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Part One: Global Workforce and Staffing

1. Global Workforce
1.1. Type of Global Workforce

The extentofthe firm’sinternationalization andits degree of centralization or
decentralization affectsits philosophy regarding the nationality of its international
managers. In General, there are three types of global workforce as Parent-country
nationals (PCNs), Third-country nationals (TCNs) and Host-country nationals (HCNSs)
classified by theirsource (Whereto find).

Human Resource Activities
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Global Workforce

Source: industryplayer.com

1.1.1. Parent-country nationals (PCNs)-Citizens of the organization's headquarters
country who reside and work abroad with the intentofreturningto thehome
country.

1.1.2. Third-countrynationals(TCNs)-Employeeswhoare citizensof countries other
than where they work orwhere the organization’sheadquartersresides.

1.1.3. Host-countrynationals (HCNs)orlocalnationals-Employeesworkingintheir
own country.



1.2. Advantages and Disadvantages of using PCNs, HCNs or TCNs

Regardingthesethreetypes,wewouldsaythatnone ofthe optionsiswithoutits
disadvantages. Some of the most frequently mentioned advantages and
disadvantagesofusingPCNs,HCNs or TCNs are summarizedin followingtable:

Advantages and disadvantages of using PCNs, HCNs or TCNs

 Familiarity with the home office’s
goals, objectives, policies and
practices

* Technicaland managerialcompetence

» Effectiveliaisonand communication
with home-office personnel

* Familiarity with the socioeconomic,
political and legal environment and
withbusinesspracticesinthehost
country

* Lower costincurred in hiringthemas
comparedto PCN and TCN

* Provides opportunities for
advancementandpromotiontolocal
nationals and, consequently increases
their commitment and motivation

« Difficulties in adapting to the
foreign language and the
socioeconomic, political, cultural
and legalenvironment

* Excessive cost of selecting, training
and maintaining expatriate
managers and their families
abroad

* The host countries’insistence on
localizing operations and on
promotinglocal nationalsintop
positionatforeignsubsidiaries

* Family adjustmentproblems,
especially concerning the
unemployedpartnersofmanagers

« Difficulties in exercising effective
control over the subsidiary’s
operation

« Communication difficultiesin
dealing with home-office
personnel

* Lackofopportunitiesforthe home
country’s nationalsto gain
international and cross-cultural
experience



* Respondseffectively tothe host
country’s demands for localization of
the subsidiary’soperation

» Perhapsthe bestcompromise * Host country’s sensitivity with
betweensecuringneededtechnical respectto nationals of specific
and managerial expertise and countries

adapting to a foreign socioeconomic

_ * Local nationals are impededin
and cultural environment

theireffortsto upgrade theirown

* TCNsareusuallycareerinternational ranks and assume responsible
businessmanagers positions in the multinational
subsidiaries

» TCNs are usually less expensive to
maintainthan PCNs

* TCNs may be betterinformedabout
the hostenvironmentthan PCNs

Source:Reiche,S.&Harzing, AW.(2009). International Human Resource Management,
London: Sage Publications

1.3. RegiocentricStaffing

MNCs following an ethnocentric staffing policy would appoint mostly parent country
nationalstotoppositionsattheirsubsidiaries,while MNCsfollowingapolycentric
staffingpolicywouldprefertoappointhostcountrynationals(HCNs).Firmswitha
geocentric staffing policy would simply appointthe bestperson; regardless of his/her
nationality and that could include third country nationals (TCNs), nationalsofa
country otherthan the MNC’s home country and the country of the subsidiary.
Researchersdefinedafourthapproach, whichtheycalledregiocentric.Inthis
approach, managers are transferredonaregional basis, such as Europe, anditoften
formsamid-waystationbetweenapurepolycentric/ethnocentricapproachanda
truly geocentric approach. It is important to note that these staffing policies apply to
key positionsin MNC subsidiaries only. Although some PCNs or TCNs might still be
found at middle management, MNCs normally appoint host country managers at this
and lowerlevels.
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1.4. Other Global Workforces
Other than above three types of global workforce, there are several types emerging:

1.4.1. Expatriatesof hostcountry origin/returnees— Permanentresidentofthe
parentcountry butbelongs to ethnicity ofthe host country and is hired and/or transferred by
the parent country organization tothe hostlocation ona temporary assignment or
permanent transfer.

1.4.2. Foreignexecutivesinlocal organizations—Foreignindividualsattheexecutive
levelwhoholdlocal managerial positions supervisingHCNsin local organizations
where these organizations have theirheadquarters.

1.4.3. Localized expatriates —Expatriates that originate froma home-country and are
localized in the host-country.

2. International Assignments

The general topics of staffing with international assignments include Expatriation,
Repatriation and Inpatriation.

Expatriation

Repatriation Inpatriation
Home toHost «Host toHome «Hostor Third to HQs

«Any person who lives and
works outside the country
of which he/sheis a citizen

-Expatriates return to their -Personswhoworkin the
place of origin/or hgme country.and are
citizens of a different
country

citizenship.

«Includes home-country
nationals, third-country
nationals, and inpatriates

-Multiculturalism
-Career opportunities

N O

International Assignments

L —

International Assignment Types

Briscoe & Schuler (2011). International Human Resource Management.

2.1. Expatriation

Expatriationhasbeen historicallyviewedasthe processofmoving fromthe parent
company or headquarters to foreign subsidiaries or “overseas”operations. However,
expatriationmightbetterbe viewedasthe processof moving fromone countryto
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another while staying in the employment of the same firm.
2.2. Repatriation

Repatriation is the opposite of expatriation that involves the move of the
international assignee backtothe parentcompanyand country fromthe foreign
assignment. For many expatriates, the move “back home”is even more difficult than
the original move overseas.

2.3. Inpatriation

Inpatriation means anemployee (HCN or TCN) who isrelocated from a foreign
subsidiaryorjointventuretothe parentcompany. Thispostingisusuallyfora
relatively shortperiodoftime (onetotwoyears)andisforthe purposeofteaching
the subsidiary orinternational jointventure employee aboutthe products and
culture of the firm from the perspective of headquarters. Alternatively, increasingly it
could beto fillafunctional ortechnicalneedfora limited period of time orto serve
on a multinational team for a specified period oftime.

3. Type of Assignment
3.1. International Assignees or Expatriates
Anyone posted to a foreign assignment.
3.2. Domestic Internationalists

People whotypically live intheir home countries but who regularly commute to
specificforeignlocalesto perform some aspect of their work.

3.3. Employeeson long-term business trips
The international assignees take ad hoc international trips.
3.4. Assignees onshort- term foreign postings

Assignmentsthatlastlessthan one yearand increasingly usedas a substitute for
more expensive longer-terminternational assignments.

3.5. Assignees onintermediate-term foreign postings

Thesearethetraditionalexpatriatewhoareassignedfromtwelvetothirty six
months.

3.6. Assignees onlong-termforeign postings

This type of assignment tend to be assigned greater than thirty-six months up to five



3.7.

3.8.

3.9.

3.10.

3.11.

3.12.

3.13.

3.14.

3.15.

13

years.
Permanenttransferees

The situation where a personin the previous category is converted to permanent
local status.

Permanent cadre
International employees who spend theirwhole careers in overseas assignments.
Local hires

Alsoknown as host-country nationals, these employees are hired forjobs in their
own country.

International transferees

Peoplewhoaremovedfromoneforeignsubsidiarytoanother, butwhomaintain
theirhome bases and usually return after such assignmentsto theirhome offices.

Immigrants

Theymay betraditional TCNsor hiredby parentfirmtoworkinthe parentcountry or
for six-month totwo-yearinternships.

Repatriates or Returnees

Theseareemigrantswhoare hiredtoreturntotheirhome countries. Thistermis
usedas “Boomerangs”in Japan.

Inpatriates

Employees broughtin from another country to work in the headquarters country for
a specified period.

Outsourced employees

Workforce outside an organization paid for their services by an independent company
thatassumes full operational responsibility forthemthrougha contract with the
organization.

Virtual International Employees (IES)

Thisisasituationwhereallormostofthewokis performedacrossbordersvia
electronic media.
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3.16.

3.17.

Commuterassignment

An employee who lives in one country works in another country by regularly
commuting across borders (usually weekly orbiweekly)to performdifferentaspects
of his or her job while the family remains athome.

Sequential

Assignees who commute fromthe parent company to a workplace in another country
for a specified short duration and then return home for a break are referred to
sequential orrotational.

