are the most important elements the parent company would 

like incorporated into a measurement system of expatriate performance.   

 

The fifth chapter will discuss the methodology of this study. Specific parameters, 

protocols and methods that were utilized in the research will be clearly articulated 

and explained. The sixth chapter will examine the collected data and analyze the 

findings against the framework and theories developed from the prior sections. The 

seventh and final chapter will conclude and summarize the findings of this study, 

disclose the limitations and implications of the study, as well as suggest areas of 

future research.  
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2 EXPATRIATES ROLE IN THE SUBSIDIARY OF A GLOBAL 

MULTINATIONAL CORPORATION 

2.1 Multinational Corporations as a Global Organization 

A multinational corporation (MNC) is an organization that operates in more than one 

country or market. MNCs are not restricted to any particular size or shape; they take 

on many different forms and structures. Gong (2003) described a MNC as a group of 

geographically dispersed organizations, with a headquarters and different national 

subsidiaries. There is no basic or standard operating model for an MNC because it 

includes different types of organizations. With that being said, the importance of 

foreign subsidiaries to a MNC is immense. Effectively managing foreign subsidiaries 

is a very important part of a successful MNC (Schotter & Beamish 2011). Over the 

past few decades, forces of globalization have been taking an increasingly strong and 

important role in moulding and evolving how organizations, including MNCs, 

operate. The economy is evolving, markets are changing and how an institution 

conducts business across borders is becoming easier and more cost effective. 

Meetings, presentations and pitches can be performed online, resulting in a smaller 

and more connected global economy. Organizations unwilling to adapt and change 

will not survive in today’s tough economy. Globalization is driving firms into new 

markets and increasing the importance of well-operated and effective subsidiaries.  

 

As globalization is pushing organizations deeper and farther into these new markets 

they must search for new raw and finished goods (Castilo 2006). Untouched markets 

are difficult to find and more valuable than ever before as firms search for new areas 

to exploit and utilize. As organizations expand into these new markets and 

environments they can be greeted by cultures, customs and rules very different from 

their home country. Learning and respecting local customs is an important factor to 

being accepted by the local market and prospering for years to come (Simonin & 

Ozsomer 2009). These differences, however simple and minor, can bring many new 

challenges and difficulties to the MNC. Simonin and Ozsomer (2009) also reiterate 

the need for organizations to capitalize on and maximize learning from new markets 

and incorporate that valuable knowledge into their global corporate strategy. It is not 

just knowledge transfer that is important, but also knowledge acquirement. The study 
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of knowledge transfer has already been an integral part of international business 

research for many years (Cho & Johanson 2012). As business activities integrate 

globally, firms need to transfer knowledge, processes and methods to various 

subsidiaries. Heenan (1970) asserts that the ultimate survival of a MNC relies on the 

continuous and effective transfer of managerial expertise to foreign subsidiaries. 

Utilizing resources and allocating them to foreign subsidiaries has been a significant 

part of MNC global strategy for decades and will continue to do so well into the 

future, as globalization drives competition and rivalry among firms.  

 

Effective transfer of knowledge is more important today than in years past (Riusala 

& Suutari 2004). In order to fully comprehend and understand how knowledge can 

be transferred across borders, organizations must learn the specific economic, 

financial, legal, political, socio-cultural and industrial expectations of host countries 

(Ziera & Harari 1979). These expectations include economic stability, financial 

systems, political influences, potential legal complications and industry standards. 

Each country or region is different. They have different currencies, taxation policies, 

and financial assistance and, of course, market fluctuations will affect costs and 

revenues. Researching and understanding these conditions is important to avoid 

putting the organization into a financial predicament from the beginning. Countries 

may have a very different legal system that prevents or limits certain activities 

related to international business, more specifically trade. Foreign investment and 

ownership is also monitored and controlled in certain countries, which can prevent 

certain types of partnerships or joint ventures. Each subsidiary is exposed to different 

conditions and influences based on where it operates. Understanding those influences 

and conditions allows the organization to harmonize the interests of each subsidiary 

and build a successful global organization working together for a common global 

goal (de Macedo-Soares 2010).  Firms have an opportunity to capitalize and learn 

from these new markets as well. A new environment with different regulations may 

change how you operate or perform certain tasks that may in the end be more 

efficient than the organization’s previous methods.  

 

Recent research has brought to the forefront the potential competitive advantage 

organizations can derive from effective knowledge transfer among their subsidiaries.  
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There is a competitive advantage available if the MNC can create and transfer 

knowledge between subsidiaries and headquarters effectively and efficiently (Chang 

et al. 2012). Harmonizing subsidiaries, their interests and effectively controlling the 

transfer of knowledge have become an important source of competitive advantage to 

MNCs (Bartlett & Ghoshal 1989). Competitive advantages, however minor, are very 

important because globalization is increasing competition across many industries and 

markets. The transfer of knowledge and business practices, especially those relating 

to the core competencies of an organization, is vital (Riusala & Suutari 2004). 

Effective transfer of knowledge and practices through internal networks help 

maintain a consistent global brand, quality and image. Simonin and Ozsomer (2009) 

believe that the effective transfer through corporate networks can be more effective 

than external market mechanisms. Not only can it be more effective, it also allows 

you to maintain control and facilitate who, how and when knowledge, processes and 

methods are transferred from headquarters to subsidiary, from subsidiary to 

subsidiary or from subsidiary to headquarters. Subsidiary management has the 

potential to be a competitive advantage for any MNC (Simonin & Ozsomer 2009). 

2.2 Subsidiary Development in the Global MNC 

Subsidiary development within the global MNC is very critical because of the 

potential competitive advantage.  Effective management and successful harmonizing 

of the global organization can give the firm a competitive advantage over their 

competitors. Subsidiaries are expected to operate effectively within the global 

strategy of the MNC, learn and adapt from the host country and transfer and receive 

knowledge from headquarters, as well as other subsidiaries. Subsidiaries located in 

culturally distant settings involve a great deal of uncertainty compared to local 

markets (Gong 2003).  

 

One of the fundamental issues surrounding subsidiaries is being able to separate and 

adapt local activities effectively. To perform such actions, the firm must identify 

what belongs in the core of the organization (Riusala & Suutari 2004). Once the core 

competencies have been identified, the organization is able to determine and make 

decisions about what activities can adapt locally, which activities need to remain the 

same for quality control and what types of knowledge need to be transferred to the 
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subsidiaries from the headquarters. Parent companies shoulder a lot of responsibility 

in assuring that subsidiaries receive adequate knowledge on a consistent basis. 

Critical internal company knowledge or know-how is frequently transferred through 

expatriates to local employees (Chang et al. 2012). This critical knowledge will 

enhance subsidiary performance and is not as easy for a competitor to steal if it is 

transferred person to person. The subsidiary manager is the key individual and link 

between the subsidiary and headquarters. In most cases all activities concerning the 

parent organization and host country nationals and local market contacts travel 

though the subsidiary manager, making them the key player in the process (Castilo 

2006). The managers operating in the subsidiaries also establish relationships with 

the intermediaries and can help further diversify and penetrate new markets with 

their help.  

 

The importance of subsidiaries to their parent company or MNC is immense. They 

are the local contact to these foreign markets and they represent the entire 

organization. They are required to transfer critical knowledge from parent to 

subsidiary and establish and maintain excellent relationships with intermediaries as 

well. The core competencies are one of the most important aspects of any business 

and subsidiary managers are responsible for ensuring that the essential information is 

available at the subsidiary and local level. The importance of subsidiary managers is 

significant so naturally the next question that arises is how to staff that manager 

position.  

2.3 Staffing with Expatriates versus Host Country Nationals  

As the expectations of subsidiaries and potential competitive advantage become 

evident the staffing and daily management of subsidiaries becomes especially crucial 

to fulfilling those expectations imposed by the company headquarters. Castilo (2006) 

contends that as firms expand into new markets with different cultures, the decision 

on how to staff these subsidiaries is imperative. International assignments are an 

essential part of MNC strategy (Riusala & Suutari 2004). Subsidiaries can be staffed 

using two very different courses, expatriates and host country nationals (Bonache & 

Fernandez 1997, Castilo 2006, Tan & Mahoney 2006). Expatriates and host country 

nationals are different and similar in many ways. They have different strengths, 
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weaknesses and capabilities that must be considered by the MNC. The first dilemma 

that arises is the language and cultural barriers that immediately make evaluating and 

judging the local managers difficult and inaccurate (Tan & Mahoney 2006). One of 

the general problems of dealing with human assets, unlike physical assets, is the 

limited organizational control. Employees can leave the firm; renegotiate contracts or 

even sabotage the company’s progress (Tan & Mahoney 2006).  Putting aside the 

potential difficulties of human assets, the firm must critically analyze and decide 

which staffing option best fits their needs.  

2.3.1 Cost of Employment 

As an organization, cost is always an important variable to consider. This same 

principle applies when deciding on whether expatriates or host country nationals will 

operate your subsidiary. According to Shaffer et al. (2006), an expatriate’s first year 

costs three times as much as an equivalent domestically based counterpart. The initial 

notion is that at three times the cost, an expatriate is too expensive. However, there is 

a second side to consider, the expatriate may increase the potential revenues the 

subsidiary could earn. A firm must understand the economic costs it takes to exert 

effective organizational control over expatriates and host country nationals (Tan & 

Mahoney 2006).  

 

There are many different variables that contribute to employing an expatriate along 

with the extra cost. Expatriation is the most expensive staffing strategy for a MNC, 

but is also a very effective method to gathering essential information to understand 

international markets (Lee 2005). If a MNC decides to employ an expatriate they 

begin to incur extra costs as soon as they begin to train employees for the 

international assignment. At this point the firm has made irreversible investments in 

the expatriate before they even leave on assignment and therefore the organization 

has mutual economic interests for maintaining a long-term partnership with them 

(Tan & Mahoney 2006).  

 

One benefit of hiring an expatriate over a host country national is that expatriates 

usually have an established track record and have been monitored over time to assess 

their less easily observable personality characteristics versus a host country national 
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that may only have a few interviews before starting with the organization (Bonache 

& Fernandez 1997). This gives the organization a more thorough understanding of 

each individual and they can more easily recognize potential hazardous or beneficial 

traits depending on which culture they are being sent to.  

 

If you look into the possible switching costs an employee might face, the expatriate 

is more invested in the MNC than a host country national. In most cases the 

expatriate has received more extensive training from the MNC and may have had 

more opportunities to rotate through different positions within the global 

organization. Their skills and relationships are more tailored to the MNC. Some 

MNCs offer career development programs, which make an expatriate’s job prospects 

within the firm much greater than elsewhere. A host country national can be offered 

these same opportunities, but on average, expatriates are exposed to them more often. 

With higher switching costs, expatriates are more inclined to maintain a working 

relationship with the MNC, as they have more invested with the company. (Tan & 

Mahoney 2006) In summary the expatriate is a more expensive choice to staff the 

subsidiary, but along with the extra cost, the firm will get an employee that is more 

in sync in the organization, more experienced within the firm and will have a much 

higher switching costs making them more inclined to continue working within the 

MNC long-term. 

2.3.2 Coordination with Global Strategy 

When comparing which staffing route a firm is going to choose, they must also 

consider issues of coordination with the organization’s global strategy. When an 

expatriate is offered their international assignment, they have usually worked for a 

substantial time within the organization and are familiar with their values and goals. 

Understanding the corporate strategy of the headquarters allows the individual to 

implement said strategy at the subsidiary more efficiently than a new employee 

unfamiliar with the organization (Tan & Mahoney 2006). Being aware of this global 

strategy will help them identify with the subsidiary’s role in the firm’s global plan 

and will help the subsidiary act in accordance with the parent’s strategic interests 

(Gong 2003). Castilo (2006) raises the same point in his study by stating that host 

country nationals will bring issues of incompatibility with the headquarters. Many 
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global organizations will go as far to have their own nationals hold positions in 

subsidiaries they are not properly or best-qualified for just to maintain control 

because it is increasingly important for them (Paik & Sohn 2004, Toh & DeNisi 

2005). Expatriates are the best method of establishing and maintaining that control.  

 

Compared to their host country counterpart, expatriates typically have a lower 

propensity to pursue their own self-interests and accept the role of the subsidiary in 

the global organization (Tan & Mahoney 2006). This is important because a 

subsidiary must work together within the global strategy, as it is not a separate entity 

but a part of global firm. If the subsidiary and its leaders do not understand this fact, 

they will pursue their own self-interests as opposed to those of the MNC. An 

expatriate, who is familiar with MNC headquarters, can be given a certain level of 

flexibility in the subsidiary because they understand the parent’s strategic goals and 

can accommodate them, while getting a higher degree of compliance from the 

headquarters (Gong 2003). Choi and Johanson (2012) agree and state that expatriates 

are excellent channels by which the firm can transfer their complex knowledge into a 

subsidiary. When examining the degree of coordination and control, the expatriate 

offers a much safer avenue to ensure that the subsidiary is operating within the global 

strategy and pursuing common global goals.  

2.3.3 Local Legitimacy of MNC 

Having examined the MNC’s concern about coordination with headquarters, the next 

step is to examine the local legitimacy and presence. As a MNC entering a new 

market, the need for local acceptance is an important part in building a long-term 

successful relationship with the local environment. Utilizing local employees will 

always help legitimize the firm in the local environment and help make a immediate 

connection to host country nationals. In certain businesses and markets, an expatriate 

is required to begin operating the subsidiary until the local talent can be brought up 

to speed. This again reiterates the important role expatriates play in the MNC, as they 

can be given the responsibility of training the local talent to potentially takeover the 

running of daily operations. However, relying heavily on expatriates after the initial 

knowledge transfer phase may damage the firm’s local reputation (Gong 2003).  
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Once the host country nationals have been taught and received the knowledge and 

skills from headquarters, they will feel ready to operate the subsidiary since it is 

located in their local market and they understand the intricacies of the local 

environment better than an expatriate would. They have the local business 

connections and knowledge to obtain local resources more economically (Tan & 

Mahoney 2006). Maintaining good connection or relationship to the local 

environment is essential to the subsidiary, as they will in most cases rely on a local 

provider for raw materials or supplies. According to Castilo (2006) host country 

nationals having a more comprehensive knowledge of the local socio-cultural, 

political and economic environments. In summary, the use of the local workforce and 

maintaining a good working relationship with the local environment will go a long 

way in building local legitimacy and ensuring a good long standing relationship well 

into the future.  

2.3.4 Transfer of Knowledge 

Subsidiaries require the complex knowledge from their parent company in order to 

operate efficiently as part of the global firm.  In many cases, this knowledge is very 

valuable, complex and the source of competitive advantage. Transferring this 

knowledge to the subsidiary is a challenging, but necessary task. When dealing with 

a culturally distant subsidiary, Gong (2003) states that staffing with expatriate parent 

country nationals facilitates knowledge transfer from parent to subsidiary. The 

transfer of knowledge has been studies at great length and the knowledge transfer 

perspective on expatriates suggest that they are the ideal vessel for effective and 

controlled transfer (Chang et al. 2012). They are able to supply the background 

information, explanations, on-the-job observation, teaching and personal interactions 

that help facilitate the transfer process (Riusala & Suutari 2004). Expatriates are the 

‘link’ between headquarters and foreign subsidiaries and play an important role in 

the transfer of knowledge (Gong 2003, Riusala & Suutari 2004, Choi & Johanson 

2012).  

 

The relevance of this all depends on the organization and what type of knowledge 

needs to be transferred. In some cases, the knowledge is simple and does not require 

any additional assistance. The more complex the knowledge, the more important 
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expatriates become in the transfer process (Choi & Johanson 2012). When the 

organization requires tacit knowledge to be transferred, the interaction and transfer 

becomes more complex and difficult. Tacit knowledge is often embedded in personal 

experience and requires a certain skill set to be able to transfer it to another. Being an 

expatriate is not a guarantee that you possess those skills.  

 

Chang et al. (2012) point out that there is great difficulty with transfer of knowledge, 

most notably tacit, within organizations and internal stickiness. Expatriates are a 

potential cause of that internal stickiness because they are situated in key positions 

between headquarters and the subsidiary, making them a vey important person in the 

transfer process. Superior technical skills are not enough to teach and transfer the 

knowledge to another. One must be able to teach the aforementioned skills to the 

host country national and ensure they thoroughly understand the knowledge and 

processes they are being taught. 