International commuters (sequential)
Long-termbusinesstrips

Muitinig Boomerangs
| Just-in-timeassighees
Multiple: *  Qutsourced
éafgééﬁlés == . Virtualexpatriates
categories « Retirees
Host-country
Hostzcountry HCN
natlona\ ’ . i
nationafs Localhires
Parent-country * Internationaltransferees
Third—gounltry FJE".ﬁ';égi%ncaq)s"mt"}’ —
nationals natianals . . .
T\"lII'CE-"":UHU’}-‘ aia\\es + Domesticinternationalists
nationals PCN * Short-termforeign assignees
* Intermediate-termforeign assignees
TCN +  Long-termforeign assignees
* Permanenttransfers
* Permanent cadre
Pt ° Returnees

Second-generation expatriates
" Immigrants Reward or punishmentassignees
* Internship

* Self-initiated foreign work experience

Type of Assignment

Briscoe & Schuler (2011). International Human Resource Management

4. International Assignee Allegiance

4.1. Homebound

Homeboundinternationalassigneesmaynotcompletelyassimilateintothelocal
culture or local operation. Their allegiance is to their home country. They will
implementpoliciesfromtheirhome country or headquarterswithoutreservation
and may struggle to achieve the proper balance between globalintegration andlocal
differentiation.
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4.2. Dual citizens

Dual citizens probably experience the potential conflict between global integration
and local differentiationmostintensely because they see the value of both
perspectives and both approaches and their allegiance tothe needs of both entitiesis
strong. Theycontinuallyseektofindtherightbalanceforeachissueandareusually
good at compromise and facilitation.

4.3. Free agents

Freeagentsaremore committedtotheirpersonalcareersthantothe organization.
Asinthesportsarena,the freeagentplaysfortheteamwiththe greatestneedorthe
one thatrepresentsthe bestopportunity. Free agentsare more likely thanother
international assignees tofind another international job once the presentassignment
is completed.

4.4. Go native

Assigneeswho"gonative"developstrongallegiancesandbecome closely attachedto
thelocaloperation,fullyembracinglocal customs,waysofdoingbusiness, etc.In
selected situations, they may choose (orindicate a very strong preference for) local
responsivenessandmodifying policyandprocedure based onlocal needs. Because

these individuals are strong advocates who will challenge the headquarters policies

and recommendationsif necessary, they often earn a great deal of respectfrom the
host country employees and staff.

4.5. Successful International AssignmentPlan

Despite the good intentions of most planning for international assignments, research
showedthatseveralassignmentsreduceratherthancreate organizationalvalue.
Here are helpful suggestionsforachieving effectivenessinthe management of
international assignmentplanning:

¥" View international assighments as a process, not an activity.

¥v" Recognize and consider all dimensions of the international assignment

experience.
Conduct thorough and professional assessments of candidates.
Establish and maintain realistic expectations.

Provide culturaltraining.

S N S

Provide well planned, ongoing training and support.
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¥" Plan, prepare for, and support repatriation with the same care as expatriation.

¥" Address problems quickly, thoroughly, and responsively.

¥v"  Link global mobility policy to the organization's culture and general practices.
7. Global Staffing

Global staffing is the HR function that identifies staffing needs throughout a global
enterprise and then recruits, selects, and deploys worldwide talent resources to meet
those requirements. Similar to domestic workforce planning, a gap analysis must compare
global requirements to present skill and competency levels and identify the need for

additional or new staffing resources.

5.1. Global StaffingPlan

511 Focuseddirectly on achieving elements of the global HR strategy while indirectly
supporting the organizationalstrategy.

512. Targeted on specific, short-term, and often country-specific objectives, as
opposed to long-term and global strategicones.

513. Responsive torapid changes in local country environments, as opposed to
changing only as organizational strategicgoals change.

514. Implemented primarily by country-level managers

5.2. Tactical Staffing Plan

521 Statement of purpose: Documents the previous components of the global
staffing plan, and establishes the goals and targets for the remainder of the staffing
plan.

522. Stakeholders: Identifies key decision makers and others who should be involved
in the development of the plan.

523. Activities and tasks: Describes the activities and tasks that need to be carried
out and the time line for completion, while notes relationships between activities,
tasks, and deliverables.

524. Team members: Identifies all the people who have been assigned or who have
volunteered to work on specificactivities, tasks, and deliverables.
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525. Resources: Documents financial and nonfinancial resources required for
implementation.

526. Communication plan: Notes specific tactics and responsibilities for
communicatinginitial details about the plan as well as monitoring the plan and
soliciting ongoing feedback.

527. Continuous improvement: Sets up a process to review the extent to which
tactical objectives are achieved and identifies ways to continuously improve the plan.

5.3. Beat BrainDrain

The movement of skilled workers internationally represents “brain gain” for the
countries that reap their skills and experience and brain drain for their countries of
origin. On the brain gain side of the divide, countries increasingly are looking to
position their immigration policies to attract the types of international workers and
students whose skills they desire. On the “brain drain” side, the development impacts
of losing educated workers are being assessed in immigrant-sending and receiving
countries alike as the research presented here shows.

Brain circulation is an alternative model to the idea of brain drain. The concept of
"brain drain" gained popularity as skilled labor from certain countries emigrated to
other countries in search of better opportunities. In India for example, one witnessed
large-scale emigration of engineers from its premier engineering institutes called IIT
(Indian Institute of Technology) in the sixties, seventies and eighties. The late nineties
and the early years of the 21st century however saw large numbers of these
emigrants returning to India as prospects in India improved markedly, brought on by
important economic reforms initiated in the early nineties. Brain circulation can thus
be defined as the circular movement of skilled labor across nations. In cases like
Taiwan, China, and India, countries have profited enormously from brain circulation,

while in others, brain circulation does not seem to happen in a significant way.

Shifting demographics are starting to reshape the workforce. As Baby Boomers retire,
in most developed markets, there will simply be fewer people of working age to fill
positions. Not only is the pool of locally available replacement talent shrinking,
competition for their talent is on the rise. The people shortage is exacerbated by the
lack of growth in graduates with Science, Technology, Engineering and Maths (STEM)
degrees. This is happening at a time when, due to rapid advances in technology, the
demand for these skills in the workplace is on the rise.
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At the same time, businesses are also finding that the leadership and experience of
the Baby Boomers are being sorely missed. As they leave the workforce, Boomers are
taking decades’ of knowledge with them, while younger generations have oftenyetto
build up the experience and leadership skills needed to maintain successful

businesses.

Therefore, talent shortages are likely to remain a feature for years to come. Ensure
your business has the qualified staff and skillsets needed by adopting a long-term
program for attracting, training and developing the people who will drive its success
over thelong-term—notjustforthisyear'sneeds, butfor five totenyears’ time.
There are a few things global organizations should consider to help with their long-
term talent needs:

531 Establish apprenticeships

Not only does on the job training help you cultivate the skills your business will need,
it can help promote loyalty and long-term engagement. With training and career
development opportunities strong pull factors for modern workers — especially from
younger generations — making training an ongoing part of your business from the
early stages of employees’ careers canbe a powerful proof pointin your commitment
to employee development.

532. Work with schools

Encourage changes in the educational system that support the development of
needed skill sets in the long term. Ensure students are made aware of career
opportunities in your industry, and the true value and potential that a career with

your organization can bring.
533. Committo workforce diversity

Women and minorities still have significant under-representation within the
managerial ranks of many industries. Organizations should be reaching out to qualified
minorities not just because practicing equality in the workplace reaffirms your
business’s commitment to fairness, but because diverse workforces are a proven
driver of innovation. Not are organizations with greater gender equality proven to
perform better, but being seen as promoting gender equality in the workplace can be
a powerful attractor for talent.

534. Globalize yourhiring
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Developing countries around the world are producing well qualified staffing for
accounting, data analysis, and other financial services, while in healthcare a majority
of newly qualified healthcare professionals including nurses and general practitioners
are graduating from schools in these countries. In a globalized world, the competition
for talent is also increasingly global — so you increasingly need to look where the
talent is, not just where you would like it to be.

6. Global Staffing Approaches

Approaches to staffing in international HR management though the general aim of any
recruitment policy is to select the right people for the right task at the right time, the HR
department of international companies may adopt one of the following specific
approaches available for recruiting employees for global operations.

Geocentric staffing approach is used
when companies adopt a
transnational orientation. It is best
used when companies need the
best personnel to work at subsidia

Regiocentric staffing policy involves
hiring and promoting employees
based on specific regional context
where subsidiary is located.

Regiocentric

____________________ >

Polycentric is the policy involved
hiring and promoting employees
who are citizens of the host
countries that the subsidiary is
operated.

Ethnocentric staffing is generally
adopted by headquarters by
sending employees from the home
or parent countries to the host
country.

Global Staffing Approaches

Source: Briscoe & Schuler (2011). International Human Resource Management.

6.1. Ethnocentric approach

When a company follows the strategy of choosing only from the citizens of the parent
country to work in host nations, it is called an ethnocentric approach. Normally,
higher-level foreign positions are filled with expatriate employees from the parent
country. The general rationale behind the ethnocentric approach is that the staff from



20

the parent country would represent the interests of the headquarters effectively and
link well with the parent country. The recruitment process in this method involves four
stages: self-selection, creating a candidate pool, technical skills assessment, and
making a mutual decision. Self-selection involves the decision by the employee about
his future course of action in the international arena. In the next stage, the employee
database is prepared according to the manpower requirement of the company for
international operations. Then the database is analyzed for choosing the best and
most suitable persons for global assignments and this process is called technical skills
assessment. Finally, the best candidate is identified for foreign assignment and sent
abroad with his consent. The ethnocentric approach places natives of the home
country of a business in key positions at home and abroad.

Ethnocentric predisposition is a nationalistic philosophy of management whereby the
values and interests of the parent company guide strategic decisions:

611 Headquarters country personnel manage all operations.

6.1.2. Home staffing policies are replicated in countries.

6.13. Talentskills transfer essentially one-way.

6.14. Rotate coaches into countriesto develop talent.

6.15. Require returning personnel to bring back lessons learned.

6.16. Refine talentacquisition policies to reflectlocal country input.

6.2. Polycentricapproach

When a company adopts the strategy of limiting recruitment to the nationals of the
host country (local people), it is called a polycentric approach. The purpose of
adopting this approach is to reduce the cost of foreign operations gradually. Even
those organizations which initially adopt the ethnocentric approach may eventually
switch over to the polycentric approach. The primary purpose of handing over the
management to the local people is to ensure that the company understands the local
market conditions, political scenario, cultural and legal requirements better. The
companies that adopt this method normally have a localized HR department, which
manages the human resources of the company in that country. Many international
companies operating their branches in advanced countries like Britain and Japan
predominantly adopt this approach for recruiting executives lo manage the branches."
The polycentric approach uses natives of the host country to manage operations in
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their country and natives of the parent country to manage in the home office.

Polycentric predisposition is a philosophy of management whereby strategic decisions
are tailored to suit the cultures of the countries where the MNC operates:

621 Headquarters country personnel have little impact on other countries.
622. Talentacquisition policies are unique to each country.

623. Little cross-border movement of talentand skills occurs.

624. Encourage cross-border knowledgesharing.

6.25. Encourage tradingcomplementary talent between countries.

626. Develop common processes where similarities exist.

6.3. Regiocentric Approach

Company's international business is divided into international geographic regions. The
regiocentric approach uses managers from various countries within the geographic
regions of business. Although the managers operate relatively independently in the
region, they are not normally moved to the company headquarters.

The regiocentric approach is adaptable to the company and product strategies. When
regional expertise is needed, natives of the region are hired. If product knowledge is
crucial, then parent-country nationals, who have ready access to corporate sources of
information, can be brought in.

One shortcoming of the regiocentric approach is that managers from the region may
not understand the view of the managers at headquarters. Also, corporate
headquarters may not employ enough managers with international experience. The
regiocentric approach places managers from various countries within geographic
regions of a business.

Regiocentric predisposition is a philosophy of management whereby the firm tries to
blend its own interests with those of its subsidiaries on a regional basis:

63.1. Employees circulate within regions, with a focus on regional business results.

632. Talentacquisition policies are developed and coordinated within regions.
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633. Talentand skills are developed within regions, with minimal inter-region
transfer.

634. Support succession planning among selected regions.

635. Encourage cross-region knowledgesharing.

636. Encourage trading of complementary talentacross regions.

63.7. Develop global approaches where a business case is strongest.

6.4. Geocentric approach

When a company adopts the strategy of recruiting the most suitable persons for the
positions available in it, irrespective of their nationalities, it is called a geocentric
approach. Companies that are truly global in nature adopt this approach since it
utilizes a globally integrated business strategy. Since the HR operations are
constrained by several factors like political and ethnical factors and government laws,
it is difficult to adopt this approach. However, large international companies generally
adopt the geocentric strategy with considerable success.

For international recruitment, especially on foreign soil, organizations generally use
manpower agencies or consultants with international connections and repute to
source candidates, in addition to the conventional sources. For an effective utilization
of the internal source of recruitment, global companies need to develop an internal
database of employees and an effective tracking system to identify the most suitable
persons for global postings. The geocentric approach uses the best available managers
for a business without regard for their country of origin.

Geocentric predisposition is a philosophy of management whereby the company tries
to integrate a global systems approach to decision making:

641 Employeescirculate throughout the global organization.

64.2. Talentacquisition policies maximize long-term strength of the global

organization.

643. Talentand skills are deployed globally to achieve global goals while meeting
local requirements.

644. Evaluate and refine global talent acquisition processes based on organizational
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impact.
645. Adjustthe global talent acquisition planto reflect changing global requirements.
646. Leverage localtalentand tools for cost-effective global talent acquisition.

7. Alternative Global Staffing

We have seen that international transfers can fulfill a number of very important functions
in MNCs. Unfortunately, there are increasing signs that barriers to mobility — especially the
issue of dual-career couples — are becoming more and more important, leading to a
decline in the willingness to accept an assignment abroad. In addition, sending out
expatriates can be very costly. Increasingly, companies are therefore looking for
alternatives to global staffing.

Alternative staffing strategies are defined as employer-employee relationships that depart
from traditional, full-time, long-term, in-house employment arrangements. While
alternative methods are not new, they are becoming increasingly popular because of the
advantages they hold for both employees and employers. Alternative staffing methods
allow employers the flexibility to respond to fluctuations in the business climate while
protecting the job security and morale of their regular, full -time work force. We discuss
other type of global staffing as follows:

7.1. Inpatriate assignments

One alternative to expatriation is inpatriation, which involves the transfer of
subsidiary managers to the HQ for a specific period of time. This would allow key
subsidiary managers to get to know the workings of the parent company and build up
informal communication networks. It also allows the HQ to inculcate the subsidiary
managers into the corporate culture in a more direct way than would be possible by
the transfer of expatriates.

Inpatriation is also a useful option if tacit knowledge needs to be transferred from
subsidiaries to the HQ and it has the added advantage of exposing parent company
managers to an international perspective.

However, inpatriates have to cope with many of the same problems as expatriates,
such as repatriation, and, as described above, in other cases even encounter
additional problems such as increased adjustment pressures. It is therefore unlikely
that they will ever completely replace expatriates.
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7.2. Short-termassignments

The literature commonly refers to short-term assignments as postings between 1 to
12 months in length. In contrast to traditional expatriate or Inpatriate assignments,
the assigned manager is usually unaccompanied by his/her family, thereby avoiding
the disruption of relocating entire families. Moreover, selection and preparation
procedures for short-term assignments tend to be more informal and ad hoc.

Short-term assignments are particularly useful when specific skills need to be
transferred, for example in the scope of multinational project work, or particular
problem-solving needs arise. Apart from the increased cost effectiveness, short-term
assignments also require less bureaucratic effort and can be executed in a more
flexible and timely manner. At the same time, research has highlighted that short-
term assignees may fail to develop effective relationships with local colleagues and
customers while also facing increased risks of marital problems.

A related but even more temporary staffing option is the use of business trips that
may last from a few days to several weeks. These transfers are also frequently referred
to in the literature as international business travel or frequent flyers assignments,
thereby characterizing work arrangements in which international travel forms an
integral part.

Frequent flyer trips are useful for conducting irregular specialized tasks such as annual
budgeting meetings or for maintaining personal relationships with key colleagues and
customers in the host country. Finally, companies make increased use of commuter
and rotational assignments. Whereas the former refers to a work arrangement in
which the individual commutes from his/her home unit to a foreign unit on a weekly
or bi-weekly basis, the latter concerns alternations of intensive work postings abroad
and prolonged periods of leave, as common on oil rigs. Given the increased levels of
stress associated with these assignment types, they are unlikely to be maintained over
an extended period of time.

7.3. Self-initiated assignments

While the traditional view of international assignments has been to focus on the
employing organization to initiate the transfer, a growing number of assignees make
their own arrangements to find work abroad, facilitated by the introduction of free
movement of labor in the European Union and other economic regions. In contrast to
the aforementioned types of assignments, these so-called self-initiated assignees are
employed on local work contracts. A research identified a series of distinct
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characteristics of self-initiated assignments compared to traditional expatriation:
731. Be slightly younger, single and female.

732. Work fororganizations with a lower focus on international business activities, at
lower hierarchical levels and on more temporary contracts than expatriates.

733. Be motivated to move abroad due to an interestininternationalism and poor
employment situations athome.

734. Receive norepatriation promises and see their relocation as a more permanent
move.
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Part Two: Global Assignment and Mobility

1.

Purpose of Global Assignment

Researchers have shown that the reasons why expatriates are sent on assignment may
have an impact on job performances, adjustment and roles performed although it is
important to note that many assignments generally have more than one rationale while
there may be few ‘pure’ cases whereby assignments have a singularpurpose. Generally,
there are three key motives for utilizing international transfers:

Firstly, when qualified local country nationals were not available, particularly in
developing countries, expatriates were used to fill positions.