 

For organizations setting up subsidiaries in foreign markets, expatriates are a very 

logical and sometimes necessary choice to staff the new operation. While they are 

much costlier and require extra training and education, their upside cannot be denied. 

A successful international assignment can increase profits and enhance the MNC’s 

international image (Lee 2005). As employees of the MNC, they are familiar with 

corporate strategy, goals and the global objective. Familiarity with headquarters and 

the corporate culture allows them to set up a subsidiary and operate it within the 

confines of the organizations global strategy. Expatriates and their careers are 

invested in the organizations and therefore have higher switching costs. While local 

legitimacy may cause concern for many organizations, one can argue that not all 

positions need to be filled by parent country nationals and establishing relationships 

within the local environment is critical for a successful endeavour in the long term. 

For organizations with critical knowledge that must be transferred to a subsidiary, 

expatriates are an excellent choice to transfer that knowledge. They understand from 

personal experience how certain skills and processes work, therefore can transfer 

tacit knowledge to the new employees more effectively. That is not a guarantee that 

expatriates will be able to transfer all types of knowledge, but they do have a 

significant advantage if they possess experience and training with the 

aforementioned skills and processes.  
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2.4 Expatriate Role and Expectations according to the Parent Company 

2.4.1 Control and Coordination 

The role and expectations of an expatriate will differ from organization to 

organization and task to task. Expatriates are utilized for many different roles for 

varying time periods. This section will examine the general expectations and roles an 

expatriate may undertake when they are placed on international assignment 

according to the current research on the subject. As mentioned several times 

throughout this report, expatriates can be utilized by parent organizations to exert 

control and ensure coordination between subsidiary and parent. “Expatriates are a 

multinational firm’s means of achieving control, coordination, and information 

processing within the multinational network” (Tan & Mahoney 2006: 458). In the 

initial stages of operation, a subsidiary may require assistance from the parent 

company to establish themselves.  Having an expatriate with existing relationships to 

headquarters will make the communication and understanding between the two 

entities more clear and effective. A parent company will be able to exert more 

control and ensure greater coordination if they staff the manager roles of the 

subsidiary with parent company expatriates.  

 

As the local representative of the parent company, expatriates will also transfer 

corporate culture and develop the subsidiary employee’s perception and attitudes 

towards the parent company (Chang et al. 2012). This is critical in ensuring that the 

subsidiary and parent company are on good terms and work together towards a 

common global goal. Infusing the corporate philosophy is an important task for the 

expatriate, as it imposes similar or identical policies and procedures that will make 

the subsidiary consistent with headquarters (Downes et al. 2007). The more 

consistent and similar the practices of the subsidiary and parent are, the less 

complicated knowledge transfer becomes. De Macedo-Soares (2010) states that the 

success of a MNC relies on harmonizing the interests of the subsidiaries, which are 

subject to different markets, influences and cultures around the world. An expatriate 

is able to achieve the harmonization De Macedo-Soares (2010) discusses because 

they understand the corporate global strategy and can operate the subsidiary as a part 

of that global scheme.  
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2.4.2 Transfer of Knowledge 

Expatriates are most often utilized by MNCs to transfer knowledge from 

headquarters to subsidiary (Chang et al. 2012). Being as it is the most common usage 

of expatriates, it plays a significant role in their expectations. Possessing the 

knowledge is not enough; they must be able to transfer or teach those skills and 

knowledge to the local employees. This is very critical if the organization is 

attempting to transfer tacit knowledge, which is only acquired and transmitted by 

doing  (Bonache & Fernandez 1997). If the knowledge is coded, easy to imitate and 

transmit, then the expatriate’s role is relatively simpler. It is important to note that 

being an expatriate does not guarantee a successful transfer of knowledge. Teaching 

requires a skill that is not at everyone’s disposal. As a result the parent company 

must carefully consider their choice for expatriate if the task requires a knowledge 

transfer to ensure that the individual is capable of teaching their skills onward.  

 

The flow of information is bilateral in nature as the expatriate is expected to learn 

from the local environment and personnel and transfer any relevant knowledge to 

company headquarters. The expatriate’s role includes the exploitation, acquisition 

and accumulation of company and local knowledge (Bonache & Fernandez 1997, 

Simonin & Ozsomer 2009). In some cases the flow of information may be required 

to go from subsidiary to subsidiary as well, so the expatriate’s role is very important 

in preventing internal stickiness. Knowledge is key and the expatriate is situated in a 

critical position that allows them to significantly effect the internal movement of 

knowledge. Simonin and Ozsomer (2009) argue that an MNC’s ability to leverage 

knowledge from the different country markets they operate in and maximize learning 

from local markets is a fundamental strategic imperative. The expatriate assignment 

usually entails a preselected timeframe; therefore the individual must also train their 

replacement and ensure that the remaining local workforce has developed the needed 

skills and knowledge to continue operating the subsidiary in their absence (Downes 

et al. 2007, Simonin & Ozsomer 2009). 

2.4.3 Jack-of-all-trades 

Downes et al. (2007) describes expatriates as ‘jacks-of-all-trades” since they are 

required to extract knowledge from the parent, home country, host country and local 
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sources. A MNC desires an expatriate that is without faults; they have the perfect 

knowledge, understanding, and sensitivity (Ziera & Hairari 1979). As the literature 

shows, expatriates are given high expectations by the parent company. They are 

required to exhibit many different types of skills and knowledge, all while trying to 

simultaneously adjust to a different culture that may or may not make them 

extremely uncomfortable. The new surroundings bring with them an entirely new set 

of problems and difficulties associated with life outside of work. It is no surprise that 

some many expatriates, even experienced executives, can fail to accomplish their 

task during their assignment. Li and Wong (2008: 297) describe the expatriate as a 

“representative of the parent company; a manger for a local subsidiary company; a 

local resident; a local citizen or citizen in both countries; an expert; and a family 

member.” The expatriate is expected to perform many duties and therefore the 

measurement of their performance is critical to an organization looking to prosper 

and gain a competitive advantage moving into the future. The expectations of an 

expatriate are summarized in the figure 3.  

 
Figure 3. Parent Company Expectations of Expatriate 
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2.5 Summary and Significance  

The global MNC relies on its subsidiaries to work together as part of the global firm 

towards one unified goal. The success of the MNC relies largely on the effective 

management and operation of each one of its subsidiaries. It is also a source of 

competitive advantage over their competitors. With each subsidiary operating in 

different environments, the factors and variables affecting their operation and 

existence can be vastly different. The effective management and cohesion between 

these units may not be a simple process. Different legislations, financial and political 

environments can make the day-to-day operation of the subsidiary very different 

from headquarters. The key is to realize and harmonize those differences and work 

towards a global goal.  

 

The question of how to staff the subsidiary is a very important decision that should 

be analyzed by each global organization. Expatriates and host country nationals both 

offer many advantages and disadvantages for the parent company when considering 

whom to hire. In terms of cost to the organization, the expatriate is a very expensive 

option. It is also important to note that the possible benefits of the expatriate include 

control, better coordination with global strategy, more thorough understanding of the 

corporate culture and headquarters and higher switching costs making the likelihood 

of an expatriate leaving more improbable than a host country national.  

 

The transfer of knowledge is also very important in many organizations and 

positioning an expatriate familiar with headquarters can improve the communication 

network. A host country national gives the advantage of legitimizing the firm in the 

local environment immediately. Relying heavily on expatriates can lead to damaging 

the local reputation and alienating the organization from the host country. The host 

country national also allows the firm to make stronger ties to the local suppliers and 

learn about the local environment from someone who is very familiar with it. In 

conclusion, the pros and cons of the expatriate and host country national are in some 

ways very evident and in another way are not. The individual personality and 

expertise of the individual can differ greatly depending on their background and 

experience, making the staffing choice a difficult decision not to be taken lightly. 
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The parent company places many expectations on the expatriate as they are 

embarking on their international assignment. These expectations include transferring 

corporate culture, training and developing the local workforce, infusing corporate 

philosophy, knowledge transfer and acquisition, parent company representative, 

training replacement and finally, manager or employee of subsidiary. Not every 

expatriate will have all these expectations placed on them directly, but many will be 

implied as they travel overseas to represent the parent company and their objectives. 

The expatriate is the modern day ‘jack-of-all-trades’ with many different 

expectations placed on them during their international assignment.  

 

It is extremely important to understand the expatriate in terms of what they offer to 

the organization and what is expected of them. This study’s research question aim 

was to understand how the measurement criteria of expatriates addressed the 

objectives of the parent company. This question was divided into three sub research 

questions that gradually looked at the problem part by part. The first objective was to 

understand what are the expectations of the expatriate. By looking closely at the 

global MNC, the role of the subsidiary and its potential competitive advantage, it 

becomes clear what is expected of the expatriate according to the parent company. 

This knowledge is critical as it gives an important insight into the parent company’s 

point of view and answers the first sub question. The next challenge and 

consequently the next section is to understand the key elements that are unique to the 

expatriate and expatriation process during an international assignment.  
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3 KEY ELEMENTS OF EXPATRIATION  

Expatriates and expatriate performance has been studied at length for over four 

decades. The theory and research has evolved over the years to help further 

understand the expatriate, their difficulties and how to improve their performance. 

The first step to providing an organization with an effective tool to assess the 

effectiveness of their expatriate program is to develop a flexible and comprehensive 

measure of expatriate success (Hemmasi et al. 2010). Once the measurement system 

is in place, organizations can assess how they are progressing towards their goals, 

identify weaknesses, strengths, decide on future initiatives and most importantly 

improve the organization’s performance (Amaratunga & Baldry 2002). As 

mentioned earlier in this study, expatriates are a vital and growing part of 

international organizations. There is a significant potential competitive advantage 

available in this field, which over the years has been a great difficulty to many 

organizations. Past research includes two main key elements of focus, cross-cultural 

adjustment and premature return intention. Over the past number of years, new 

variables and perspectives have been introduced as the researchers have begun to 

notice certain gaps in their literature. Each area attempts to explain more in-depth 

about the expatriate and their surroundings. 

3.1 Cross-Cultural Adjustment 

3.1.1 Degree and Mode of Adjustment 

The oldest area of research on expatriates is cross-cultural adjustment. Starting with 

Black (1988), many of the first scholars focused on this phenomenon of different 

cultures and how it affects the expatriates and their performance. More specifically, 

they broke down cross-cultural adjustment into different degrees and modes of 

adjustment. A framework was created that describes the degrees of adjustment in 

four separate stages (Black 1988, Black et al. 1991). The four different stages are 

easily distinguishable and begin with the honeymoon stage. It is defined as the first 

weeks of an international job assignment when the individual is fascinated by the 

new country and new culture. The differences in culture and behaviour are sources of 

interest. The individual has not had enough time to recognize the possible conflicts 

that may arise from his or her own habits or behaviours not fitting into the new 



32 

environment. Once the novelty of their new environment has dissipated, the second 

stage begins. The individual will start to realize and identify sources of conflict 

between the host country culture and their own personal behavioural habits.  The 

degree of conflict varies depending on the cultures and individual. No two situations 

are exactly the same. The individual is essentially starting to cope with the conditions 

of everyday life. The second stage will create feelings of hostility towards, not only 

the host country, but also host country nationals. The expatriate must learn to cope 

and adjust to solve the problems they are faced with. Once the individual has dealt 

with the realization and recognition of these conflicts and differences, they can begin 

to move onto the third stage. The individual begins to understand the culture, 

language and is able to begin moving around on their own in the third stage. Their 

manners and conduct are beginning to fit within the realms of the new environment’s 

behaviours. The forth and final stage of adjustment in this framework is obtained 

when the expatriate has adjusted to the level that they no longer feel severe anxiety 

about the cultural differences and can effectively function as part of the society. The 

four stages of cross-cultural adjustment are summarized in the figure 4. 

 

 
Figure 4. Four Stages of Cross-Cultural Adjustment 
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The second part of the framework presented by Black (1988) and Black et al (1991) 

are the different modes of adjustment. They are replication, absorption, 

determination and exploration. Replication refers to a person whom makes few, if 

any, adjustments in their personality to fit their new role and does not make many 

changes to the role either. An individual whom does not change the role’s 

requirements, but rather modifies their own behaviours and identity to fit the role 

uses what Black (1988) refers to as an absorption mode of adjustment. The third 

mode is determination; a person does not change himself or herself, but the role is 

altered. The final mode of adjustment is exploration, where the person makes 

adjustments not only to him or her behaviours and identity but also to the new role 

requirements.  

 

The research (Black 1988, Black et al. 1991) identified three different facets to 

adjustment in an international context. The first facet is adjustment to work. It 

describes an expatriates’ ability to adjust to new job requirements, responsibilities, 

supervision and performance expectations. It is important to realize the difference 

between work adjustment and performance. Work adjustment shows the extent an 

individual is comfortable with their specific job duties, whereas performance 

captures how effectively the individual actually performs those duties (Chen et al. 

2010). Adjustment and performance do not necessarily go hand-in-hand, as one can 

feel very comfortable executing certain tasks, but perform relatively poorly in doing 

so. The second facet is the interaction and socialization with the host nationals. The 

third facet of adjustment entails general adjustments such as housing, food and other 

necessities.  

 

This three dimensional view of expatriate adjustment has been used as a basis for 

many empirical studies over the years (Shaffer et al. 1999, Hechanova et al. 2003, 

Huang et al. 2005, Harrison & Shaffer 2005). In 2005, Huang et al., combined the 

three dimensional view of expatriate adjustment to the established Big Five 

personality trait framework with the goal of enhancing the models validity. 

Personality traits have been used throughout the empirical studies with varying 

success. Agreeable among researchers is the importance of personality traits as a 

factor in expatriate adjustment. Once a clear relationship can be established between 

a specific personality trait and the ability to adjust to a new environment, it can be 
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used in the selection criterion for expatriates. Huang et al.’s (2005) study did succeed 

in showing a positive relationship among certain personality traits. The study results 

showed a positive correlation between extroversion, the quality of social interaction 

an individual has, and the degree of interaction and general adjustment of an 

expatriate. Openness to experience is an individual whom is open-minded, curious, 

original, imaginative and non-judgemental. According to Huang et al. (2005) it also 

showed a positive correlation to work and general adjustment. As an organization 

sending expatriates around the world, this is extremely valuable information to 

consider when optimizing the selection process. At this point it is important to realize 

the possible limitations of such studies. The results of the Huang et al. (2005) study 

are of American expatriates in Taiwan and consequently the results are skewed 

towards Taiwanese or Asian culture. As mentioned earlier, cultures differ greatly 

around the world and the same results may not be received from a study of Finnish 

expatriates in Germany. Therefore, as a manager or organization one must realize the 

specific personality traits will differ depending on the different cultures and what 

they place greater importance on. The Huang et al. (2005) study did however provide 

solid empirical evidence to support the Black et al. (1991) three-facet view on 

expatriate adjustment.  

 

When researching adjustment to a new culture it is important to judge what types of 

personalities fit the expatriate position and which cultures require which type of 

personality characteristics. Early researchers, intentionally or not, began to link 

effectiveness or performance of an expatriate to adjustment. The better adjusted an 

expatriate was, the more effective they were. In one way, they are correct, if an 

individual does not have to expend lots of extra energy on normal day-to-day 

functions, they will have more energy to devote to their job and assignment. That 

does not necessary mean that the expatriate will perform well at their assignment. 

When an expatriate is unable to adjust to the new culture it will result in 

psychological and behavioural withdrawal and consequently lower their performance 

(Harrison & Shaffer 2005). There is evidence to prove that statement and the analysis 

is focused on how that performance is measured and not what affects it.  If the focus 

is solely on the cross-cultural adjustment, it will not give an accurate picture of the 

entire performance of the expatriate, just a part of it.  
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3.1.2 Selection and Pre-departure Training 

As empirical studies based on cross-cultural adjustment were carried out, a pattern of 

similar personality traits emerged from the results. These personality traits showed a 

positive correlation to an expatriate’s ability to successfully adjust to their new 

surroundings. Utilizing these results, organizations can attempt to predict whether or 

not an expatriate will have a higher probability of adjusting to a new culture based on 

their personality (Black et al. 1991). Scholars have formed two different research 

avenues for trying to improve expatriate adjustment using this critical information 

(Lievens et al. 2003).  