Secondly, organizations use international assignments (lAs) as a means of developing
individual employees. This type of assignment is aimed at developing the global
competence of the individual manager and indeed organizations utilizing this type of
assignee are likely to do so regardless of the competence of employees in the host

environment.

Finally, IAs could be utilized as a means of organizational development. In this instance 1As
are used to transfer knowledge between subsidiaries and to modify and sustain
organizational structure and decision process.

Scholars developed a framework for classifying the duration and purposes of international
assignments; this is presented below (see the Figure). This differentiation is important
because managerial development reasons for the assignment will foster expatriate
personal change and role innovation, whereas control reasons will focus attention on the
expatriate making personal changes and on role innovation in the subsidiary.

Thus, in learning-driven assignments, the expatriate changes his/her frame of reference to
adapt to the new environment and indeed adapt his/her behavior to meet the
requirements of the new environment. While in control-driven assignments, subordinates
are expected to absorb the new demands of the expatriate manager and change their
frames of reference, and further role requirements are adapted to meet the transferred
manager’s expectations.
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Long

Assignment
duration

Short

Demand-driven Learning-driven

Assignment purpose

Different objectives may require differentiation in the way
international assignments are managed

The purpose of expatriation

Evans, P.,Pucik, P.,&Barsoux, J.L.(2002). The globalchallenge:frameworksforinternational
human resource management. New York: McGraw-Hill.

11 Corporate Agency

Traditionally, expatriate assignments were predominately demand-driven. Assignees

of thistype were considered either positionfillerswho acted as corporate agents by
transferring knowledge orassistingin controlling newly established subsidiaries, or

problem solvers. These assignments tend to be longer-term (that is, over three years’
duration).

12. Problem Solving

Problem-solving expatriates perform similarroles butthey are categorized as such by
the singularpurpose anddurationoftheirassignment,whichisdeterminedbythe
length of time required to complete a specifictask. These assignments are generally
driven by short-termor startup problems. Demand-driven assignments are usually
utilized where there is alack of suitably qualified host-country national’s (HCNs) and
are teaching-driven.

13. Competence Development

Learning-drivenassignmentsfocusonlearningratherthanteaching. These
assignmentshecomemore commonas subsidiariesdeveloplocalmanagerialand

technical capability, and the initial skills gap experienced by the firm reduces. Again,
learning-drivenassignments canbe categorized by durationand purpose.
Assignmentswhose purpose is to increase cross-national, organizational coordination
capabilities are generally longer-term assignments with the focus on developing a
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global mindset within the organization.

14. Building Experience

Finally, organizations areincreasingly identifying high potential employeeswho, as
part of fasttrack career programs, are providedwith the opportunity to gain
international experience through short-termforeign assignments. These assignments
areaimedatenhancingthe careersoftheemployeesconcerned.lnexaminingthe
empirical evidence onthe utilization of expatriates fordemand-driven assignments
we can pointto a number of key trends.

2. Categories of Global Assignment

Different global assignment will vary based on the goals required for the successful
completion of each assignment. Below we briefly describe four types of global

assignments:

21. Technical Assignment

The technical assignmentis similarin content to the assignee’s domestic position.
Technicalassigneesareinanorganizationalsettingfairlyofthesettingofthehome
country. Many of the global assignees ontechnical assignments describe theirwork
experienceas‘quite similar' towhatthey were doinghack home.Whentechnical
skillsdonot existin one geographic region, a global assignment may be necessary to
fillatechnical need. Itis notexpectedthatthese global assignees will have significant
interactionswiththe hostnationalsworkingatthe subsidiarylocation—andthose
interactions that inevitably will occur, will not greatly affect the outcome of the
assignment.Inotherworth,the personisbeingsentforhisorhertechnicalskills.
These assignments include technicians on an oil refinery, systems engineers on
continuationclient sites, systems analystsinterfacing with acomputer system, and
the like.

22. Functional Assignment

The functional assignmentis similarto the technical assignment with one distinct
difference — significant Interactions with hostnationals are necessary in order for
theassignmenttobe deemedsuccessful. Aswiththe technicalassignments,
functional assignees are sentto fill technical or managerial gaps in host countries.
Unlike technical assignees, functional assigneeswill need tointeractwith host
nationalsinorderforthe assignmenttobe deemedsuccessful. Giventheir
interaction with host nationals, cross-cultural skills are needed In order for functional
assigneestobe successful. Thistype of global assignmentisthe mostcommon global
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assignment.
23. Developmental Assignment

Forsome MNCs, sending expatriates abroad on a developmental high potential
assignmentis consistentwiththeiroverallstrategichumanresource plan. Most
organizationsthatutilizethistypeofglobalassignmentdosowithinthe contextof
theirmanagerial developmentprogram. These programs are often rotational — with
one oftherotationsbeinginanothercountry. While on thistype ofassignment, the
goal is individual development.

24. Strategic/Executive Assignees

Strategic/executive assignees tend to be high profile (e.g., general managers, vice -
presidents) and very senior in the organizational hierarchy. Unlike the junior
developmental assignees, the executive assignments are viewed as both
developmental and strategic. These strategicassignees are the core ‘critical’ group of
assigneesandconsideredacompetitive resource forthe organization. They may have
thetask ofenteringanewmarket, developingacountry’s marketbase, being the
general manager of ajointventure, and the like.

Types of Global Assignment

Technical Functional Developmental Strategic
assignments assignments assignments assignments
Developmental None Not a stated Gainastatedset  Gaining new
goal of skills can be
component
competencies a secondary
goal
Required Few, ifany  Required since Not a Strongly
intercultural required interaction prerequisite, but required to be
competence with host develops while  successful on
nationals on the job

assignment
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Main

responsibilities

To complete a
job and

return home

Typical positions Individual

contributors
(e.g. engineers,

information
technology

professionals)

To completea Sent toother

job and

Fill very senior

countries, and

return home  diverse markets, critical

across international
functionsto positions
perform
various jobs on a
rotational basis
Mid-level Mid-level or County
functional junior-level managers
managers (e.g. managers
sales,

training and
marketing
managers)

Source: Caligiuri,P.M.,Colakoglu, S.(2007). Astrategiccontingencyapproach to expatriate
assignmentmanagement. Human Resource ManagementJournal,17(4),393-410.

3. Length of Global Assignment

Today, a company may need many types of international assignments. Their length varies

because of the assignment purposes. More and more international assignments result

from international business needs and when businesses need experienced leaders in new

markets, they often turn to internal assignees. Similarly, when technical workers in

support center need training, they may be sent to an established company site in a

different country for a period of time, or when an employee is asked to relocate to meet a

short-term business requirement, they may opt instead to commute so as not to uproot

their family. As the realm of international business grows and changes, so does the variety
of international assignments that support it.

PricewaterhouseCoopers categorize assignments into three broad purposes based on
different assignment length as the following table:
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Assignment purposes Primary business drivers Length of assignment
Short term business » Skills shortage » Overshortterm
needs

» Rapiddeployment

Control and coordination * Control * Tendstobemediumtolong

term
* Transfercorporate culture

* Knowledge transfer
e Launch newinitiatives

Developmental * Planned career * Primarilylongerterm
(strategic) development

* Globalleadership

Source: PricewaterhouseCoopers LLP (“PwC”)

Here are some popular assignment types based on different length, the business needs

they serve, and theirkey support and policy elements:

31 Long-term temporary assignments

Long-term temporary assignments typically span one to three years, though itis not

uncommonthatthey are extendedtofive yearsormore. Mostcompaniesare
focusingonkeepinglong-termassignmentstoafive-yearmaximumasacost

managementeffortto align with the maximum period of many tax-related

totalizationagreements(avoidingdoubletaxationofincomewithrespecttosocial
securitytaxes). Anotherreason is the recognitionthatif a business need exists that

requires more than a five-yeartermto address; it may be more effectiveto consider

a permanentsolution.

Today, long-termassignments are used to meeta variety of business needs, including
globalleaderdevelopment, expansionintonewmarketsoranewfacility start-up.
Companiesconsideringlong-termtemporaryassignmentsshouldestablishwhether

the home country balance sheetapproach is the onlyviable package to use. They

may wishto considerthe use of alocal plus package,wherethe employee’s



compensationis aligned with the hostlocation norm. Any support elements required,
that cannot be addressed through compensation, such as international schooling for
accompanyingdependentsandprovisionslike home leave thatapplyonly to
expatriates, will also need to be measured.

Finally, thelinking oflong-term assignments and the company’s talent management
initiatives shouldbe assessed. These assignmenttypesare the most critical and most
challengingto connect. Theirduration makes ‘out of sight,outof mind’an easy
option. However, the company’s greatestfinancial investmentisinlong-term
assignments, makingthe returnoninvestmentabusinessimperative.

32. Short-term temporary assignments

Short-term temporary assignments are typically between 3and 12 months, though
the limits vary by industry. Another defining characteristic of short-term assignments
iIstheobjective orpurpose,whichistypicallytoaccomplishaspecifictaskorgoal,
suchastotrainlocalstaffinaspecificskill,orgaintechnical proficiencyfromlocal

staff.

The substantive differentiating elements of short-term assignment support are that
compensationfor short-termassigneestypically maintains home country salary and
benefits. Because more of the assignee’s home country living costsis retained, the
differentialapproachpracticed bythehome countrybalance sheetforlong-term
assignments doesnotapply. Coststo maintainone’s home country housingmay also
be incurred by short-term assignees and, to mitigate this expense, companies may
provide a home maintenance allowance to offsetupkeep costs.

33. Employee requested longand short-term assignments

Employee requested assignments apply to both long and short-term assignments.
The key elementforthe company is that the employee has requestedthe assignment
for their own personal and/or professional reasons. The company may wish to
provide supportduringthe assignmentbutat areduced benefitlevel. The main
differencesinthetype of support offered would be the employee may be
transitioned tolocal status for a long-term assignment rather than utilizing the home
country balance sheet, and forthose who have requested short-termassignmentsto
accompany a spouse then onlyrelocationbenefitswould be provided, such as travel
to/fromthe hostlocations and personal goods shipment.

34. Extended businesstravel and rotational assignments

Policies addressing extended business travel are growing inpopularity. The primary
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reason for thisis compliance-related. There isawide variety of extended business
travel time limits, but the most common is a minimum of three weeks and a
maximum of three months.

The trips’ objectives are typically project-based which require anemployee to be on-
site for an extended period oftime, return home and thenreturn to the host
location,whichcansometimesberepeatedoveralongperiodoftime.One ofthe
mostimportantelementsofextendedbusinesstravelandrotationalassignment
supportistotracktimeinthehostcountrytoensurethatregulatoryparametersare
notbreached. Thegoverningpolicyisgenerallyasimplifiedversionofshort-term
assignmentpolicy,minimizingassistanceinareassuchasgoodsshipmentand
eliminatingcomponentssuchastemporaryliving,allowancesandhomeleave.

35. International transfers

Internationaltransfersareakinto domesticrelocation, withinternational-related
elementsaddedin,and maybeusedwhenthedurationofthe stayisunknown.The
key differences betweenthis and along-term temporary assignmentare that home
saleand home purchase assistance are often providedforemployeesundertakinga
permanenttransfer. Internationaltransfereesare putonthe destinationlocation’s
payrollandtransitional assistance (such as a spouse/partneremploymentallowance)
is typically provided butelements suchas educationassistance foraccompanying
dependentsarenot. Finally,taxreturnpreparationassistanceis oftenprovidedfor
the first year of transfer.

36. Commuter assignments

An employee may commute regularly between their home location and the work site
in another country. Because of the need to commute regularly, these assignments are
most frequently usedintra-regionally.

Thisoptionisnotsuitableforallbusinessneedsbutisthe mosteffective forproject
assignmentsandothertacticalinitiatives. Itoffersflexibilityandcanbe more cost-
effective,butmayalsorequiremorefrequentreview. Thesupportthatcompanies
should consider includes furnished accommodation, reimbursement forfood and
transportation, a home maintenance allowance and a relocation allowance to cover
costs such as childcare or currency conversion charges.

3.7. Consecutive assignments

Most long and short-term temporary assignments assume the assignee will repatriate
tothe home locationoranother permanentlocationin the home country following



34

38.

39.

310.

the assignment. For employees undertaking more thanone assignmentin a row,
typically referred to as consecutive assignments, some aspects of temporary
assignmentsupport are not effective.

Consecutive assignments are particularly appropriate for strategicinitiatives, such as
global leadership development, butthey are also effective fortechnical professionals
whosupportfacility start-upsforthe company. Consecutive assignmentsare not
commonplace in most international assignment programs, but in some companies
andindustries, thereisa cadre of internationallymobile employeesforwhoma
dedicated programis moreeffectivethantryingtoapplyaprogramdesignedfora
different mobility type.

Developmental assignments

Developmental assignments address strategicneedswithina company; to helpan
employee gain critical skills. They are often utilized foremployeesidentified as high-
potential at any point in their career, or they may be specific to early career
employees. The duration will vary and can either be single-status or family
accompanied. Theymayalsobe group-oriented, wherebythe companyselectsa
number of employees to undertake the assignmentand housing and transportation is
shared.

Project assighments

Project assignments are typically used to transfer highly or specifically skilled
employeestoalocationtemporarily to accomplish a specificgoal and are commonly
used for clientwork, facility build-out, technology rollout and similar initiatives. They
are most commonly short-term, although can be long-term depending on the project
needs.

The differentiation ofanassignmentas project-basedallows the companyto designa
supportpackage that specifically meetsthe needs of the project, ratherthan a
generalapproachthatwouldmeettheneedsofawidearrayofassignments.Thisis
particularly useful for assignmentsinvolvingjoint ventures orwhen parameters need
to align with a client’s programrequirements.

Assignmentsin difficult locations

Difficultlocations are typically defined as having living conditions that are far more
challengingthan those the employee experiencesintheirhomelocation, such as
housing, living standards, remoteness, transportation options, limited education or
medicalfacilitiesandsignificantcultural differences. Assignee selectionand
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assessmentmay have alargerrole inthis assignmenttype to help ensure employees
undertakingthese assignmentsare bestequippedto handle theirrigors.

Allthe assignmenttypes described have thingsincommon, as well as elementsthat
clearlydifferentiatethemfromeach other. The challengeformobilityleadersisto
determineifthe company needstodefine anew assignmenttype and what
assistance it shouldincludeinits package. Their considerations shouldinclude the
businessreasonforan assignment, whetheritis atypical reasonforthe company or
differentfromprevious assignments, the timeframe neededtocomplete the
objective,whethertheassignmenttype can beflexibletomeetthe needsofthe
assignee, if the employee initiated the assignment requestand what the mostlikely
nextstep for the employee postassignmentis.

4. Global Assignment Strategies

Given that various categories of expatriate assignments will produce different long-term
and short-term firm-level results, they can be differentiated strategically depending onan
MNC’soverarchinggoals. The differentialuse ofthesevariouscategoriesofexpatriate
assignments is instrumental for the degree of global integration and local responsiveness
the MINC will achieve and the amount and type of knowledge that will be mobilized across
borders. For example, the predominant use of developmental and strategic assignments
would likely produce a firm-level cross-cultural competence in the senior leadership of

global organizations.

The anticipated congruence between international management strategies and different
categories of expatriate assignments are described as follows:

41 Llocal strategy

Itfollowsthatfirmswithalocal strategy,tryingto make hostsubsidiariesaslocally
responsive aspossible,willstillneedtouse expatriatestotransfertechnicaland
functional knowledge thatis not available inthe host subsidiaries. Expatriates within

these categoriesgotoahostlocationsolelytodoagivenjobandreturntotheir

home country. These individuals may be from any level within the organization and
developingglobal competenceisnota stated goal of this type of assignment.
Althoughoriginallyitis statedthat these types of assignments are availableinless-
developedcountries,somearguethathostcountriesare now more advanced
economically and socially, and their workforce is becoming more qualified to hold

positions that would have required the expertise of the parent country nationalsin

the past. However, even though the host country can be advanced economically and
has qualified labor, there are always firm-specifictechnical and functional know-how
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that they will lack which needs to be transferred from the parent company.

Eventhoughthe MNCemploysalocalstrategy,itwill stillmake useoftechnicaland
functionaltypesofassignments. The developmental assignmentcategoryislesslikely
to be used by local strategy MNCs because global integration, and therefore,
developing globaltalentwill notbe the major concern ofthese organizations.

Similarly, strategic assignments are less likely to be used by local strategy MNCs

because subsidiaries in such a strategy are not extensively controlled by
headquarters. Therefore, the need fortop-level strategic expatriates who will fulfill
such a control and coordination role will be low.

42. Centralized strategy

Organizations with a centralized strategy attempttoimplement the values, policies
andculture ofthe parentcompany, despite environmental orcultural differences.
Controllingthe subsidiariesisimportantandthere isnotmuchroomforautonomy
for the hostlocations. Similarto organizations with alocal strategy, these companies
stillneedto make use of technicaland functional assignmentsto transferfirm-
specificknowledge. Unlikethelocal strategyfirms, however,theymightbe using
more strategic assignmentsin whichthe expatriates actas mini-headquartersinthe
subsidiary, thereby achieving direct control over the worldwide operations. As these
companiesarenotmuchconcernedaboutdevelopingglobaltalentordeveloping,
sharingand mobilizingknowledge acrosshborders,developmental assignmentswould
be lesslikely thanthose organizations with a global strategy, whichis explainedinthe
following section.