 

The first approach is to look at the old selection process and adjust it accordingly 

(Spreitzer et al. 1997, Caligiuri 2000). When an organization looks to assign a person 

to a specific task, they will analyze the knowledge, training, hard skills and 

competencies of possible candidates and make their decision based on who fits the 

position best and any other special circumstances surrounding the situation.  The 

selection process is outlined in figure 5.  

 

 
Figure 5. Candidate Selection Process 

 

With expatriates, employers can now include personality traits and behaviours to 

their selection process. An individual with certain personality characteristics is more 

likely to succeed in adjusting to a new environment. Huang et al. (2005) proved how 

a well-designed selection system could increase the likelihood of expatriate success. 
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There are many different changing variables that may affect an international 

assignment and increasing the odds that the individual chosen will be properly 

equipped is an improvement from the old selection process. Certain personality traits 

help individuals adapt to certain cultures where they are accepted behavioural habits. 

That being said, organizations must realize that every country they send employees 

on international assignments, will differ and may require a different set of 

personality traits to maximize the potential for success. Successful adjustment into a 

collective culture in Asia will require a different set of personality traits then to an 

Italian culture, which is individualistic. Just as important as knowing the 

characteristics that will improve an individual’s chance at successful adjustment, is 

also understanding and recognizing the potential characteristics that will negatively 

effect their potential adjustment into a new environment.  

 

Downes et al. (2007) argues that candidates be sorted first by personality 

characteristics before moving onto an examination of their technical capabilities. If 

an organization is aware of certain character traits that will help enhance or deter 

adjustment to a new culture, they can perform personality tests to scale the potential 

employees in appropriateness for international assignment. The addition of the 

personality test is shown in Figure 6.  

 

 
Figure 6. International Assignment Selection Process  

 

As the figure outlines, employers can examine personality traits, soft skills and look 

for any red flags that might increase the odds of failure in an international 

assignment. Depending on the resources available at the firm, this personality 
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examine can be quite extensive or just a simple interview of the potential expatriates 

current superior. Regardless of the type of examine, the specific personality traits 

that increase the probability of success and those to avoid is available from past 

empirical studies and various consulting firms. 

 

The second approach utilized by organizations to improve expatriate adjustment is 

pre-departure training, or cross-cultural training. As the name describes, this 

approach aims to educate the employee prior to departing on their international 

assignment. Cross-cultural training does not simply apply only to expatriates, but can 

be used to teach international salespeople or members of a multi-cultural work team 

(Puck et al. 2008). The training is designed for those who are in frequent contact 

with individuals from different cultures. The training can use lectures, videos, 

experimental exercises, culture assimilators and behaviour modification to teach and 

create awareness about the behaviours and customs of a foreign country or people 

that the individual may come in contact with (Lievens et al. 2003, Puck et al. 2008). 

Organizations can also offer language courses and country briefings to expatriates.  

 

The ideology behind the training is to give the attending individuals the tools they 

need to embed themselves in the culture more effectively and efficiently, rather than 

to teach them how they must behave (Puck et al. 2008). This approach does not try to 

change the personality traits of expatriates. Its aim is to educate them on the potential 

pitfalls awaiting them and how they can adjust to their new environment. Being able 

to adjust quicker to the new culture will allow them to be more effective in their new 

role and setting (Black & Mendenhall 1990). The individual will be able put more 

focus and energy to the specific role they have been assigned by their employer.  

 

The adjustment to a new culture is a gradual process. An individual will not 

encounter all aspects of the new culture right away, but will come across various 

aspects over time. An expatriate’s interaction skills will be utilized greatly in their 

new environment as they work and live within the unfamiliar context. Empirical 

evidence shows that cross-cultural training programs can be an important aspect in 

developing and enhancing skills that facilitate cross-cultural adjustment and improve 

job performance (Black & Mendenhall 1990). The level of interaction, enthusiasm 

and training time will vary the training effectiveness from organization to 
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organization. Studies have shown that it reduces failure rates among expatriates 

(Puck et al. 2008). 

3.2 Premature Return Intention 

The desire to prematurely end international assignments has been studied in-depth 

for many years in expatriate research. A common theme of international assignments 

has been the early termination of the job before the full contract term is completed. 

According to various studies, the number of expatriates that end their international 

assignment early ranges from 16% to 50% (Shaffer & Harrison 1998). This is a 

significant problem for organizations because of the various costs associated with it. 

Losses come from compensation, training, development and termination (Wang & 

Hinrichs 2005). The hidden costs of a prematurely ended assignment also include 

damaged business relationships with suppliers, customers and locals. In addition to 

the losses incurred by the organization, the expatriate and their family also suffers 

emotional and financial losses. For the aforementioned reasons and the commonality 

of this phenomenon, researchers have studied premature return intention at length.   

 

There are many different types of failed assignments due to premature return 

intention. The first type is the loss incurred by the organization, expatriate and family 

is when the individual ends their assignment before completion. The expatriate can 

end their assignment in a number of different ways. They can outright quit from the 

entire organization, return to the home country or put in a transfer to another 

location. Each of these constitutes an early termination of the international 

assignment. The second type of failure is when the individual psychologically 

withdraws, but continues to work abroad (Shaffer & Harrison 1998). This type of 

failure causes indirect losses for the firm in the form of reduced productivity, 

damaged reputation, image, customer and supplier relationships. According to 

Harzing (1995), a poor performing expatriate is far more damaging to the 

organization if they finish their assignment rather than return home early. This brings 

into discussion the desire of the expatriate to prematurely end their assignment, not 

just those who actually quit early. Depending on the circumstances of each situation, 

an early return might also signify a success, for instance if the assignment is 

completed ahead of schedule. 
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Early researchers reasoned that a premature return to their home country was an 

adequate measurement criterion for expatriate success. In opposition to this view, 

Harzing (1995) states that completion of an international assignment does not 

necessarily indicate a successful result because there are many other factors to 

consider. The reasoning for using premature return intention to measure expatriate 

success was that an individual whose personality was not suited for adjusting to a 

new culture or environment would realize their inability to succeed at their task and 

consequently withdraw or terminate their international assignment before completion 

(Caligiuri 2000).  MacDonald (1998) described a similar escape mechanism; an 

individual who perceives him or herself to be in danger will feel anxiety. This 

anxiety or fear will bring on an attempt to alter the situation by either escaping or 

removing themselves from this perceived danger. A foreign country, new people, 

different language and unusual customs can be very overwhelming to an individual, 

especially when you are without your normal coping mechanisms. The pressure to 

succeed and adjust is immense and has caused even the most veteran managers to 

end their assignment prematurely. As Harzing (1995) also mentioned, the expatriate 

does not necessary have to go through with the termination, but the desire to end 

their assignment will negatively affect their job performance and effectiveness.  

 

Wang and Hinrichs (2005) have identified two main reasons for premature returns: 

expatriates did not have a good person-job fit and expatriates failed to adjust to the 

international assignment. A good person-job fit explains how well the expatriate was 

equipped and ready for the type of job that they embarked on. One of the problems 

associated with premature return is the realization that the job was not what they had 

imagined or been told making the person-job fit poor.  Wang and Hinrichs (2005) 

argue that to increase the person-job fit variable for international assignments, the 

organization should provide realistic assignment previews to candidates during the 

recruitment and selection stages. In Shaffer and Harrison (1998)’s study, there results 

showed that organizational commitment and job satisfaction have negative effects on 

withdrawal cognitions. It also showed that expatriates that had greater family 

responsibilities took more non-work factors into consideration when making 

withdrawal decisions. Spouse adjustment had a direct impact on the expatriate’s 

withdrawal intentions.  
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The negative affects of ending an assignment early or the simple desire to have been 

used as the basis for studies (Caligiuri 2000) to measure and predict expatriate 

success. Caligiuri (2000) utilized the Big Five personality traits to show connections 

between specific characteristics and a desire to end the expatriate assignment 

prematurely. Extroversion, which included the ability to interact and create social 

alliances with host nationals and other expatriates, was a significant predictor of 

desire to prematurely return home. Agreeableness also achieved the same result. 

Forming alliances was also another predictor of showing little to no desire to end 

their international assignment. Openness and intellect did not show a significant 

correlation according to Caligiuri (2000). Figure 7 below outlines the results of 

Caligiuri (2000)’s study.   

 

 
Figure 7. Effects of Big Five Personality Traits on PRI 

 

Caligiuri (2000) utilized the Big Five personality traits in an attempt to predict which 

traits would lead to an expatriate success. While being able to show positive 

correlation and influence on certain traits, the study was a step in the right direction 

by incorporating a recognizable personality trait framework to test their hypotheses 

on. Alone, the premature return intention is not an appropriate measure of expatriate 

success. As mentioned before, the return intention does not necessary correlate to the 
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performance of the expatriate in every situation. It is however a good indicator of the 

expatriate’s frame of mind and level of comfortableness in their new environment 

and therefore should not be dismissed all together. The premature return intention is 

a good indicator and measurement of the expatriate’s cross-cultural adjustment and 

level of comfortableness in their new surroundings.     

3.3 Recent Research Themes 

After the research of cross-cultural adjustment and premature return intention, there 

has not been a universally accepted theme or trend in expatriate research since. That 

is not to say there has not been many studies and research done on the topic of 

expatriates. Over the years there has been studies conducted on various networks 

(Manev & Stevenson 2001, Hutchings et al. 2008), genders (Paik & Vance 2002, 

Selmer & Leung 2003), effect of spouses/family (Punnett 1997, Glanz & van der 

Sluis 2001, Andreason 2008) and performance (Kraimer et al. 2001). This section 

will take a brief look at these areas of study.  

 

Manev and Stevenson (2001) view expatriates and their connection to the managerial 

network, while Hutchings et al. (2008) examined the role of social networks on 

expatriates in their study.  The managerial network is the interactions among 

managers within the MNC. Manev and Stevenson (2001) argue that these networks 

are important factors in the coordination of MNCs.  The key properties of the 

network are the strength of the ties between network actors. The study results show a 

strong connection between managers that come from the same or similar cultures, 

therefore making the connections between expatriates on assignment very strong as 

opposed to the connections an expatriate makes to the locals (Manev & Stevenson 

2001). Hutchings et al. (2008) examined the role of social networks on a group of 

expatriates in China. The results of the study showed that with an absence of family 

and friends, the benefits of social networking abroad becomes more important that 

domestically. The study also stated that women have much more difficulty accessing 

the same social networks than their male counterparts. Network theory has yet to be 

extensively studied in the expatriate context, but the opportunities are available for 

future researchers.     
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The topic of women in international assignments is a relatively new topic in 

expatriate research. In the United States, this is a result of women being passed over 

for expatriate assignments in favour of men (Paik & Vance 2002). The most common 

answer for the lack of women on international assignments is the perception of 

cultural restrictions on women in the workplace in the international setting and their 

inability to adapt in the ‘aggressive nature of the male dominated foreign business 

environment’ (Paik & Vance 2002: 70). The results of Paik and Vance (2002)’s 

study show that there is an unfounded selection bias against women in the United 

States. Interestingly, the study also showed that there is a more favourable business 

environment for women in international settings than what U.S. managers perceive. 

Paik and Vance (2002) proved the inaccuracy of many biases towards women in the 

international setting originating from the US. There are very few studies comparing 

the performance and attributes the different genders.  

 

Selmer and Leung (2003)’s study examined the difference in personality 

characteristics of male and female expatriates located in Hong Kong. The results of 

the study show that there was no difference in corporate tenure and expatriate 

experience between genders. However, the female expatriates occupied lower 

hierarchical positions than men. According to Selmer and Leung (2003) this lends 

itself to the theory that headquarters are sceptical about the success of women in 

international assignments, therefore resulting in discrimination of women in 

international assignments. One of the major limitations of this study is the utilization 

of only one location. The perception of women varies greatly from area to area and 

this was not accounted for in this research study. A similar study conducted in a male 

dominated culture would yield very different results. There is much potential in this 

research area to continue examining females on international assignments and how 

they perform. The downside to this research area is the inability to produce a 

universal framework or theory that would apply to all females on international 

assignment because the attitude towards women varies so much from location to 

location. The advantage and overwhelming reason to study females on assignment is 

to either dispel or prove the stereotypes that are currently applied to these individuals 

in their position.  
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A spouse plays a very important role in the success of an expatriate yet are not 

studied enough. In most cases, the spouse is traditional, a wife with children and no 

general expectation of working outside of the house (Andreason 2008). However, 

there are changes occurring and an increasing number of male spouses are 

accompanying their wives overseas as she embarks on an international assignment. 

Many couples have become dual-career spouses. Approximately 15% of potential 

expatriates turn down a foreign assignment due to their spouse’s career (Punnett 

1997). The studies have shown that the spouse’s experience during an international 

assignment differs greatly from the expatriate (Punnett 1997, Andreason 2008). The 

expatriate usually works in an international setting, while the spouse may have to 

strictly deal with foreigners that do not even speak the same language. This situation 

puts a lot of stress and pressure on the spouse to use their own skills and ingenuity to 

cope.  

 

According to Andreason (2008), the most common reason for an expatriate to return 

prematurely is the spouse’s inability to adjust to the new environment.  Both Glanz 

and van der Sluis (2001) and Punnett (1997) state the importance of training the 

spouse, in addition to the expatriate for their international assignment. The cost of 

the assignment will increase greatly, but the potential upside is phenomenal. A well-

adjusted spouse will greatly assist the expatriate in their adjustment period and 

support them during their tenure overseas. There is a great opportunity to research 

the effect of spouses on expatriates and their performance because they are a 

significant part of the international assignment and their role is constantly changing, 

especially with the increase of dual-career spouses.  

 

Kraimer et al. (2001) noticed a gap in the research concerning the relationships 

between cross-cultural adjustment and performance. Previous researchers had simply 

deducted that poor adjustment resulted in poor performance or expatriate failure. As 

a result of the great significance and importance of cross-cultural adjustment it 

became synonymous with expatriate effectiveness. Kraimer et al. (2001) noticed this 

trend and attempted to study the relationship between the two variables. The role of 

cross-cultural adjustment as a mediator of job performance is shown in figure 8.  
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Figure 8. Cross-Cultural Adjustment as Mediator of Job Performance 

 

The figure clearly outlines that the three aspects of cross-cultural adjustment are 

mediators or predictors of job performance instead of a measure of it. Using a similar 

framework, Kraimer et al. (2001)’s study results showed many different outcomes. 

Relating to the job performance variables only interaction adjustment showed a 

statistical correlation to contextual performance. Work adjustment did show a 

correlation to task performance as well. Of interesting note was the fact that only 

parent organization perceived support showed a strong correlation to general 

adjustment. In summary, Kraimer et al. (2001) supported the notion that individuals, 

who adjusted better to new surroundings, were perceived to perform better at their 

specific task by managers. The study contributed to the expatriate performance 

measurement research by providing sound empirical evidence to show the 

connections between adjustment and performance. 

3.4 Summary of Key Elements 

Expatriation is unique due to the key elements that distinguish the international 

assignment from other endeavours. Dating back four decades, researchers have 

analyzed, studied and aimed to explain what makes the expatriate and expatriation 

process unique. The first phenomenon that researchers explained was the concept of 

cross-cultural adjustment. Adjustment can be broken down into four stages (Black 

1988, Black et al. 1991). Those four stages include the initial honeymoon stage, the 

realization of potential conflicts, attempting to resolve those differences and finally, 

being able to function as part of the society without serious levels of anxiety. When 
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an expatriate departs on assignment, the adjustment to the new culture and 

surroundings is divided into three facets. They include general, work and interaction 

adjustment. These frameworks have been used as a base for studies since their 

introduction many decades ago. The studies aimed to explain which personality traits 

are associated with better adjustment and consequently better expatriate 

performance. The results of said studies allowed the adjustment of the selection 

process to increase the likelihood of expatriate success. An examination of 

personality traits and possible red flags, before analyzing the typical experience, hard 

skills and competencies of a candidate can improve the chance of an expatriate 

success. Some organizations took the information about expatriates and cross-

cultural adjustment and incorporated a pre-departure training program to help 

facilitate the adjustment process of new expatriates.  