43. Global strategy

MNCs that employ a global strategy are concerned about recognizing differences and
notassuming controlathomeorinthehostlocations. These organizationstryto
integrate the best from all countries into one corporate culture and one global
businessstrategy.Instrategicassignments, theexpatriateshelpthecreationofa
common organizational culture through the formation of an informal communication
networkthroughoutthe MNC, and byrealizingglobalintegrationthroughindirect
controlmechanisms. Asthe developmentofglobalcompetence may beanother
instrumentthroughwhichthisstrategyisimplemented, theseorganizationswould
alsomakeuse ofdevelopmentalassignmentsinwhichthe organizationdesiresto
developpromisingtalentforfutureimportantassignments. Therefore, wewould
expectthatthe greatestuseofdevelopmentalandstrategicassignmentswouldbe
for organizations with a global strategy. In addition, the international experience who
gainedthrough expatriate assignments will be highly valued by these firms. They will
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specifically focus on developmentthrough expatriation and will deliberately make
use oftheinternational experience ofitsmanagers by placing themin senior
positions.

5. Global Assignment Process

Forensuringeveryglobalassignmentprocessedsmoothly,wehavetoconfirmallthe
necessary stepsno matter atthe stage of before, duringand after the Assignment. There
are several phasesin theinternational assignmentlife cycle,eachwith different
opportunities and challenges. Companies should be aware of each phase so appropriate

planningcan beimplemented. Afailedassignmentis expensive inmanywaysas described
below:

Please see the below figure as the depicted international assignmentcycle:

International
Assignment Cycle
Repatrlatlon

International Assignment Cycle

Source: Heaps, W. (2012). International Human Resource Forum.
5.1. Selection: ldentifying Business Need and Selecting Employee

Expatriate selectionis a multi-faceted subjectand that personality characteristics as
wellasinterpersonalskillsareveryimportant. Scholarsidentified fourgroupsof
variables that contribute to success or failure onthe job and hence should be used to
guide selection:

5.1.1. Technical competence on the job.

Asinthe selection and placement of personnelin domestic operations, this factor is
one of the primary determinants of success. Itmay be even more importantfor
assignments abroad because the individual islocated at some distance from the HQ,
oftenthe hub of technical expertise, and cannot consult as readily with his/her peers
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and superiors on matters related to the job.
5.1.2. Personaltraitsor relational abilities

Thisreferstothe ability ofthe individual to deal effectivelywith his/hersuperiors,
peers, subordinates, businessassociatesandclients. In assignments abroad, this
variable greatly influences the probability of successful performance. This factoris
not limited to simple knowledge of another culture. The crucial elementis the ability
toliveandworkwithpeoplewhosevaluesystems,beliefs,customs,mannersand
ways of conducting business may greatly differfromone’s own.

5.1.3. Ability to cope with environmental variables

In domestic operations, the ability to identify and cope with environmental
constraints, such as governments, unions, competitors and customers, is crucial to
effective performance. Thissame requirementisnolessvalidinassignments abroad,
butthe political,legaland socioeconomicstructures thatconstitute the macro-
environmentinthe hostcountry may be very differentfromthe systemswithwhich
theexpatriateisfamiliar. Thisposes problemsofadjustment. The expatriate hasto
understand these systems and operate withinthem.

5.1.4. Familysituation

Thisreferstothe ability oftheexpatriate’sfamily (the partnerin particular) toadjust
tolivinginaforeignenvironment. Researchersandpractitionersarebecoming
increasingly cognizantoftheimportance ofthisfactor to effective performance
abroad. The situationoftenbecomesevenmore complexifthe partner (male or
female) hashadto giveupajoborevenacareertoaccompany hisorherpartner
abroad.

Preparation: Pre-assignment Planning

Your expatriate assignmentis the start of an exciting and challenging phase of your
workinglife. Alongwiththisexcitement,comesarange ofimportantissuesand
opportunitiesthatneedtobe carefully consideredbeforeyoudepart. Thatiswhy
you needto plan for your expatriate assignmentinadvance. In order to prepare
individuals, who have been selected foran international posting, and facilitate their
adjustmentto the foreign culture, diverse cross-cultural training programs have been
developed. Thecontentandfocusofthese programsare contingentuponfactors
such as:

5.2.1. Assignmentcostprojection
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International assignments are a significantcomponent of the total cost of your global
businessstrategy. Costprojections and annualaccruals or forecastingcanincrease
awarenessoftheactual, real-timecostsincurredand canidentifyanomaliesmore
quickly,inorderto make necessary changes before thereis asignificantcostoverrun.
Successfullyimplementingdataanalyticsrequires payrolland expense-management
counterpartstowork closelytogetherto providetimelytotal costreportingthatcan
be segmented by level, department, length of assignment, orhoweverthe company
needsit sliced and diced to make it meaningful.

5.2.2. Tax planningopportunities

Tax laws may vary greatly between countries. Outside vendors have many
opportunitiestoprovideafullspectrumofindividualinternationaltaxservicesto
international assignees with international operations. These services caninclude
planning,complianceandassistanceinmitigatingthe additionaltaxcoststhat
employeesgenerallyincurduring offshore assignments. Suchwork s tailor-made for
anoutsidequalified practitioner. Companiesgenerallydonothavethe internal
expertise to handle the myriad complexissues. Inaddition, the tax advisercan serve
asathird-partyreferee orarbitrator betweentheemployerandemployee. The
globalization of the operations of multinational entities (whichis likely to accelerate,
ratherthanrecede)representsaunique opportunityfortaxpractitionerstoprovide
interesting, value-added servicestoclients (and potential clients).

5.2.3. Selectingglobal mobility partners

Moving your employees canbe a daunting process — you need to know that your
relocationservicespartnerunderstandsyourbusinessneedsaswellasit
understands the mobility industry. A qualified partner of global mobility services can
help both the employerand assignee prepare forinternational relocation through a
single point of contact.

5.2.4. Evaluatingemployee/family needs

Atthe phase ofpre-assignmentplanning,employersandtheiroutsourcedvendor

shouldlistentotheneedsoftheemployeeandfamilysotheycangetaheadstarton
planningforasmooth andrewardingrelocation.Moreover, priorto departure,the

employee and accompanying dependents must undergo a complete medical

examination.

5.25. Visaand Work permit application

Visas and work permits are required by most countries and can be obtained with the
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Company’sassistance inthe country of assignment. Abusinessvisais forpeoplewho
dotasksthatcannot be consideredworkor gainfulemployment. Awork permitis
meantforservicesthatwouldbe consideredajoborlaborofsome sort. The pointis
thatglobalwork permitsare meantforemployment,contractedlabor,oranyactivity
thatthe countrywouldinterpretofworthyofincomeorcompensation. Eachcountry
around the world has different requirements and follows different application
processestoapplyforaworkpermit. Althougheach countryaroundthewordhasits
ownspecificbusinessvisaandwork permitrequirements, thegeneraldifference
between the two should be clear— oneinvolves businessinquiry orrelations, the
other allows foreign nationals towork or earn an income.

5.2.6. Pre-departure training

Pre Departure Trainingis veryimportantforpeople whowillbe sentforthe
international assignment. Tomake sure people is already compatible with the
company objectives. Ifitisrunwellthenitwill reduce the probabilityofearly return
ofthe expatriatesandkeeptheemployee mindsettrue (forassignmentnotfor
vacation). Pre Departure Training will conducted by company to train the people who
willbe sentto the differentcountry and make surethey can adjustwith the new
environmentand performwell.

Pre Departure Training will conductedin the frameworks of cultural awareness (in
dailylife andworklife), butthe otherfactors alsowill beincludesto supporttheir
performance.

Relocation
5.3.1. Transitionto newlocation

Movingthe expatriates’family, theirbusiness, theirlife toanothercountryis abig
challenge. Finding suitable accommodation for the expatriate and their family
members will needto be done in advance. The agreement should specify the amount
(in addition to salary and other benefits) which will be paid towards rent. The
agreementmay also specify whetherthe company is willing to pay for the services of
arentagencytofind suitableaccommodation. A outsourced agency can provide
relocationservicesdirectsand managesthe process of relocationincludingarranging
necessarydocuments(visa,long-termstaypermissions),findinganewhouse
(accommodation), findingaschool for children (education), findingajob forthe
partner or "trailing spouse", arranging a teacher for the family (language training)
and introduce expatriates to the local culture.

5.3.2. Assignmentbriefings
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A pre-assignmentbriefing onwhatthe employee canexpectin theirnew country will
helpthem settle more quickly. Global HR team should undertake assignment
briefings, explain all compensationandtechnical elements, and act as first point of
contact forassignees/HR/business managersonall assignmentrelatedissues.

5.3.3. Implementing pay delivery and reporting changes

An expatriate payroll ensuresthatthe worker's benefits are keptthe same as they
are back intheir country of origin. As well as salary, this can cover such areas as tax
andholidayentitlement. Afurtherservice canincludesalarysplitting,inwhicha
salary can be paidacross two forms of currency.

Moreover,towhomwillthe secondedemployee report? Willtheystillreporttotheir
formermanager in Headquarters? Alternatively, will they have aline managerin the
host country, with a dottedline to Headquarters? Who will conduct appraisals? Who
willperformance manage anemployee?Whatifthereisadisciplinaryissue? All of
these things need to be considered and documented in advance of the employee
being sent abroad.

Despite many organizations’ stated policy aimthat on-going career links with home
country were encouraged and should be maintained, studies found that only one of
the participants actually involved boththe home and host country managementin
the annual performance review process and on-going objective-setting. The
remainderallhad performance appraisalsconducted solelyinthe hostlocation

5.3.4. Certificates of coverage

Itisalsoimportantto help expatriatestoreviewthepolicybenefits (whatis covered)
and exclusions (whatis not covered) about theirinsurance. Global HR team should be
ableto obtaina"certificate ofcoverage"which will provide comprehensive details
priorto the purchase. Often, some benefitsare limited either by the amount of
coverage provided forcertain treatmentsor foraperiod oftime. For example,
maternity benefits are typically excluded forthe first 12 months of coverage. Benefits
may also be limited orexcluded fortravel to certain countries.

Support: Assignment Period
54.1. Taxreportingand compliance, includingtax protectionand equalization

In many cases, the expatriate is expectedto fully comply with all applicable tax laws
andregulationsinthe home andthe hostCountries. Additional responsibilities
include:filingtimelytaxreturns,filingfinaltaxreturnsbeforedepartingfrom Host
Country, making proper declarations, and providing accurate and timely
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documentation as required in support of such tax returns. The employers may enter
intoan agreementwith an international tax service forassistance in tax consultation,
tax compliance, or tax return preparation.

54.2. Equityaward vesting

Changes to the taxation of share options and restricted shares held by expatriate
shouldbe altered. The expatriate’sincome arisingonvesting or exercise should be
outsidethe scope ofhome countryincometax.Designingandoperatingshares
schemesforexpatriatesareoftenfraughtwithtaxrisksand practical difficulties.
Global HR team should get in touch with their vendor contact for expert advice on
getting the most out of the share scheme.

5.4.3. Compensationaccumulation

Compensationaccumulationas well as preparation of wage statementsincludes
international allocationofcompensationand benefits. GlobalHR team can
outsourced this work to vendors that can handle the collection and reporting of all
direct payments made on behalf ofthe assignees (ex. housing, utility, and auto
payments) as needed by your local payroll and/or tax firm.

54.4. Employee tracking

Fororganizationsthathave employeesfacingconsiderable danger, safetyisalwaysat
thetopofthelist. There are manywaysforcompaniestoincreasesafety,butone of
the simplestis often overlooked. Implementing anemployee trackingprogram is a
veryeffectivewaytomanagerisk. Anemployeetrackingprogramcanletyouknow
whereeachemployeeisatalltimes,which couldbecriticalinthe eventofanatural
disasteror politicalormilitaryupheaval,aswellas during akidnappingincident.

Companies such as International SOS provide comprehensive services based on GPS
tracking of employeesthatcan assist “organizationsin the designand
implementation of integrated risk mitigation solutions. These solutions are designed
to proactively manage the medical and security risks associated with overseas travel
or assignment.

Support: Post-assignmentPlanning

Post-assignment—itis as though top managementis suffering frominternational
assignments.Managementdoesnotquiteknowhowtoutilizethatexperience.

5.5.1. ldentifying destination

Clarify objectives before the assignment as well as how knowledge can be used and
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what kind of job will be targeted upon return.
5.5.2. Comparing costprojection

Asaliaisonbetweenexpatriatesandtherestofthecompany, HR mustbalance two
sometimes conflicting aims: achievementof corporate goals versus implementation
of reasonable and competitive pay packages. Closely analyzingand monitoring both
necessary and discretionary expenditures involved in the assignment can help HR
simultaneously satisfy top managementand expatriate needs. Inaddition, reconciling
estimated costs against actual expenditures allowsthe companyto create arealistic
budgetfor the yearsahead and improve global staffing strategy.

5.5.3. Compensationadjustments

Ontop ofthe home-countrysalary, host-country costofliving adjustmentsare
usually made. In many cases, such adjustments are made using the ‘no loss’
approach: expatriate compensationis adjusted upward for higher costs of living, but
is notadjusted downwardifthe costoflivinginthe hostcountryislessthaninthe
home country.

Repatriation

Most executiveswho oversee expatriatesviewtheirreturnhome as anonissue. The
truthisrepatriationisatime ofmajor upheaval, professionallyandpersonally, for

two-thirds of expats. Companies that recognize this fact help their returning people

byprovidingthemwith careerguidanceand enablingthemtoputtheirinternational
experience towork.

5.6.1. Preparation

Approx.5-3 month before the expatriate returnstothe home country, he orshe
shouldbetakenthroughare-entryphase,followedbyactual repatriation. This
involvesdevelopingplansforthe futureand collectinginformationaboutthenew
positionthe expatislikelytooccupyafterreturninghome.During theprere-entry
phase, the mentor can play an advisory role in finding the expata suitable position
withinthe organization. The company may provide achecklistofitemsto be
consideredwhile leaving the host country.

5.6.2. Physical Relocation

Thisstageinvolvesremoval ofpersonalbelongings, breakingtieswithcolleaguesand
friends and traveling to the next posting, usually the home country. Professional re -
entrytrainingshouldalsobegiventoexpatandhisorherfamilythatcoverssocial
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cultural contrast orientation, an updated political and social issues and changes in
thehomecountry,jobopportunitiesforthe partner,anevaluationofthe experiences
in the host culture and the psychological aspects of repatriation.

5.6.3. Transition

Phase inwhichthe expatriate and his orher family readjustto theirreturnto the
home country. Some companies hire relocation consultsto assistinthis phase also.
Typical activities include acquiringtemporary accommodation, arranging forhousing
and schooling, performing necessary administrative tasks (e.g. renewing driver’s
license, applying formedical insurance, opening bank accounts)

5.6.4. Readjustment

Thisphaseinvolvescopingwithreverse cultureshockandthe expatriate’scareer
demandsontheorganization. Generally,themore thehostcountry culture differs
fromthe home country culture, the more difficultthe re integration processwill be.
Likewise, the more successful the expatwas in the host culture, the more difficultitis
to adjust to the work environmentatthe home base.

6. Selecting International Assignees

The primary purpose of the selection process is to choose individuals who will stay for the
duration of their global assignments and who will accomplish the tasks for which they

were went overseas.

Technical Ability Cross culture Suitability

Selection
Criteria

Family Requirement Country Requirement

Company Requirement

Criteria of Selecting International Assignees

Source:Dowling,P.J.,Festing,M.,&Engle,A.D.(2008). InternationalHumanResource
Management: Managing PeopleinaMultinational Context. Thomson, Australia.
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61. Selection Criteria

Developingappropriate selectioncriteriahasbecomeacriticalglobalHRissue. It
shouldbenotedthatselectionisatwo-wayprocessbetweentheindividualandthe
organization. A prospective candidate may rejectthe expatriate assignment, either
forindividual reasons, such as family considerations, orfor situational factors, such
as the perceived toughness of a particular culture. It is a challenge for those
responsible for selecting staff for international assignments to determine appropriate
selection criteria.

The following figure illustrates the factors involved in expatriate selection, bothin
termsoftheindividualandthe specificsofthe situationconcerned. ltshouldbe
noted that these factors are inter-related.

6.1.1. Technical Ability

Naturally, the person’s ability to perform the required tasks is an important
consideration. Technical and managerial skills are therefore an essential criterion.
Indeed, researches consistently indicate that multinationals place heavy reliance on
relevanttechnical skills during the expatriate selection process. Thisis not surprising
given that ‘position filling’ is the most common reason for an international
assignment. Reinforcingtheemphasisontechnical skillsistherelative easewith
which the multinational may assess the candidate’s potential, as technical and
managerial competence can be determined onthe basis of past performance. Since
expatriates are predominantly internal recruits, personnel evaluation records can be
examined and checkedwith the candidate’s pastand presentsuperiors. The dilemma
thoughisthatpastperformance may havelittle orno bearingonone’s ability to
achieve atask in a foreign cultural environment.

6.1.2. Cross-Cultural Suitability

The culturalenvironmentinwhich expatriatesoperate isanimportantfactorin
determining successful performance. Apartfrom the obvious technical ability and
managerial skills, expatriates require cross-cultural abilities thatenable the person to
operateinanew environment. Thereappearstobeaconsensusthatdesirable
attributes should include cultural empathy, adaptability, diplomacy, language ability,
positive attitude, emotional stability and maturity.

In practice, while inter-cultural competence is recognized asimportant, itis difficult
to precisely define whatthis comprises, letalone assess a candidate’s suitability in
thisregard.One hastotakeintoconsiderationaspectssuch astheindividual’s
personality, attitude toforeigners, abilitytorelatetopeople fromanother cultural
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group and so on. Multinationals may indicate that, for example, relational abilities
areanimportantexpatriate selectioncriterion, butfewwillassessacandidate’s

relational ability through a formal procedure such as judgmentby seniormanagers
or psychological tests.