 

The second phenomenon discussed in this section was the premature return intention 

of the expatriate. The desire of the expatriate to terminate the international 

assignment before completion was initially viewed as a measure of expatriate 

success. Over time it was argued that alone, the premature return intention was not 

an adequate measure of expatriate effectiveness, but could be part of a more complex 

measurement system. The recent research on expatriates has covered a large range of 

topics. Studies have examined the importance of spouses, differences due to gender, 

managerial and social networks and performance variables. While all these studies 

and many others like them bring new insight about expatriates and expand our 

knowledge about them, no universally accepted theory has emerged since premature 

return intention. In conclusion, academic research has produced two key elements of 

expatriation. Cross-cultural adjustment and premature return intention are two 

aspects unique to an expatriate and the international assignment.  
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4 PARENT COMPANY AS A EXPATRIATION STAKEHOLDER 

The expatriation process affects many different individuals and groups otherwise 

known as stakeholders. They can be described as primary or secondary stakeholders 

according to how much influence they exert or how much the expatriation process 

affects them. The primary or most important stakeholders in the expatriation process 

are spouse or family members, the parent company and host country nationals 

(Takeuchi 2010). There are many secondary and other stakeholders as well, but for 

the purposes of this study we will only be examining the role of the parent company. 

This study’s main research question was to critically analyze the expatriate 

performance measurement criterion according to the parent company’s point of view. 

This section will discuss and examine what variables are important to the parent 

company. Before moving into those variables, it is important to examine and define 

what a performance measurement system is and what is it’s purpose. 

 

Performance measurement is the means by which one can measure the efficiency and 

effectiveness of certain actions (Neely et al. 2005). Measurement is a link between 

the individual employees and their actions to the goals and objectives outlined by an 

organization’s strategy and values (Hellqvist 2011). Performance measurement 

criteria are the specific metrics used to evaluate those actions (Gregersen et al. 1996). 

There are many different ways and frameworks that outline different individual 

performance measures (Neely et al. 2005). In the case of expatriates and 

international assignments, researchers have yet to establish a universally accepted 

appraisal system (Woods 2003). Since there is no widely accepted performance 

measurement system for expatriates, this study will examine the performance 

systems utilized for domestic employees and attempt to incorporate variables that 

apply to an international assignment.  

 

An international assignment is different from a domestic assignment because there 

are a wider variety of situational contexts and variables that will affect the actions 

and performance of the expatriate (Gregersen et al. 1996). Those situational contexts 

can come from differences in culture, society, legal practices or economic 

environment. In order to establish a performance measurement system one must 
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decide on the criteria and how many there will be. Gregersen et al. (1996) outlines 

that using multiple criteria will allow for a more balanced and less biased evaluation 

that takes into consideration the many different facets of job performance. That 

becomes increasingly important when dealing with expatriates because they have 

many different roles and expectations placed upon them by the parent company.   

 

The most known performance measurement system is the balanced scorecard 

(Kaplan & Norton 1992), which incorporates four different perspectives (Neely et al. 

2005). Kaplan and Norton (1992) view the balance of their measurement system as a 

means to provide a holistic view of performance taking into consideration all 

viewpoints. Taking the concept of balance to this study, the parent company’s point 

of view will be broken down into three components to provide a more balanced and 

holistic point of view. The parent company’s perspective three parts are 

management, financial and human resource management. The stakeholder view is 

summarized in the figure 9.  

 
Figure 9. Expatriate Primary Stakeholders  

 

Each component will be analyzed in greater detail to determine what the appropriate 

measurement criteria are. The final measurement criterion will become the parent 

company stakeholder checklist. This final checklist will be part of the evaluation and 
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analysis in the empirical data section. One of the difficulties involved with creating a 

universal checklist is the complex and different nature of expatriates. They can be 

sent on assignment for any number of reasons, therefore making the ideal 

performance measurement criteria for each expatriate different from the next. To 

address this difficulty, the list will incorporate very high-level objectives that can be 

narrowed down much further when the specific tasks and situation of the 

international assignment are known. 

4.1 Management Perspective 

The first part of the parent company’s point of view is the management perspective. 

Its aim is to capture the operations, control and coordination aspect of the 

expatriate’s job. As already mentioned, expatriates are sent on their international 

assignments for a number of reasons, so it is impossible to outline one or two 

variables that would cover all of them. In section three we discussed the different 

expectations placed on the expatriate by the parent organization. They were perform 

as a manager or employee of the local subsidiary, represent the parent company, 

transfer any job specific knowledge, knowledge acquisition from the local 

environment, infuse corporate philosophy into the subsidiary, train and develop the 

local workforce, transfer corporate culture and train replacement. Depending on the 

specific task and motivation for an international assignment, the expatriate will most 

likely not be expected to perform all those duties. Organization’s hire employees to 

complete tasks and goals that align with the corporation’s strategy and to do it well 

(Hellqvist 2011).  Therefore, those tasks and goals require some kind of appraisal 

method to ensure they are completed accordingly.  

 

Departing briefly from the expatriate, Woods et al. (2012) explain that the individual 

manager’s performance can be differentiated into task and contextual performance. 

Task performance refers to the proficiency in achieving job objectives and technical 

competence or ability (Hellqvist 2011, Woods et al. 2012). Contextual performance 

depicts the unique situational factors the employee will encounter (Gregersen et al. 

1996). Woods et al. (2012) explains that these aspects can arise from the social, 

organisational or cultural context. Task and contextual performance can be applied to 

the expatriate as well. In their case, the contextual aspect becomes even more 
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important because one of the difficulties they face is the different social, economic, 

cultural context of the host country. Therefore, two important criteria that need to be 

included in the measurement of expatriate performance are a task performance and 

contextual performance evaluation.  The contextual factors an expatriate encounters 

may not be fully understood at the home country. Gregersen et al. (1996) explains 

the possible scenario where an individual may not be able to meet the organization’s 

production quotas, but is able to develop the subordinates skill and leadership 

effectively as a result of the host country’s cultural context. This situation may cause 

the expatriate to receive a very different performance review if the home 

organization is not aware of the contextual factors that they face. This brings to light 

another important dilemma of who is the appropriate individual to rate the 

expatriate’s task and contextual performance. 

 

The individual who assigns the specific roles and tasks for the expatriate is the 

obvious choice to evaluate whether or not they are completed. In most cases, that 

individual is the supervisor or manager of the expatriate. The expatriate’s superior is 

responsible for the performance of the expatriate and their division or department 

and will not be less biased in their evaluation (Holopainen & Bjorkman 2005). 

Depending on the position of the expatriate, they may have a supervisor that 

physically oversees their work or report to the board of directors, if they are a senior 

executive. The supervisor may be located in the host country or at headquarters 

depending on the individual’s position within the organization. If there is no 

supervisor, the board of directors would be assigned with the role of rating the 

expatriate on their performance according to the tasks assigned to him or her. The 

first item of the parent company stakeholder checklist is a task and contextual 

performance evaluation performed by the expatriate’s supervisor or superior.  

 

The performance review should be similar to domestic employees. The review 

should look at the task related results, which are required of the individual in their 

assigned position. As an expatriate the individual may be assigned to transfer 

knowledge to the subsidiary, transfer corporate culture or align the subsidiary with 

the MNC global strategy among many other tasks. Each of these expectations should 

be included in the performance review to ensure the employee’s results are 

accurately judged based on what is expected of him or her. The employee should be 
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made aware of what his or her tasks are while on assignment, therefore the 

performance review items should not be foreign or come as a shock to the individual.  

 

While the supervisor or expatriate’s superior is a good source of performance 

measurement, it may also be biased. Take for instance the case where an expatriate’s 

supervisor is located at headquarters and is relatively unaware of the daily operations 

at the subsidiary. In this scenario, the performance review from the supervisor will 

most likely cover high-level objectives and tasks without going into much detail 

about daily operations. A widely used framework in today’s business environment is 

the 360-degree feedback assessment. It is called the 360-degree assessment because 

feedback is collected from the employee’s supervisors, subordinates, peers and 

customers (Norwack 1993). Perhaps the ideal method to evaluate the task and 

conceptual performance is from all-around the employee. The primary goal of the 

360-degree feedback is to give the employee and organization “objective, 

comprehensive and accurate feedback” (Norwack 1993: 69).  

 

In addition to a supervisor performance review there should be another source of 

performance data as well. Gregersen et al. (1996) reiterates the same sediment in his 

research stating that multiple evaluators will contribute to a more balanced and 

unbiased look into the expatriate’s performance. Since the expatriate is spending the 

vast majority of his or her time in the host country, a local national would be an 

excellent choice to assess their performance. Host country nationals are able to judge 

the individual on how they have adjusted to the new culture and how effective they 

were at training and educating the local workforce on issues of corporate culture, 

corporate philosophy, global strategy and any task specific knowledge and skills. 

These issues may not be noticed by the supervisor, but are much clearly and evident 

to someone who has worked with the expatriate on a daily basis. Local nationals are 

in most cases the best-informed source. Performance data collected from host 

country nationals increase the validity of the expatriate evaluation (Gregersen et al. 

1996).  

 

Taking all this into consideration, the 360-degree feedback assessment, the well-

informed host national and possible bias from a home country evaluation, the next 

item on the parent company checklist is a performance review by a host country 
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national, preferably a subordinate or peer familiar with the daily activities of the 

expatriate. They will be able to judge the cross-cultural communication and 

leadership, as well as the various contextual elements easily missed by the home 

country organization. The review should be tailored to the individual and include 

criteria that are relevant to the expatriates job description. A general review to apply 

to all expatriates cannot be created because the tasks of an expatriate can vary greatly 

from MNC to MNC and even within the same organization.  

 

In summary, the management perspective of the parent company stakeholder view 

attempts to measure the control, coordination and daily operations in the subsidiary, 

as well as any expatriate specific tasks. Based on the performance measurement 

literature and the unique circumstances surrounding expatriates the checklist items 

include a task and contextual performance review by the expatriate’s supervisor, 

regardless of location and a performance review completed by host country national. 

The host country national can be a subordinate or peer, but must be familiar and 

observe the expatriate on a daily basis. Incorporating those two elements will 

substantially help give a more accurate view of the expatriate’s performance because 

it evaluates different types of performance variables (task, contextual and expatriate 

specific) from different viewpoints and evaluators (home versus host country and 

supervisor versus subordinate).  

4.2 Financial Perspective 

The second component of the parent company’s stakeholder view is the financial 

perspective. An organization’s finances are critical to its survival and help explain 

how well the corporation is performing. Every firm, regardless of where they 

operate, is forced to keep a record of their business operations from a financial 

standpoint. Each transaction, cost, expense and revenue is recorded and analyzed in 

detail to determine whether the organization is profitable. For many organizations, 

most notably publicly traded firms, maximizing the profit is the number one goal for 

the corporation. An organizations financials are incredibly important and neglect is 

not an option as the consequences are always severe. In general, there are two ways 

to increase firm profits, reduce costs or increase revenues. Expatriates cost an 

organization three times as much as an equivalent domestic counterpart (Shaffer et 
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al. 2006).  They are a very expensive employment choice that plays an integral role 

in the survival of the subsidiary and firm. If an organization chooses to employ an 

expatriate then they are foreseeing that the expatriate will increase revenues and 

cover any additional costs the organization will incur. When an organization makes 

an investment, whether it is in personnel or financial instruments, they expect to 

make a return on that investment. One method of measuring return on investment or 

financial success is through hard criteria. Hard criteria are a performance-based or 

outcome-based objective measure such as profits or market share (Gregersen et al. 

1996).  

 

This theory can be applied to expatriates as well. The organization makes an 

investment in the individual through additional training, salary, bonuses and expects 

that the expatriate will in return make the firm more profitable through the specific 

task they have been assigned. Depending on the job position of the expatriate, 

measuring the return on investment may be simple or complicated. A manager of an 

entire division or subsidiary can be evaluated on the profits of his or her subsidiary 

or division. More examples of hard criteria are net income, return on investment, 

sales growth and cost reduction. An employee without an entire division or team to 

manage can be more difficult to measure. An organization can always develop an 

adequate measuring tool to monitor the financial performance of an employee. If a 

hard target is not even remotely possible to evaluate for the expatriate, a soft target 

related to their specific task can be an alternative. For example, an engineer assigned 

to transfer tacit knowledge regarding the processes critical to the organizations core 

competencies, can be measured on proficiency of the local workforce. Depending on 

the nature of the task, they can measure machine downtime, man-hours per unit or 

even quality control percentage.  

 

Regardless of the task, the key point is to assign a hard target that is measurable and 

shows whether or not the employee is financially profitable to the firm. This ensures 

that the organization can financially monitor the performance of the individual. The 

information is very valuable to the firm, not only when rating the current expatriates, 

but also when considering future staffing decisions in subsidiaries. The importance 

of finance to all organizations and the huge cost associated with expatriates are the 

reasons for including a financial target/goal based on the expatriate’s assigned task to 
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the parent company stakeholder checklist. This aspect is not important to all the 

stakeholders involved, but is a significant one for the parent company as they are 

directly investing in the expatriate and expecting a return.  

4.3 Human Resource Management 

The third and final aspect of the parent company’s stakeholder view is human 

resource management. Human resources management plays an important role to 

every employee, but especially in the case of an expatriate. An expatriate undergoes 

various changes before, during and after their international assignment and how the 

organization handles those changes can be a great advantage to the corporation. A 

firm can create a competitive advantage from a very effective human resource 

management protocols and procedures. There are studies (Huang et al. 2005) that 

have shown that these different support systems can help the expatriate’s adjust and 

consequently improve their performance.  

 

The first aspect a firm should analyze is whether or not their selection process is 

adequate. If the expatriates they are sending on assignment are routinely unable to 

adjust to the new culture, there is a flaw with the selection process. An individual’s 

personality traits should be considered when evaluating potential expatriates. The 

next aspect of human resources that can be analyzed is pre-departure training. A firm 

can analyze if they need to improve their current training, incorporate it or remove it 

altogether. The next phase incorporates the ongoing support the expatriate receives 

while on international assignment. That can come in the form of a mentor, 

counselling or other services. To measure how effective the selection process, pre-

departure training and ongoing support is, the ideal measure is cross-cultural 

adjustment and premature return intention.  Due to the important nature of human 

resources and the potential advantages from effective and efficient procedures, cross-

cultural adjustment and premature return intention are the final two checklist items.  

 

A questionnaire or survey completed by the expatriate while on assignment and 

afterwards is the ideal method to obtain the results. A second source is to verify the 

results (spouse or co-worker) is optimal, but not always available in all 

circumstances. Using these results the organization can see how the expatriate 
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adjusted to their new surroundings and whether the training and support was well 

received, helpful or not used at all. This part of the checklist is attempting to retrieve 

more information about the mindset of the expatriate and whether or not the 

company has done an adequate job of providing the appropriate services to the 

individual during the international assignment.  

 

An expatriate will choose to go on assignment for a number of different reasons. 

Regardless of the reason, the experience may not be what they were expecting and 

cause them severe discomfort to be aboard. The employee’s happiness is in question 

and the best technique to measure that is the their premature return intention. 

4.4 Parent Company Stakeholder Checklist Summary 

In conclusion, the five items in the parent company stakeholder checklist all address 

different aspects important to the parent company. Each item is placed on the list 

based on the common practices in today’s business environment and the specific 

circumstances surrounding the expatriate and their international assignment. The 

assigned task or responsibility of the international assignment is measured by the 

task performance evaluation by the supervisor. Since the international assignment 

brings into the equation unfamiliar cultures, societies and economic environments, 

the evaluation completed by the supervisor includes a contextual aspect. As with all 

investments, the organization interest in the financial return is important as well. A 

hard target is the first preference, but when that is unavailable, then a soft target is 

acceptable. In either case, the objective of the financial perspective is to judge the 

financial return for the investment in the expatriate. The final component of the 

parent company’s point of view is the human resource perspective. Unique to the 

expatriate experience; selection, pre-departure training and ongoing support are all 

important aspects that can positively of negatively affect the expatriates job 

performance, therefore the cross-cultural adjustment and premature return intention 

is a method of attempting to measure the mindset of the expatriate and judge whether 

or not the support services offered by the organization are worthwhile. Figure 10 

shows the different elements of the checklist and the source of each evaluation.  
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Figure 10. Expatriate Performance Measurement System 

 

The task and contextual performance review will come from a supervisor or superior 

above the expatriate in the corporate hierarchy. The expatriate themselves will be 

responsible for supplying the cross-cultural adjustment and premature return 

intention aspect of the performance review. A second source for this data would be 

optimal, such as a spouse, but that is not always available in every circumstance. The 

final source of performance evaluation is the host country national. The host country 

national can be a subordinate or co-worker, as long as they witness and interact with 

the expatriate on a daily basis.  

 

A flexible and comprehensive measure of expatriate performance is important to the 

organization because it provides them with a framework to assess the effectiveness 

and success of the expatriate they have sent on assignment (Hemmasi et al. 2010). 

The information provided can be beneficial to not only managing the expatriate, but 

in the future when they are making important staffing decisions in the same or 

similar subsidiaries.  The final checklist as it will be applied to the articles analyzed 

in the empirical data stage is listed in Figure 11.  
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Figure 11. Parent Company Stakeholder Checklist 

 

At the conclusion of the empirical data analysis, the articles will be discussed 

according to how they meet the requirements of the checklist above. The premise is 

that if a measurement system meets all the checklist items on the list, then according 

to the parent company’s point of view, it is a holistic and all-encompassing 

measurement system that will greatly benefit the organization in performance 

management. If the study does not meet all the checklist items, then it fails to take 

into consideration one or more aspects of the parent company’s point of view.    
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5 RESEARCH METHODOLOGY 

The main objective of this study is to critically analyze the expatriate performance 

measurement criteria through the parent company’s point of view. To achieve this 

objective, the studies and research papers measuring expatriate performance or 

success must be retrieved through the appropriate techniques. The research 

methodology used in this study is a systematic literature review followed by an 

analysis of the content.  

 

A systematic review attempts to summarize the relevant articles and data without 

bias (Sinha & Montori 2006). To perform an unbiased and accurate systematic 

review, the correct protocol must be followed and validated. This study will use and 

adhere to the recommended procedures for performing a systematic review as 

outlined by Kitchenham (2004). Before any search is conducted, research into the 

subject will begin the process to ensure that the author understands the topic and can 

effectively assign the appropriate constraints and search terms (Sinha & Montori 

2006). A review of the past research on expatriate performance, adjustment and other 

themes is summarized in the section three. Once the background research is 

conducted, an electronic database search will begin the process.  

 

The first step in an electronic database search is to find the suitable databases from 

which to start from. To ensure that all suitable articles are found, the search will be 

conducted on two separate databases. This will increase the odds of finding all 

relevant articles. The databases chosen are the EBSCO’s Business Source Complete 

and ProQuest’s ABI/INFORM – Complete Business. The EBSCO Business Source 

Complete databases holds texts from over 11,200 sources, including over 1000 

scholarly journals. The internationally top ranked journals are found within its 

database archives. The ProQuest ABI/INFORM – Complete Business database was 

also chosen because of its vast reach. With over 5000 journals, the database includes 

ABI/INFORM Global™, ABI/INFORM Trade & Industry™ and ABI/INFORM 

Dateline™ databases. Its archives go back to 1971 and are updated on a monthly 

basis.  
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The aim for the initial search was to retrieve all relevant articles, therefore only two 

keywords were used, expatriate (expatriat*) and performance/evaluation 

(performance OR evalua*). The keyword search incorporated the title of the article, 

abstract and author supplied keywords. According to the background research it was 

appropriate to keep the keyword search simple and board to avoid missing relevant 

articles.  

 

Additional constraints included articles published within the years 2003 and 2013. 

The reason for limiting the search to the past ten years is to take into consideration 

the natural progression of expatriate research and time constraints. As with many 

research topics, expatriate research has evolved over the past four decades and initial 

research gaps have been addressed over time, therefore to eliminate readdressing the 

same gaps from initial research, only the most recent decade is chosen. The aim of 

this constraint is to assume that the most recent research has reviewed the older 

research and modified its methods and theory to eliminate gaps and provide the most 

comprehensive framework possible.  

 

All articles must be published in an academic journal. All conference papers, book 

reviews and dissertations were excluded. This ensures that the articles has been peer-

reviewed and meet a certain academic standard. Each article must be in English and 

full length. This is to ensure that the articles are fully understood and comprehended. 

The criteria for the initial search are summarized in the table 1. 
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Table 1. Protocol for Initial Article Search 

Criteria Rationale 

(1) Articles are found in the following 
two databases: 

! EBSCO’s Business Source 
Complete 

! ProQuest’s ABI/INFORM – 
Complete Business 

Together the two databases cover all the top internationally ranked 
scholarly journals and provide thousands of different sources for the 
article to be retrieved from 

(2) Keywords: 
expatriat* 
AND 
performance OR evaluat* 

To ensure that all applicable journals were included, the broadest 
keywords were chosen to eliminate any possible missed articles.  

(3) Published in an academic journal 
and peer reviewed 

To ensure the quality of articles chosen was adequate, only peer-
reviewed articles from academic journals were chosen. 

(4) Published between the years 2003 
and 2013 

This criteria had two reasons, one, the time constraints eliminated the 
ability to analyze all articles and the prevalent research gaps evident in 
earlier research should have been addressed at this point of expatriate 
research 

(5) Articles are full length and in 
English 

To make certain the study is fully comprehended, only English full-
length articles were chosen.  

 

The initial article search returned a total of 169 articles that meet the predetermined 

criteria. The complete list of articles can be found in Appendix I. The next step in the 

process is to begin an analysis of the articles retrieved from the electronic database 

search. To narrow down the list of articles to include only studies that completed 

their own independent research, all non-empirical studies were eliminated.  An 

empirical study aims to prove a hypothesis by recording ones observations or 

experiences. The reason for eliminating all non-empirical studies was to ensure the 

articles analyzed would be relevant to this study. Since the aim of this study is to 

analyze the specific criteria researchers use to measure expatriate performance, it is 

key that the studies included all collect data on that specific occurrence. Literature 

reviews do not make any attempts to measure or observe expatriate performance. 

Twenty-five percent of the articles were not empirical studies and thus were 

eliminated.  

 

The remaining 126 articles underwent a more detailed content analysis to create the 

final article list. Each article abstract and methodology was read and analyzed to 

determine the objective of the study. As the objective of this study is to analyze the 

performance criteria of expatriates, only the articles and studies that empirically 
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measured expatriate performance or success or effectiveness were chosen. The 

reason for measuring performance was not the critical issue and not a determining 

factor to whether or not the article was chosen. The method the author chose to 

measure expatriate performance is the issue that will be analyzed in the next section, 

but was not a deciding factor whether or not an article was chosen for the final list. 

The final list consisted of 36 articles that will be the empirical data used for this 

study and discussed in more detail in the following section.  
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6 DATA ANALYSIS 

After the systematic search of empirical studies, thirty-six articles remained. Each 

article measured the performance of an expatriate in one-way or another. To simplify 

the analysis of theses articles they were divided into three distinct groups based on 

the method, or more specifically the source of data, for measuring job performance. 

The three different approaches to measuring job performance were a self-assessment 

by the expatriate, an evaluation by a host country national and thirdly, a supervisor 

evaluation. The overwhelming majority of the articles were placed together in the 

first group, showing the overall direction or limitation of research over the past 

decade. Group by group, the articles are analyzed according to the objective, why 

they measure expatriate performance, how they measure expatriate performance and 

what were the results of the empirical study. In conclusion, an overall summary of 

the articles and analysis based on the parent stakeholder checklist will follow. 

6.1 Article Analysis 

6.1.1 Self-Assessed Performance Review 

The first group of articles to be examined is by far the largest of the three. There are 

19 articles that mainly relied on a self-assessment of job performance by the 

expatriate to measure the success of their international assignment. The articles are 

published between 2005 and 2012, so the entire search timeframe is represented in 

this group. There are a number of articles that share the same authors (Ramalu, Rose, 

Kumar & Uli 2010, Ramalu, Wei & Rose 2011, Ramalu, Rose, Uli & Kumar 2012, 

Rose, Ramalu, Uli & Kumar 2010). The objectives of the empirical articles are 

different and range from examining personality traits to cultural intelligence to social 

networks. The commonality among all these articles is the reliance on a self-

assessment of expatriate performance. The 19 articles have been divided into smaller 

subgroups, which will be discussed in-depth.  

 

The first subset consists of a group of articles that are investigating the role cultural 

intelligence has in expatriate performance and adjustment. Cultural intelligence is 

defined as a multi-dimensional construct consisting of meta-cognitive, cognitive 

motivational and behavioural components. Meta-cognitive cultural intelligence 



62 

describes the knowledge of cognitions that pertains to processing deep information 

related to culture. The second part, cognitive cultural intelligence, describes an 

individual’s knowledge of norms, practices and conventions in a different culture. 

The third component, motivational cultural intelligence is the motivation behind 

cognitive processes and knowledge. The final aspect of cultural intelligence is the 

behavioural aspect. This entails the capability to adapt behaviours according to the 

cognitive and motivational settings. Together they formulate cultural intelligence. 

(Ramalu et al. 2012) 

 

The studies of Ramalu et al. (2010, 2012), Wu and Ang (2011), Rose et al. (2010) 

and Lee and Sukoco (2010) all look at the effect cultural intelligence has on 

expatriate job performance. Taking place in different cultures under different 

circumstances, each study is slight different from the next. Ramalu et al. (2010) and 

Rose et al. (2010) simply look at the effect cultural intelligence has directly on 

expatriate job performance. Job performance is measured using a self-assessment, in 

which the expatriates judge their own performance according to three aspects. 

Performance is divided into task, contextual and assignment specific elements. The 

expatriate rates him or herself according to those different elements and how their 

performance compared to those in similar positions. Both studies came to the same 

conclusion that cultural intelligence is positively related to job performance. It is 

important to ask is whether or not a self-assessment of performance is the appropriate 

method to rate the success of an expatriate assignment. A self-evaluation exposes the 

study to potential bias in terms of a single source of all their data. To enhance the 

measurement system, the researcher can include multiple variables to measure 

performance, even if they are still coming from the same source. Ramalu et al. 

(2012) study takes a more comprehensive look at cultural intelligence, by 

incorporating cross-cultural adjustment into the equation. Instead of using adjustment 

as a measure of expatriate success, the study examines adjustment as a mediating 

variable between cultural intelligence and performance. The data provided by a 

questionnaire sent to expatriates, showed that a correlation was found between the 

variables. The results showed that cultural intelligence predicts cross-cultural 

adjustment and adjustment in turn has a positive influence on job performance.  
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The study of Wu and Ang (2011) examines whether cultural intelligence has a 

moderating effect between expatriate supporting practices, adjustment and 

performance. To measure the performance of the expatriate, Wu and Ang (2011) 

measure the contextual and task performance of the individual and the intention to 

complete the assignment. This is an improvement on the studies that only using one 

variable, job performance, to measure expatriate success. The results of the study 

show that metacognitive cultural intelligence moderates the relationship between 

expatriate supporting practices and general/work adjustment. In addition the study 

revealed that motivational cultural intelligence has a positive influence on work 

adjustment. The researchers clearly outline the limitations of the study, which stem 

from the potential bias of self-evaluation. The upside to the performance 

measurement used is that in addition to the job performance, the intention to 

complete the assignment was also included to give a more complete picture of the 

expatriate assignment.  

 

The final article in the first subset is Lee and Sukoco (2010)’s study of cultural 

intelligence and its affect on performance. Lee and Sukoco (2010) clearly define in 

their research the different variables they are attempting to measure. Among them is 

expatriate effectiveness or success. Having recognized the shortcomings of a single 

variable performance measurement system, Lee and Sukoco (2010) incorporate three 

different aspects to measure success or performance. They argue that expatriate 

effectiveness includes cultural adjustment, cultural effectiveness and job 

performance. Cultural effectiveness is described as the ability to interact and 

communicate with local co-workers. Utilizing the same definitions and four 

components of cultural intelligence mentioned earlier, the study concludes that all 

the different dimensions of cultural intelligence have a direct and significant effect 

on expatriate adjustment, as well as cultural effectiveness. While the data still comes 

a single source, the data received reveals a more complete picture of the expatriate’s 

performance and whether or not it can be classified as a success. Lee and Sukoco 

(2010)’s study offers the most comprehensive and complete measurement system 

from the first article subset.  

 

The second subset of articles all share a very similar performance measurement 

criteria. The articles of Liu and Shaffer (2005), Erbacher et al. (2006), Downes et al. 
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(2010), Bruning et al. (2012) and Chiu et al. (2012) all utilize cross-cultural 

adjustment and job performance as a measure of expatriate success. In Liu and 

Shaffer (2005)’s study the researchers use job performance and adjustment to 

measure the success of an expatriate. Job performance is composed of relational, task 

completion and knowledge transfer. Adjustment is broken down into the familiar 

general, work and interaction adjustment components. Through their study, Liu and 

Shaffer (2005) show a positive relationship between host country nationals’ cultural 

empathy and expatriate effectiveness. Chiu et al. (2009) also utilize adjustment and 

performance to measure expatriate success in their study investigating the social 

networks of expatriates. They conclude that overseas adaption has a positive 

influence on expressive and instrumental ties between expatriates and locals. Also of 

note is positive relationship they found between instrumental ties and expatriate job 

performance. Researchers, Downes et al. (2010), measure expatriate effectiveness 

using three variables; adjustment, job performance and assignment value. 

Throughout the analytical review, this study is only one to utilize a variable such as 

assignment value. Downes et al. (2010) describe assignment value as whether or not 

the assignment contributed or bettered the competitive position of the organization. 

The results of their study show that expatriate adjustment and performance can be 

predicted by personality traits, but assignment value cannot.  

 

The longitudinal study of van Bakel et al. (2011) examined the impact of a local host 

on the adjustment and performance of Western expatriates in the Netherlands. The 

article articulates the two basic measures for evaluating job performance. An 

objective measure is aimed at identifying and assessing the behaviour of the 

employees on variables such as turnover and absenteeism. The second type of 

measure is subjective and they refer to the rating or review completed by a 

supervisor or other individual familiar with the employee’s job overview and 

performance. For their empirical study, every source of data was not available. Van 

Bakel et al. (2011) utilized the desire to terminate the assignment and assessment of 

own job performance to measure expatriate performance. The desire to terminate or 

premature return intention is an objective measure. The self-assessment is an attempt 

of a subjective measure, but falls slightly short because a supervisor does not 

perform the evaluation. Regardless, the study does conclude that interaction 
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adjustment was the only variable that having a local host had a significant influence 

on.  

 

Researchers Erbacher et al. (2006) set out to identify personal and situational factors 

that are associated with expatriate success in the People’s Republic of China. The 

study defines personal factors as perceived career path, willingness to relocate and 

degree of international orientation. For the purposes of their study, Erbacher et al. 

(2006) outline the situational factors as selection criteria, training, role clarity, level 

of support, relationship between the expatriate and the company and performance 

management systems. The data used to examine these relationships came from a 

questionnaire returned from the expatriate whom assessed their own job performance 

and adjustment. The study concluded that performance management, training, 

organizational support, willingness to relocate and strength of relationships were 

strongly related to expatriate success in China.  

 

The next set of articles (Fernandes & Awamleh 2006, Paik et al. 2007 and Li & 

Rothstein 2009) all utilizes a self-assessment of job performance, as well as job 

satisfaction to measure expatriate success. In Paik et al. (2007)’s study, the objective 

is to examine the effects of perception gaps in compensation between host country 

nationals and expatriates on organizational commitment and how it relates to job 

performance and job satisfaction. The study reports that host country nationals 

perceive gaps in their compensation compared to expatriates in similar positions. The 

data also supports the notion the continuance commitment has a negative relationship 

with performance and is not related to job satisfaction. Fernandes and Awamleh 

(2006) analyze the impact of organizational justice on expatriate success. This study 

takes a unique and interesting look at factors effecting expatriate performance not 

found elsewhere in the systematic review. Organizational justice is the just and fair 

manner how organizations treat their employees (Fernandes & Awamleh 2006). It is 

comprised of three different components, distributive, procedural and interactional 

justice. Distributive justice encompasses the concerns of the employees in relation to 

how resources are distributed. Procedural justice is the “perceived fairness of 

procedures which are used to determine outcome decisions” (Fernandes & Awamleh 

2006: 702). The third and final component is the interactional justice, which refers to 

the fairness of interpersonal communication. The results of the empirical research 
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were consistent with the current literature available on the topic. All justice 

components, except procedural, were positively related to job performance and job 

satisfaction.   

 

The final study to utilize job satisfaction in addition to job performance, as a 

measurement of expatriate success is Li and Rothstein (2009)’s study on the impact 

of expatriate social networks on expatriate effectiveness. Expatriate effectiveness is 

measured by job performance and job satisfaction, as mentioned earlier, as well as 

psychological well-being. All the empirical data for all three criteria come from a 

questionnaire sent to current expatriates. The results of the study indicate that 

cultural information and social support have a positive effect on expatriate 

effectiveness. More specifically, cultural information had a positive relationship to 

job performance, while social support had a positive relationship to both job 

performance and job satisfaction.  

 

The final subset consists of the remaining five articles (Liu & Chin 2007, Selmer et 

al. 2009, van der Heijden et al. 2009, Ramalu et al. 2010, Chung & Chen 2012). This 

subset utilizes a self-assessment of job performance and nothing else to measure 

expatriate performance. Liu and Chin (2007) analyze the effect of personal and 

contextual factors have on expatriate performance. Selmer et al. (2009) examine the 

relationship between the age of expatriates and their performance in China. 

Researchers van der Heijden et al. (2009) study how career support and career 

prospects affect the expatriate’s performance while abroad. Ramalu et al. (2010) re-

examine the much-studied relationship between the Big Five personality traits and 

expatriate performance in their empirical study. And finally, Chun and Chen (2012) 

analyze the influence of overseas adaption and personal competence on expatriate 

performance.  

 

The articles analyzed in this section represent the majority of the articles retrieved 

from the systematic review. The articles, objectives and measurement systems are 

summarized in the table below. While many of the studies utilized different variables 

to measure expatriate performance, the underlying theme among all these articles 

was the single source of data. A self-evaluation of their performance was one of the 

criteria used measure expatriate performance and in some cases, the only variable. 
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The obvious downside to this procedure is the potential bias that a single-source for 

data can create. A self-report questionnaire from a single source can affect the results 

of the investigation (Spector 2006). To reduce the bias, many studies assigned the 

questions randomly to the questionnaire. In other cases, the researchers incorporated 

additional criteria to help measure expatriate success, such as job satisfaction, cross-

cultural adjustment, assignment value and psychological well-being. One cannot be 

sure if there were significant changes in the results due to this method of gathering 

empirical data and must use some level of scepticism when analyzing the results. 

This is not to say that the results are inaccurate and must be ignored, but the potential 

bias should be taken into account. The simplest method to prevent a single source 

bias is to use multiple sources of data for measuring expatriate performance as the 

next two groups of articles have done.  

 
Table 2. Summary of Group 1 Articles 

Article Objective Measurement Criteria 
Chung & Chen 
2012 

Examine relationship between overseas adaption, 
personal competence and performance 

! Self-assessment of performance 

Bruning et al. 
2012 

Examine interaction with host nationals and 
expatriate effectiveness 

! Self-assessment of performance 
! Self-assessment of adjustment 

Ramalu et al. 
2012 

Examine relationship between cultural intelligence 
and performance 

! Self-assessment of performance 

Ramalu et al. 
2011 

Examine relationship between cultural intelligence 
and performance 

! Self-assessment of performance 

Wu & Ang 
2011 

Examine relationship between cultural intelligence 
and performance 

! Self-assessment of performance 
! Self-assessment of PRI 

van Bakel et al. 
2011 

Examine effect of local host mentor on expatriate 
performance 

! Self-assessment of performance 
! Self-assessment of PRI 

Ramalu et al. 
2010 

Examine relationship between Big Five personality 
traits and performance 

! Self-assessment of performance 

Rose et al. 2010 Examine relationship between cultural intelligence 
and performance 

! Self-assessment of performance 

Downes et al. 
2010 

Examine relationship between personality and 
expatriate effectiveness 

! Self-assessment of performance 
! Self-assessment of adjustment 
! Self-assessment of assignment value 

Lee & Sukoco 
2010 

Examine relationship between cultural intelligence 
and performance 

! Self-assessment of performance 
! Self-assessment of adjustment 
! Self-assessment of cultural 

effectiveness 
Selmer et al. 
2009 

Examine relationship between age and expatriate 
performance in China 

! Self-assessment of performance 

Chiu et al. 2009 Examine social network effect on expatriate 
performance 

! Self-assessment of performance 
! Self-assessment of adjustment 

van der Heijden 
et al. 2009 

Examine relationship between career support and 
prospects to expatriate performance 

! Self-assessment of performance 

Li & Rothstein 
2009 

Examine relationship between social networks and 
performance 

! Self-assessment of performance 
! Self-assessment of job satisfaction 

Liu & Chin 
2007 

Examine how personal and contextual factors affect 
adjustment and performance 

! Self-assessment of performance 
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Paik et al. 2007 Examine effects of perception gaps in 
compensation between host and expatriate 

! Self-assessment of performance 
! Self-assessment of job satisfaction 

Fernandes & 
Awamleh 2006 

Examine impact of organizational justice on 
expatriate performance 

! Self-assessment of performance 
! Self-assessment of job satisfaction 

Erbacher et al. 
2006 

Examine relationship between personal and 
situational factors to expatriate success 

! Self-assessment of performance 

Liu & Shaffer 
2005 

Examine effect of social networks on expatriate 
performance 

! Self-assessment of performance 
! Self-assessment of adjustment 

 

6.1.2 Host Country National Evaluation 

The second group of articles are arranged together because they utilize a host country 

national to help evaluate the expatriate’s performance while on assignment. A little 

less than one quarter of the studies utilized the host country nationals in some 

manner. The articles are published between the years 2003 and 2012, covering the 

entire search timeframe. The objectives of the empirical studies vary and examine 

different aspects of the individual expatriate and their environment. There are two 

sets of articles that share the same authors (Shay & Baack 2004, Shay & Baack 2006, 

Harrison & Shaffer 2005, Shaffer, Harrison, Gregersen, Black & Ferzandi 2006).  

 

The majority of the articles in this group study the effect of personal attributes on 

expatriate success (Shay & Baack 2004, Harrison & Shaffer 2005, Shaffer et al. 

2006, Templer 2010). Shaffer et al. (2006) utilizes a popular framework, the Big 

Five personality traits in their study, while Templer (2010) examines the relationship 

between expatriates job knowledge, relational leadership skills and cultural openness 

to their job performance. Shay and Back (2004, 2006) focus on the degree and mode 

of adjustment in their study of predictors of expatriate performance. Two studies 

examine the role of gender and gender stereotypes in expatriate performance (Bhatti 

et al. 2012, Sinangil & Ones 2003). More specifically, they examine the stereotypes 

from the host country national’s perspective. This is a very important research gap 

they are addressing because many of the stereotypes that surround women in 

expatriate roles involve the perceived reception they would get in culturally distant 

environments. The role of women differs greatly around the world. In the Western 

civilization, women are treated as equal and receive the same rights as men. In many 

countries and areas this is not the case, women are still oppressed to this day and are 

not viewed in the same manner as men. For this reason the host country national’s 

perspective is an excellent method to view these stereotypes. Sinangil and Ones 
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(2003) specifically conducts their research in Turkey, a country perceived and 

thought to be unfriendly towards women in Western standards. Bhatti et al. (2012) 

focuses on the perception of job performance, to figure out whether women are 

actually rated lower than men in similar positions.  

 

The empirical studies used host country nationals in a few different ways. In the 

study by Templer (2010), host country national subordinates were the focus of 

evaluating job performance. The reasoning for this choice was that human resource 

managers or supervisors usually resided in the home country of the organization and 

is not able to view the expatriate’s performance on a daily basis. The host country 

subordinates are in frequent contact with the expatriate and are able to give a 

comprehensive and reliable evaluation of their behaviours. Templer (2010) also 

noted that an unsuccessful expatriate would have a direct negative effect on their 

subordinates performance and mindset. Templer’s (2010) measure of expatriate 

success incorporated expatriate work adjustment, subordinate commitment, 

subordinate job satisfaction and unit performance. Measuring the subordinate’s 

commitment and job satisfaction are an excellent method to evaluate the leadership 

skills and abilities of the expatriate. Using these variables, Templer (2010) was able 

to show a significant relationship between a managers’ job knowledge, relational 

leadership skills and cultural openness and adaptability to their job performance. 

 

Bhatti et al. (2012) and Sinangil and Ones (2003) utilized host country nationals to 

test the stereotypes of women on international assignments. To remove any possible 

bias from the women being a supervisor or subordinate, the questionnaires were 

given to host country nationals who worked for, worked with or themselves managed 

women expatriates.  The studies were conducted in very different parts of the world, 

Turkey (Sinangil & Ones 2003) and Malaysia (Bhatti et al. 2012), but used very 

similar rating systems. Expatriates were judged on a comprehensive list of variables 

including adjustment to foreign business practices, establishing and maintaining 

business contacts, technical skills, teamwork, communication skills, initiative and 

efforts, self-improvement, interpersonal relations, productivity and overall job 

performance. The advantage to this methodology is the ability to view which specific 

attributes female and male expatriates differ on. Both studies came to a similar 

conclusion. Sinangil and Ones (2003) did not find any substantial difference in job 



70 

performance of male and female expatriates and Bhatti et al. (2012) did not find any 

perceived difference between genders according to the host country nationals in 

Malaysia.  

 

Fisher and Hartel (2004) studied an interesting concept in their research. They 

examined the applicability of the Western model of task and contextual performance 

in the context of Thai and Western managers. Also, to avoid any potential bias of the 

Western expatriate being the more senior person in the relationship, Fisher and 

Hartel (2004) used indirect superiors, direct superiors, co-workers and subordinates 

in their study. Expatriate performance was measured using ten-item survey on 

overall job performance. The results showed that the task and contextual 

performance criteria do not fit entirely into the Thai cultural environment and some 

adjustments should be made to make it more applicable.   

 

The next two studies faired relatively well according to the parent company 

stakeholder checklist. Shaffer et al. (2006) and Harrison and Shaffer (2005) both 

addressed three out of five checklist items. To measure expatriate success, they 

utilized expatriate adjustment, withdrawal cognitions and job performance measured 

by task and contextual performance. Shaffer et al. (2006) begins their study 

criticizing the lack of a widely recognized framework for evaluating expatriate job 

performance. With the focus of many studies on cross-cultural adjustment, they 

argue that the actual task completion, which is most important to the parent 

company, is being neglected. To address this confusion, they incorporate three 

different aspects of measuring success and retrieve that information from multiple 

sources. These studies retained performance data from three different sources to help 

validate its legitimacy. In addition to a host country national and the expatriate, their 

spouse was an additional source of data. The expatriate was required to answer 

questions relating to all three aspects. Spouses were asked to rate the expatriate on 

personality traits, adjustment and withdrawal cognitions. And lastly, the co-worker 

was asked to rate the individual on personality, adjustment and task and contextual 

performance. The results of the study showed a positive relationship between all the 

Big Five personality traits, with the exception of conscientiousness, to one form of 

performance measurement. One of the strongest relationships was between 

premature return intention, or withdrawal cognitions and emotional stability.  
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The final two articles (Shay & Baack 2004, Shay & Baack 2006) examine the 

relationship between modes and degrees of adjustment and the job performance of 

expatriates. Host country nationals were questioned to evaluate the performance of 

their expatriate manager. Shay and Baack (2006) argue that the reliance on self-

assessed performance prevalent in many studies is a biased method of conducting 

expatriate research. Subordinates are a better-informed judge of the expatriates’ job 

performance because they are in contact with the manager on a daily basis. The 

results of the study showed a significant relationship between expatriate work 

adjustment and contextual performance.  

 

In summary this group of articles concentrates on the host country national to give an 

accurate assessment of the expatriate’s job performance. A couple of the studies were 

interested in examining the perceptions of those host country nationals towards 

females. The remaining articles analyzed the individual personality traits and degrees 

of adjustment and their relationship to job performance. A continuing theme 

throughout these articles was the belief that the host country national, the one that 

observes the expatriate on a daily business while they are on assignment, is the best 

source of job performance data.  

Table 3. Summary of Group 2 Articles 

Article Objective Measurement Criteria 
Bhatti et al.  2012 Examine gender perceptions and job performance ! Host country national (HCN) 

performance evaluation 
Templer 2010 Examine personal attributes of expatriate managers ! HCN performance evaluation 
Shay & Baack 
2006 

Examine relationship between modes and degree of 
adjustment and performance 

! Self-assessment of performance 
! HCN performance evaluation 

Shaffer et al. 
2006 

Examine effects of personality traits and behavioural 
competencies on performance 

! Self-assessment of performance 
! Self-assessment of PRI 
! HCN performance evaluation 
! Spouse assessment on PRI 

Harrison & 
Shaffer 2005 

Examine the task and relationship-based performance 
effort and adaption 

! Self-assessment of performance 
! Self-assessment of PRI 
! HCN performance evaluation 
! Spouse assessment of PRI 

Shay & Baack 
2004 

Examine relationship between adjustment and 
performance 

! Self-assessment of performance 
! HCN performance evaluation 

Fisher & Hartel 
2004 

Examine the perception of task and contextual 
performance in Thailand 

! Self-assessment of performance 
! HCN performance evaluation 

Sinangil & Ones 
2003 

Examine the gender differences in expatriate job 
performance 

! Self-assessment of performance 
! HCN performance evaluation 
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The studies used host country national subordinates, co-workers and supervisors, 

while some utilized all three. The reasoning behind the reliance on a host country 

national is sound, they are the ones most directly affected by the expatriates abilities 

and performance, therefore making them an excellent judge of whether or not they 

are succeeding in their assignment. For this reason the authors in this section choose 

to utilize the host country perspective and for the same reason, host country national 

performance review is part of the parent company stakeholder checklist.  

6.1.3 Supervisor Evaluation 

This final group of articles shared a common methodology of measuring expatriate 

job performance; they utilized a supervisor review or evaluation. In total, there were 

nine articles that shared a similar source of data. Published between 2005 and 2011, 

the academic articles came from across the entire search timeframe. For full 

disclosure purposes, it is important to note that two of the articles (Takeuchi, Wang 

& Marinova 2005, Takeuchi, Wang, Marinova & Yao 2009) shared the same 

authors.  

 

While they all shared a similar method of evaluating job performance, the objectives 

of the studies were vastly different. Pattie and Parks (2011) evaluated the differences 

in minorities and Caucasians on international assignment, while Connerly et al. 

(2008) examined the differences gender have on success and readiness for 

international assignments. The study’s aim was to bring light to the myths 

surrounding women and international assignments. Popular misconceptions were that 

there are not enough women managers to send on international assignment or they 

lack the motivation to go overseas, Connerly et al. (2005) shows that in fact, 

approximately 50% of current managers are female and they possess the same level 

of motivation their male counterparts to in regards to expatriate assignments. While 

the comparison of minorities to Caucasians and genders are simple concepts, they 

were relatively unsubstantiated theories in expatriate research due to the lack of 

empirical data. The studies of Pattie and Parks (2011) and Connerly et al. (2008) fill 

these relevant research gaps with their empirical data. Researchers Gabel et al. 

(2005) were attempting to analyze the effect an individual’s emotional intelligence 

has on job performance. Emotional intelligence has not been analyzed a lot in the 
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expatriate context and proved to bring a new point of view to the field. Emotional 

intelligence is a psychological concept that describes the role and relevance of 

emotions for intellectual functions (Gabel et al. 2005). It includes intra- and 

interpersonal abilities, adaptability, stress management and the individual’s general 

state of mind. It is an alternative framework to the more commonly utilized Big Five 

personality traits. Holopainen and Bjorkman (2005) evaluate the personality traits of 

expatriates and their correlation to job performance. The remaining articles focused 

mainly on variables outside of the expatriate’s individual characteristics, such as a 

multi-level model of cultural motivation and effectiveness (Chen et al. 2010), a high 

involvement work system (Shih et al. 2010), perceived organizational support 

(Takeuchi et al. 2009), home and host national mentorship (Carraher et al. 2008) and 

psychological workplace strain (Takeuchi et al. 2005). 

 

For the purposes of this study, the most important aspect of each study is the 

measurement of expatriate job performance. Pattie and Parks (2010) evaluated the 

difference between minorities and their counterparts while on international 

assignment based on their definition of expatriate success. Gabel et al. (2005) 

presented the same three variables: cross-cultural adjustment, premature return 

intention and job performance. By utilizing all three variables, they are able to 

contribute to a complete picture of how the expatriate is performing, not only 

individually, but also within the specific tasks outlined for their assignment. Cross-

cultural adjustment was referenced back to Black (1990) and included all three 

aspects; work, general and interaction adjustment. These two studies fulfil three out 

of the five items on the parent company stakeholder checklist.   

 

Throughout this group of articles, there were two central avenues to obtaining the 

supervisor rating on the expatriate’s performance. One method was to retrieve 

company records showing the annual performance review of the individual (Pattie & 

Parks 2011, Chen et al. 2010, Carraher et al. 2008) and the second was to approach 

the supervisor independently to complete a survey prepared by the researchers (Shih 

et al. 2010, Takeuchi et al. 2009, Connerly et al. 2008, Takeuchi et al. 2005, Gabel 

et al. 2005, Holopainen & Bjorkman 2005). Both methods have their advantages and 

disadvantages. A performance review completed independently from the study is an 

accurate method that ensures there is no bias from the intervention of the researcher. 
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The performance review is completed as per normal operations within the 

organization and no unnecessary outside influences will positively or negatively 

affects the results. The contents of each performance evaluation are not entirely 

known, but the expatriates were rated on a scale useable for the study’s purposes.  

 

The performance records assigned to Chen et al. (2010)’s study showed that the 

expatriate was evaluated on his/her performance on performance expectations, 

development expectations, performance against position/assignment, technical skills 

and behaviours. This criterion is the most comprehensive found in this group and 

incorporates various benchmarks and expectations from which the employee 

received their rating. The results of the study concluded that expatriate cross-cultural 

motivation, which is the motivation to pursue cross-cultural task and assignments, 

relates to job performance through work adjustment. This relationship is much 

stronger in less supportive and culturally distant foreign subsidiaries.  

 

Pattie and Parks (2011) did not receive a complicated, all encompassing model of job 

performance from the organization they were collaborating with. There performance 

review was a single value (1 to 4) indicating whether the individual had met the 

expectations of the supervisor. Using that value, along with the cross-cultural 

adjustment and premature return intention, they were however, able to build sound 

performance criteria for measuring expatriate success. Their empirical evidence 

revealed that minorities performed better on expatriate assignments than their 

Caucasian counterparts.  

 

Carraher et al. (2008) received a single numeric value from the expatriate’s 

supervisor for their job performance variable, as well as a rating on the expatriate’s 

promotability. Like Pattie and Parks (2011), Carraher et al. (2008) incorporated the 

variables into a group designed to measure expatriate effectiveness. The study 

utilized a self-assessment and mentor assessment to rate the expatriate’s 

organizational identification, knowledge, knowledge sharing, job satisfaction, 

teamwork and job related tension. The results showed a significant correlation for 

many of the measures when a mentor was involved.  
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The second method of retrieving the supervisors rating of the expatriate is to 

approach the supervisor with a predefined survey or set of questions they can answer 

about the expatriate. The advantage to providing the questions and survey to the 

expatriate’s supervisor is that the questions can be manipulated to ask whatever you 

would like to evaluate about the expatriate. In the case of Takeuchi et al. (2005), the 

researchers used this opportunity to evaluate the expatriate’s job performance over 

time according to three aspects: technical skills, communication competency and 

management and leadership skills. This enabled the researchers to view the 

differences in job performance rating before and during the expatriate assignment. 

Using job performance they were able to show a correlation between psychological 

workplace strain and job performance. In the case of Connerly et al. (2008), a 

questionnaire filled out by the supervisor showed that there is no significant 

difference in the overall job performance of male and female employees.  

 

The final article to be discussed in this group is Holopainen and Bjorkman (2005)’s 

study of personality traits and their relationship to job performance. In the field of 

expatriate research, this is a common objective of many studies. What makes 

Holopainen and Bjorkman’s (2005) study different is the manner in which they 

approach the topic. Critically analyzing the previous research brought them to a few 

significant deficiencies they wanted to address. They argue that the main objective of 

the expatriate assignment is the specific tasks identified by the organization for the 

international assignment. Therefore, before a concrete relationship can be formed 

between cultural adjustment and performance, it is irrelevant to measure success by 

cross-cultural adjustment. Instead, the performance measures should focus on the 

task specific variables. It is important to note that Holopainen and Bjorkman (2005) 

are not minimizing the importance of cultural adjustment; instead they are trying to 

clarify its purpose. They state that a high level of adjustment is a positive aspect of 

the international assignment for the expatriate, but does not necessarily coincide with 

a good performance or a success in the eyes of the parent organization. Another 

problem they identified in the current research is the source of data for performance 

measures. The majority of studies, as noted with this systematic review as well, rely 

on a self-evaluation of performance. The independent and dependent variables are 

coming from the same source. In order to rectify the perceived deficiencies, 

Holopainen and Bjorkman (2005) rated the performance of the expatriate with a 
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supervisor and self-evaluation of how well the expatriate had overall succeeded in 

his/her task, how well the expatriate had performed, met the pre-expectations of 

performance and met the business goals set forth. As hypothesized, the supervisor 

evaluation had a higher Cronbach alpha reliability score.  

  
Table 5. Summary of Group 3 Articles 

Article Objective Measurement Criteria 
Pattie & Parks 2011 Examine relationship between adjustment, turnover 

and performance of minority expatriates 
! Annual performance review 

from organization 
! Self-assessment of adjustment 
! Self-assessment of PRI 

Chen et al. 2010 Examine the role of subsidiary support and cultural 
distance 

! Annual performance review 
from organization 

Shih et al. 2010 Examine relationship between high involvement 
work system can enhance job performance 

! Supervisor performance 
evaluation 

Takeuchi et al. 2000 Examine the role of domain specific facets of 
organizational support 

! Supervisor performance 
evaluation 

Carraher et al. 2008 Examine the effect of host and home country 
mentors on expatriate effectiveness 

! Supervisor (home country) 
performance evaluation  

Connerly et al 2008 Examine the relationship between gender and expat 
readiness and performance 

! Self-assessment of performance 
! Supervisor performance 

evaluation 
Takeuchi et al. 2005 Examine the effects of psychological workplace 

strain on expatriates 
! Supervisor performance 

evaluation 
Gabel et al. 2005 Examine relationship between emotional 

intelligence and expatriate success 
! Supervisor performance 

evaluation  
! Self-assessment of adjustment 
! Self-assessment of PRI 

Holopainen & 
Bjorkman 2005 

Examine the personal characteristics of successful 
expatriate 

! Self-assessment of performance 
! Supervisor performance 

evaluation 

 

In summary, this group of articles addressed the performance measurement of the 

expatriate by looking to the supervisor. While they researched different aspects of the 

expatriate and what affects performance, they did succeed in eliminating the 

common bias found in the majority of studies that is the result of a self-assessment of 

performance. Two articles (Gabel et al. 2005, Pattie & Parks 2010) utilized a 

supervisor rating, cross-cultural adjustment and premature return intention to 

measure expatriate success. This is one of the most comprehensive measurement 

criteria found in this review according to the parent company stakeholder checklist. 

This avenue of measuring expatriate performance fits best into the parent company’s 

point of view and objectives because it takes into account what tasks the expatriate is 

assigned to complete. The individual with the best understanding of those tasks and 

in most cases gives the assignment is the supervisor or superior, therefore making his 

or her evaluation an excellent source of whether or not the expatriate has succeeded 
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in their international assignment. While the supervisor may not be able to see the 

everyday operations of the expatriate, they will be able to judge whether the tasks the 

expatriate was assigned were completed or not. Holopainen and Bjorkman (2005) 

reiterated many of the same sentiments mentioned earlier in this report that a self-

evaluation of performance is not the ideal method to measure expatriate 

performance. Their answer to this research gap was to approach the supervisor for a 

more non-biased evaluation like this review has suggested. 

6.2 Parent Company Checklist Analysis 

The parent company checklist that was presented in section 4 was applied to the 

articles with limited success. The summarized results of the checklist are available in 

Appendix II. The initial checklist consisted of five items that were deemed important 

to the parent company in order to accurately and effectively measure expatriate 

performance. They included a task and conceptual review by the supervisor, a 

performance review from a host country national (subordinate or co-worker), a 

financial goal/target, cross-cultural adjustment and premature return intention. Not a 

single article met the requirements of the whole checklist. There were seven articles 

that did not meet any of the requirements. This divergence had to be accounted for 

and as a result a sixth item was added to the checklist, a self-assessment of 

performance. This sixth item was the most utilized measurement criteria for 

expatriate performance with 75% of the researchers relying on it. The assumption for 

using this type of data is the difficulty a researcher faces when attempting to collect 

data from the field.  

 

Collecting data from a single source is the most convenient method to collect data 

and to no surprise nineteen articles (52%) did just that. The remaining seventeen 

articles (47%) relied on multiple sources of data. Nine articles relied on a task and 

conceptual review by the supervisor and eight (22%) used a host country national to 

provide performance data. A surprise finding was the absence of a financial 

goal/target from any of the studies. A parent company is investing money and time 

into expatriates and one would assume that they would be interested in the return 

they receive. A financial target is usually part of an organization’s performance 

evaluation, especially if the employee can earn potential bonuses. It’s absence from 



78 

the research studies, brings into question the point of view from which researchers 

are examining the expatriate’s performance. It is also important to note that a 

researcher may not have access to such values, even if they were desired. Cross-

cultural adjustment was measured in many studies, but was only used as a criterion 

of expatriate success in fourteen (39%). A few studies did look at the relationship 

between adjustment and performance. Premature return intention was measured and 

utilized as a measurement of expatriate success in six studies (17%).  

 

The best performing studies according to the parent company stakeholder checklist 

were Harrison and Shaffer (2005), Gabel et al. (2005), Shaffer et al. (2006) and 

Pattie and Parks (2011). Each study fulfilled three items on the checklist. Gabel et al. 

(2005) and Pattie and Parks (2011) both used task and conceptual review by the 

supervisor, cross-cultural adjustment and premature return intention to measure 

expatriate performance. Harrison and Shaffer (2005) and Shaffer et al. (2006) both 

used a performance review by a host country national as well as cross cultural 

adjustment and premature return intention to measure the performance of the 

expatriate. According to the checklist, these articles had the most comprehensive and 

multi-variable performance measurement criteria of this review. 
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7 DISCUSSION 

7.1 Summary 

The study began with a look at increasing globalization and its consequences on 

today’s business environment. Firms are expanding into new territories and markets, 

competition is fierce, and competitive advantages are more important and vital than 

ever before. Expatriates have been used by organizations for many years, with their 

importance continually growing. As MNCs are expanding into new markets, they 

need individuals to step into those new subsidiaries and bring them up to speed. The 

well-documented failure of expatriates has been a burden for corporations as it 

tarnishes their global image and is expensive. There is a great opportunity for 

organizations to create a competitive advantage from expatriates and their effective 

selection and management. In essence, the need and importance for expatriates to 

succeed in their international assignments is higher than ever before.  

 

In order to evaluate whether the expatriates are performing well, an organization 

needs a measurement system capable of crossing borders. If you cannot measure and 

know exactly which expatriates succeed, perform exceptionally or just mediocre, 

then trying to adjust your management of them is downright impossible. This same 

principle applies to researchers. If they are unsuccessful in their attempt to measure 

job performance of expatriates, the results of their empirical studies do not hold the 

same significance if they had been properly attained. Being able to accurately 

measure expatriate performance is a crucial and largely significant concept to both 

organizations and researchers. This study’s aim was to evaluate the current criteria 

utilized to measure expatriate success by researchers from the parent company’s 

point of view. Before beginning to answer that research question, a thorough and 

relevant review must be performed on the subject. More specifically, in order to fully 

understand the expatriate and expatriate process, one must understand what is the 

specific role and expectations of the expatriate. That was this study’s first sub 

question.  

 

Section two begins to examine the question of pinpointing an expatriate’s role and 

expectations by starting with a description and review of multinational corporations 
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and the role subsidiaries have. With globalization affecting all aspects of the business 

environment, a well-operated and effective subsidiary is increasingly important. 

MNC’s must capitalize on new markets and extract as much useful and valuable 

information from them and incorporate that into their corporate global strategy 

(Simonin & Ozsomer 2009). Corporations can learn a lot from new markets. 

Retrieving, analyzing, sorting and putting into practice the valuable information is 

the mark of a truly adaptive firm. One of the most important aspects of MNC and 

subsidiary coordination is knowledge transfer and acquirement. The possible 

negative effects from failing to transfer the appropriate knowledge can be detrimental 

to an organization and cripple their global image. Depending on the industry the firm 

operates in; the knowledge transfer may be more important and sensitive than in 

others. Tacit knowledge is difficult to transfer because it encompasses learned 

knowledge from performing a certain task. It cannot be easily transfer through 

memos or presentations. The individual with the tacit knowledge must be able to 

teach and pass on that knowledge to another person. This is not always an easy task 

and requires a certain skill set.  

 

Another important aspect discussed was the different business environment the 

subsidiary operates in. An organization must be aware of the different legislation, 

market practices and cultures facing a subsidiary (de Macedo-Soares 2010). There 

can be investment, import or export restrictions that can significantly affect how the 

firm operates. Taking into consideration all these important factors, one can see the 

immense difficulty facing organizations as they expand into new markets. Thorough 

research must be done before and after the move takes place.  

 

The organization has two very different options to staff the foreign subsidiary, host 

country nationals or expatriates. Both options have their own advantages and 

disadvantages. The staffing options differ from each other on issues of cost, 

knowledge, coordination with global strategy and local legitimacy. Expatriates are 

relatively more expensive than host country nationals, but also lend to increased 

coordination with global strategy and the ever-important knowledge transfer. Paik 

and Sohn (2004) state that expatriates have a better understanding of the overall 

corporate strategy and goals than a host country national would. Host country 

nationals are more likely better intertwined in the local network therefore increasing 
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the local legitimacy of the organization. A fine balance must be found to take 

advantage of both options.  

 

The conclusion of the literature review stated that expatriates are an ideal choice to 

initially staff the subsidiary as it begins to operate to ensure that the subsidiary 

embraces the global strategy. This is largely due to the need for an organization to 

implement their corporate culture and corporate strategy in the subsidiary to ensure it 

operates as part of the global network and the quality of their product or service 

continues to be the same going into the future. Realizing the huge importance 

expatriates have, it is no surprise the long list of expectations they carry into their 

new assignment. First and foremost, they are a manager or employee of the 

subsidiary and a representative of the parent organization. Depending on their 

specific position or tasks, they can also be expected to transfer or acquire knowledge, 

infuse corporate philosophy, train and develop the local workforce, transfer corporate 

culture and train their replacement.  In short, the expectations and role of the 

expatriate are important and can cover any number of different assignments.  

 

The second sub research question asked what does the current literature available in 

academic journals say about expatriates. More specifically, what are the existing 

theoretical frameworks and key elements that apply to expatriates and the 

international assignment. As a topic, expatriates have been researched for over four 

decades starting in the 1980s, when the term was first used. In the beginning, the 

focus of the research was on cross-cultural adjustment. There was a realization that 

expatriates are placed in an environment unlike their own and forced to cope. 

Researchers Black (1988) and Black et al. (1991) created the framework for how 

expatriates adjust to their new surroundings. According to the theory, there are four 

stages of adjustment, four modes of adjustment (replication, absorption, 

determination and exploration) and finally, three different facets of adjustment 

(general, work and interaction) in the international context. The four stages of 

adjustment can be quickly summarized as a ‘honeymoon stage’ where the individual 

is fascinated by the differences in the culture. In the second stage the expatriate 

begins to realize the differences and difficulties they face in their new environment. 

The third stage indicates an acceptance of the changes and beginning the process to 

adjust accordingly. The final stage is achieved when the expatriate no longer feels 



82 

any anxiety about the differences in the culture. The three facets of adjustment 

explain the different types of adjustment that are required of the expatriate. General 

adjustment includes changes to housing, food or other necessities. Changes to the 

specific job duties and responsibilities are work adjustment. The final facet is 

interaction adjustment, which refers to the interaction and socialization with host 

country nationals. These frameworks are foundations in the expatriate literature and 

are still utilized by researchers today.  

 

The second major theme of expatriate research was the variable to measure the 

premature return intention of an expatriate while they were on assignment. Many 

researchers realized there was a new variable that could be measured and help 

explain the mindset of the expatriate and show whether or not they have been able to 

adjust to the new environment. The significance of the premature return variable is a 

little unclear due to differing opinions, but what is widely accepted is its usage to 

help evaluate expatriates while on assignment. Utilizing these two variables, cross-

cultural adjustment and premature return intention, many studies attempted to build 

significant relationships between certain personality traits and expatriate 

effectiveness or success. Depending on the researcher and study, this approach has 

had differing levels of success. In recent decades, the research has begun to spread 

out with many different viewpoints and areas being explored. Topics including the 

role of social networks, gender stereotypes, various personality frameworks, job 

performance and mentorship have emerged from the academic journals. There was 

however, no overwhelming theme or new theoretical framework from these studies. 

The overwhelming majority of these studies did use one or both of the fundamental 

theories of expatriates. To answer the research question, there are two key elements 

related to expatriates, the concept of cross-cultural adjustment and the premature 

return intention.  

 

The third sub question aimed to understand the parent company’s perspective. To 

accurately analyze the measurement criteria, a viewpoint needed to be taken. When 

looking at the investment organizations make in expatriates and well-documented 

failure they risk, the first choice was to look at the subject from the organization’s 

point of view. In order to understand what kind of criteria was important to the 

parent company, research into current performance measurement systems was 
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conducted. Utilizing the ‘domestic employee’ performance measurement system data 

and applying it to the expatriate situation provided us with many different variables 

that would be beneficial for the organization to measure. The 360-degree feedback 

assessment and the type of evaluations were important. The 360-degree feedback 

assessment explained the significance of getting feedback from multiple sources to 

help give the individual being rated the most accurate and informative feedback 

possible. The sources of information can be, but are not limited to, supervisors, 

peers, subordinates and customers. The literature review also uncovered different 

types of evaluations, such as task and contextual performance reviews.  

 

Another important aspect of the research was to implement a ‘balance’ to the 

measurement system as made popular by the balanced scorecard. To adhere to this 

principle, the parent company was divided into three perspectives, management, 

financial and human resources. This would give the measurement system a holistic 

view about the expatriate and their individual performance. The management 

perspectives aim was to incorporate the control, coordination and daily operation 

aspects of the expatriate’s responsibilities. The financial perspective looks at the 

monetary aspect of the expatriate’s work and finally, the human resource perspective 

looks at the human resource services the organization supplies as well as the 

individual happiness of the employee. Focusing on these three perspectives and the 

literature available on performance measurement systems, a checklist of five items 

was designed to encompass the parent company’s point of view. They include a task 

and contextual performance evaluation by the supervisor and a performance 

evaluation by a host country national (subordinate or peer), which falls into the 

management perspective category. The next item is a hard target financial measure 

and to measure the human resource aspect, the cross-cultural adjustment and 

premature return intention of the expatriate were incorporated. With a checklist of 

items to analyze the research with, the next step was to systematically review the 

literature.  

 

The methodology used in this study is a systematic review of empirical studies and 

an analysis of the methodology and content. Since the aim of the study was to 

critically analyze the current methodology used to measure expatriate performance, 

the logical place to retrieve the information on how performance is measured is from 
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the empirical studies conducted in the last decade. According to a set of protocols, 

constraints and search variables that were carefully thought out and put in place, the 

initial electronic search yielded 169 articles. The first step of the analysis process 

was to eliminate all non-empirical studies and studies that did not measure expatriate 

performance. After this elimination stage, there was 36 articles left that fit into the 

assigned criteria and could be analyzed further. An analysis of the article objectives, 

research methodology and results was then conducted.  

 

According to the results of the analysis the articles were place in three different 

groups based on how they measured the performance of expatriates. The three 

methods were a self-assessment by the expatriate, a supervisor review and thirdly, a 

host country national evaluation. The first group consisted of 19 articles and covered 

a broad range of topics. The underlying theme was the reliance on a self-evaluation 

of job performance by the expatriate. A self-reporting bias may have skewed the 

results of these studies. In the studies, both the independent and dependent variable 

came from the same source. While some of the studies did incorporate additional 

variables, such as cross-cultural adjustment or premature return intention, a large 

percentage relied solely on a self-assessment of job performance to determine 

whether or not the expatriate assignment was a success. This limited view on 

expatriate performance is a noticeable gap in the research.  

 

The next group of articles included those that utilized a supervisor evaluation of the 

expatriate’s job performance. It is a vast improvement on a self-evaluation because it 

adds an additional source of data. The supervisor is also very aware of the specific 

tasks and responsibilities the expatriate has while on assignment, because in most 

cases they are the ones assigning them. The supervisor is an excellent source of data 

to rate whether or not the expatriate has accomplished their goals. There are, 

however, also a few potential downfalls. In some cases, the supervisor of the 

expatriate was located at the home country organization. This brings into question, 

just how well did they understand the performance of the individual without the 

privilege of viewing them work on a daily basis.  

 

The third and final group shared the commonality of a host country national 

evaluation. Superiors, co-workers and subordinates completed these assessments. 
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The common trait was that they all witnessed the expatriate on a daily basis and this 

is a significant advantage to evaluating the contextual factors that may not be visible 

from the home country. In summary, each of these groups presents advantages and 

disadvantages to measuring expatriate performance. Put together, they would 

incorporate a holistic view of the expatriate’s performance. A supervisor and host 

country national evaluation would fulfil the 360-feedback assessment criteria and 

give the expatriate valuable input. A task and contextual review takes into 

consideration both the expatriates role and situational factors. The financial measure 

gives the organization a hard line to measure performance and the human resource 

aspects help further develop support services and the selection process to avoid 

similar mistakes again. Together they encompass a thorough look at the expatriate’s 

performance. There were a handful of studies that satisfied three out of five items on 

the checklist. It is important to note that not a single study used a financial measure 

to evaluate performance.  

 

According to the systematic review and analysis of content, the answer to the 

research question is that the current criterion used by researchers does not meet the 

objectives outlined by parent company’s point of view. The research studies have 

brought forward the understanding of expatriates and gave us incredible insight into 

the unique elements of an international assignment, but there seems to be a slight 

disconnect in the measurement of expatriate performance to the parent company’s 

objectives for the assignment.  

 

According to the studies analyzed that have originated in the past decade, the 

majority of the researchers utilized criteria used to measure expatriate performance 

that is not adequate according to the parent company perspective. There were too 

many gaps between what the organization expects and what is currently being 

measured. Not a single study used a financial target or measure to rate the expatriate. 

Organizations invest lots of time and money into expatriates and as with any other 

investment, the return is important. A domestic employee leading a team or division 

will have their performance rated on how well that division or team performs 

financially. For example, revenue, cost decrease, net profit and many other financial 

measures can be used. In many cases, executives and managers have their bonuses 

tied to a financial target or goal related to their specific work. This same principle is 
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applied to expatriates in certain positions. A financial return and measurement is very 

important to many organizations and this glaring absence must be rectified. It must 

also be mentioned that many of the studies were of qualitative nature, therefore a 

financial return was not of upmost importance for the objective of the studies. That 

being said, it should be considered whether future studies could benefit from such a 

measurement criteria and how it could bring forward the relevance of the research in 

the parent organizations frame of mind.  

 

Studies must utilize multiple sources of data to assess the different aspects of the 

expatriate’s performance to achieve a balanced evaluation. While some studies are 

moving in the right direction and are explicitly mentioning the shortcomings of 

previous research, there are still an overwhelming number of studies that did not 

satisfy a single item on the checklist and only utilized a self-evaluation of job 

performance. A self-evaluation of performance is potentially biased and can 

potentially skew the results of a study depending on the measures taken by the 

researchers to combat it. Supervisors, host country nationals and even spouses can be 

approached to corroborate the expatriate’s answers and accurately rate their job 

performance. If the research is to be of any use to the organizations that employ 

expatriates, changes must be made to address their needs and point of view. This, of 

course, will require cooperation on their behalf. Supervisor ratings and host country 

national reviews are not easily attainable without additional resources and help from 

the organizations.  

7.2 Theoretical and Managerial Implications 

The theoretical implications of this study are twofold. First, it has implications on the 

past research and secondly, on future research to be done on the topic. The first 

implication is related to all the past studies completed on expatriates. The past 

research on expatriates has given great insight and understanding into expatriates, the 

expatriation process and the various key elements related to an international 

assignment, but falls short when looking through the parent company’s point of 

view. More specifically, for many of the studies that measure expatriate performance 

it is important to realize the possible deficiency related to how they measure the 

performance of an expatriate. As this study showed, many of the methods used to 
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measure expatriate performance due not meet the basic standards of the parent 

company’s point of view. In most cases the parent organization was not involved in 

the measurement of job performance, even though they are the ones responsible for 

outlining the tasks and responsibilities of the expatriate. A heavy emphasis was 

placed on self-evaluation rather then peers and supervisors. There was a neglect of 

any financial instruments and the evaluations were in most cases very simple and did 

not address wide or balanced look at the expatriate’s performance. This does not 

mean all studies measuring the performance of an expatriate failed and their results 

are void. What this does entail, is a possible bias in the measurement of job 

performance and consequently, potentially skewed results. Many of the studies do 

realize and attempt to account for this bias by randomly assigned the questions and 

adding additional variables. Unfortunately, not all the studies do even that much. 

Those studies in particular should be carefully considered if they meet the 

requirements for whatever purpose they are analyzed for. The theoretical 

implications are a clear research gap that must be addressed and explored to make 

the research more practical and useable to organizations and managers. 

 

For future studies, researchers must be made aware of the gap in the current research 

and move to improve their measurement criteria. Researchers need to add new 

sources of data, whether it is supervisors, co-workers or subordinates and incorporate 

new criteria, such as financial targets. This will give the study a much more complete 

and balanced view on expatriate success. An ideal solution is a universal framework 

to measure expatriate performance that would satisfy all the primary stakeholders. 

Currently, the research revolves around the expatriate’s own perspective; how they 

adjust, how they think they perform, how they feel, etc. and not that of the parent 

company who invests to make the assignment even possible. A shift must be made to 

include their viewpoint.  

 

There are many managerial implications from this study. First and foremost, the 

identification of such a research gap brings to light the need for organizations to 

work together with researchers to rectify the situation. There is a substantial need for 

organizations and managers to work together with researchers to help create more 

comprehensive studies that can potentially improve the organization’s management 

of expatriates. The incentives are easily justifiable for the organizations because 
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expatriates are the most expensive type of staffing option they have and there is a 

large portion of these expatriates that are unsuccessful in the execution of their tasks 

and consequently cost the corporations thousands of dollars.  The motives and 

resources are there; they just need to be linked together now. Once a universally 

accepted framework is achieved, it can also be brought into practice at the 

organization level as well because many corporations still use the same measurement 

system for their domestic and international employees. Being able to measure and 

value expatriates and international assignments are great benefits to organizations 

that are struggling to obtain value from these same assignments. Future decisions 

about staffing options, selection criteria, pre-departure training and support services 

are easier with more accurate information about expatriate performance. The 

expatriate’s themselves can also benefit from a universal performance framework, 

because it will take into consideration the challenges they face on international 

assignment that are not captured in a normal domestic performance evaluation. This 

can lead to more constructive feedback about their performance, improved career 

opportunities and in some cases, higher financial reward for their achievements.  

7.3 Limitations 

This study is not without limitations. First and foremost, this systematic review 

utilizes the empirical research of other studies and does not have any original data or 

statistics. The original researchers addressed any potential bias in the collection and 

analysis of empirical data. To minimize the possible effect, the selection criteria of 

the systematic review included parameters such as only peer-reviewed studies and 

articles published in academic journals. The aim of this was to eliminate any studies 

or articles that did not meet the upmost standard of empirical research.  

 

The possible limitations of a systematic review are selection, database, publication 

and duplicate bias (Sinha & Montori 2006). Selection bias refers to the selection 

criteria used in the article search. For this study, the keywords used were designed to 

include any and all studies that had any relevance to the topic, therefore making it as 

‘open’ as possible. Database bias refers to the selection of databases from which to 

conduct the electronic search. To account for this possibility, two databases were 

used that included many different sources. Expatriates is a business term, therefore it 
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was decided to stay within the confines of business and international business 

databases. Publication bias brings to the light the question of how valuable and valid 

is information not published in academic journals. As mentioned earlier, conference 

papers, book reviews and dissertations were excluded from the search. Based on the 

need for valid and thorough methodology to be used in the articles, it was decided to 

forgo any material not published and minimize other potential biases instead. The 

final limitation is the duplicate bias. This entails the republication of the same 

empirical study in different forms. This was a relevant and noticeable limitation in 

this study. There were a number of articles that were based on the same empirical 

data. Due to the lack of statistical analysis and more focus on the content, those 

articles were not eliminated. A point was made to mention all studies that shared the 

same authors in the analysis section of this study. 

7.4 Suggestions for Future Research 

Simply stated, future research should focus on limiting the potential bias from self-

evaluation of performance when examining expatriates. Multiple sources of data and 

a more complex measurement criterion will increase the relevance and validity of the 

results they achieve. Another potential research area is the creation of a universally 

accepted measurement framework for expatriates. This framework needs to take into 

consideration the specific challenges expatriates face during an international 

assignment as well as the parent company’s perspective. There is a need for this 

framework from not only a research perspective, but also on the organizational level. 

Firms would benefit from such a framework and utilize it to make better-informed 

decisions going into the future.  
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Task and 
Conceptual 
Review by 
Supervisor 

Performance 
Review by 

Host County 
National 

Financial 
target/goal 

Cross-
cultural 

adjustment 

Premature 
Return 

Intention 

Self-
assessment 

of 
performance 

1 Bhatti et al. 2012  x     
2 Chung & Chen 2012      x 
3 Bruning et al. 2012    x  x 
4 Ramalu et al. 2012    x  x 
5 Ramalu et al. 2011    x  x 
6 Wu & Ang 2011    x x x 
7 Pattie & Parks 2011 x   x x  
8 van Bakel et al. 2011    x x x 
9 Ramalu et al. 2010      x 

10 Rose et al. 2010      x 
11 Downes et al. 2010    x  x 
12 Chen et al. 2010 x   x   
13 Shih et al. 2010 x      
14 Templer 2010  x  x   
15 Lee & Sukoco 2010    x  x 
16 Selmer et al. 2009      x 
17 Takeuchi et al. 2009 x      
18 Chiu et al. 2009      x 
19 van de Heijden et al. 2009      x 
20 Li & Rothstein 2009      x 
21 Carraher et al. 2008 x     x 
22 Connerly et al. 2008 x      
23 Liu and Chin 2007      x 
24 Paik et al. 2007      x 
25 Shay & Baack 2006  x    x 
26 Fernandes & Awamleh 2006      x 
27 Erbacher et al. 2006      x 
28 Shaffer et al. 2006  x  x x x 
29 Liu & Shaffer 2005    x  x 
30 Takeuchi et al. 2005 x      
31 Gabel et al. 2005 x   x x  
32 Holopainen & Bjorkman 2005 x     x 
33 Harrison & Shaffer 2005  x  x x x 
34 Shay & Baack 2004  x    x 
35 Fisher & Hartel 2004  x    x 
36 Sinangil & Ones 2003  x    x 

        
 Total 9 8 0 14 6 27 
        
 Percentage 25.00% 22.22% 0.00% 38.89% 16.67% 75.00% 

 