6.1.3. Family Requirements

The contribution that the family, particularly the spouse, makes to the success of the
overseas assignmentis now well documented, as we mentioned above inrelation to
the impactofthe accompanying spouse/partneron earlyreturn. Despite the
importance of the accompanying spouse/partner, the focus has been on the
expatriate. Fromthe multinational’s perspective, expatriate performance in the host
location is the important factor. However, the interaction between expatriate,
spouse/partnerand family members’ various adjustmentexperiencesis now well
documented.

It should be pointed out the spouse (or accompanying partner) often carries aheavy
burden.Uponarrivalinthe countryofassignment,theresponsibilityforsettlingthe
familyintoits newhome falls onthe spouse,who may haveleftbehind a career,
along with friends and social support networks (particularly relatives). Indeveloping
countries,theemploymentofhouse servantsis quite commonbutthisisanaspect
ofinternationallivingthatmanyWesternersfromdevelopedcountrieshavesome
difficulty adjustingto. Itis oftennot possible forthe spouse/partnertoworkinthe
countryofassignmentandthewell-beingandeducationofthe childrenmaybean
ongoing concern for the spouse. Though the majority of spouses are female,
accompanying male spouses/partners face similar problems of adjustment. In fact,
when one adds cultural adjustment problems to such a situation, it is perhaps not so
surprisingto find that some couples seekto return home prematurely.

Apart from the accompanying partner’s career, there are family considerations that
can cause a potential expatriate to decline the international assignment. Disruption
tochildren’seducationisanimportantconsideration,andthe selected candidate
may rejectthe offered assignmentonthe groundsthata moveatthis particular

stage in his or her child’s life is inappropriate. The care of aging or invalid parents is

another consideration. While these two reasons have been notedin various studies,
what has beensomewhat overlookedistheissue of single parents. Given increasing
divorcerates, thismay become a critical factorin assignmentselectionand
acceptance where the custody of children is involved. The associated legal
constraints,suchas obtainingthe consentofthe otherparenttotakethechild (or
children) outofthe home country, andvisiting/accessrights, mayprovetobe a
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major barrier to the international mobility of both single mothers and single fathers.
6.1.4. Country/cultural Requirements

International companiesare usuallyrequired todemonstratethata HCNis not
available before the hostgovernmentwill issue the necessary work permitand entry
visaforthe desired PCN or TCN. In some cases, the multinational maywishto use an
expatriate and has selected a candidate for the international assignment, only to find
the transferblocked by the host government.

Many developed countries are changing their legislation to facilitate employment
relatedimmigrationthatwill makeinternationaltransferssomewhateasier—for
example, the EuropeanUnion Social Charter allows for free movementof citizens of
membercountrieswithinthe EU. Itisimportantthat HR staffkeep up-to-date with
relevantlegislative changesinthe countriesinwhichthe MNE isinvolved.

An important, related point is that generally a work permit is granted to the
expatriate only. The accompanying spouse or partner may not be permitted to work
inthe hostcountry. Increasingly, multinationalsarefindingthattheinability ofthe
spousetoworkinthe hostcountry may cause the selected candidatetorejectthe
offer of an international assignment. If the international assignmentis accepted, the
lack of a work permitfor the accompanying spouse or partner may cause difficulties
in adjustmentand even contribute to failure. Forthese reasons, some multinationals
provide assistance in thisregard.

Further, the hostcountry may be animportantdeterminant. Someregionsand
countries are considered ‘hardship postings’: remote areas away from major cities or
modern facilities; orwar-torn regions with high physical risk. Accompanying family
membersmaybe anadditionalresponsibilitythatthe multinational doesnotwantto
bear. There maybe areluctancetoselectfemalesforcertainMiddle Eastor South
EastAsianregionsandin some countries,awork permitforafemale expatriatewill
notbe issued. These aspects mayresultin the selectionofHCNsratherthan
expatriates.

6.1.5. Company Requirements

Situational factors oftenhave aninfluence onselection decisions. Forexample, the
MNE may consider the proportion of expatriates to local staff when making selection
decisions, mainlyasanoutcome ofitstaffingphilosophy.However,operationsin
particular countries may require the use of more PCNs and TCNs than would
normallybe the case, as multinationalsoperatinginpartsof Eastern Europe and
Chinaarediscovering. Thiswillaffecttheselectionratio—thatis, PCN,TCN,HCN.
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Other situational factors include the following:

The mode of operation involved. Selecting staff to work in an international joint
venture may involve major input from the local partner, and could be heavily

constrained by the negotiated agreement on selection processes.

The duration and type of the assignment. Family members tend not to accompany
an expatriate when the assignment is only for three to six months, so family
requirements would not normally be a relevant factor in the selection decision in

such cases.

The amount of knowledge transfer inherent in the expatriate’s job in the foreign
operation. If the nature of the job is to train local staff, then the MNE may include

training skills as a selection criterion.
6.1.6. Language Requirement

Theabilitytospeakthelocallanguageisanaspectoftenlinkedwithcross-cultural
ability. However, we have chosento stress language as situation-determinedinterms
ofitsimportance as afactorinthe selectiondecision.Language skillsmaybe
regarded as of critical importance forsome expatriate positions, butlesserin others,
though some wouldargue thatknowledge ofthe hostcountry’slanguageisan
importantaspectof expatriate performance, regardlessofthelevel ofposition.

Anothercomponenttolanguageasasituationfactorintheselectiondecisionisthe
role ofthe common corporate language. Many multinationalsadopta common
corporate language as away of standardizing reporting systemsand procedures. This
isnot, perhaps,anissueforPCN selectionwithinmultinationalsfromthe Anglo-
Saxonworld (Britain,the USA, Canada, Australiaand New Zealand) where the chosen
corporate language remains the same as thatofthe home country. However, it
becomesan expatriate selectionissue formultinationals fromnon-English-speaking
countriesthatadoptEnglishasthe corporate language, unlessthe postingistoa
country with ashared language. Forinstance, a Spanishmultinational, using Spanish
asthe corporate language, selectinga PCNto head its new subsidiaryin Mexico, does
notfacethe samelanguageissue asa Spanishmultinational, withEnglishasits
corporate language, selectinga PCN to its US facility. Forthe latter, fluencyin English
wouldberequired.Lackoffluencyinthe corporate language, therefore,canbea
selection barrier. Prospective candidates may be eliminated from the potential pool
duetoalack ofatleastcompetencyinthe commonlanguage.Language ability
therefore may limitthe MNE’s ability to selectthe most appropriate candidate.
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6.2. Selection Checklist

In selection stage, the need for an international assignee should be identified, then
find the right candidate, and gain approval for the assignment.

6.2.1. Identify Candidates

Thisis one ofthe mostcrucial stepsforaninternationalassignment—findingthe
right personfor the job. Both the technical job requirements should be considered as
well as any special skillssuchas languagesthat might be required. Remember,
assignments are expensive soitis crucial to make sure the investmentis sensible.
Therefore, always consult the outputs from the career and succession planning
processtoseeifthere are candidatesinneed ofanassignmenttofurthertheir
agreeduponcareerplan. Besuretotakeintoaccountanylocation-specific
limitations, suchas lack of schools, security risks, and other situations that make
normal family living difficult. Also, be suretoinvolve line managementand HR staff
togetherin identifying the potential candidates.

6.2.2. Evaluationand Assessment

Applythe standard assessments usedto select people forany positionin the
company.Inaddition,however,specialconsiderationshouldbegiventoa
candidate’s suitability foran assignment. Thisincludes an assessmentoftheir
personality and cultural awareness, to try and predicthow successful they would be
inthenew environment. Howwelldoesthe candidate dealwithuncertainty and
change? Aretheycomfortable operatinginunfamiliarterritory?Istheiroperating
style compatible with local culture?

What abouttheirfamily? Ithasbeenproven overand overthatafamilythatis
unhappy on assignmentusually causes the assignmentto fail or at leastterminate
prematurely. Sobe sure the assessmentcoversthe spouse and children, too. It will
probablybetterto assure some confidentialityofthe results,withnodetailsbeing
shared other than a basic assessmentby an external consultant ofthe likelihood of
success and a “go/no-go” recommendation.

6.2.3. Final Candidate Selection

Now it is ready to meet with line management and together select the best
candidateforthe position.Besuretotakeintoaccountalloftheconsiderations,
boththe “hard” and “soft” ones. Pay special attentionto the potentialimpacton the
candidate’s career plan. While many organizations would look at costs as part of the
decision,benotedthatchoosingtherightcandidatefirst,and assessingthe cost
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implications separately as part of the approval process that follows selection. Too
often, companies choose candidates based on cost as the primary consideration,
which oftenresultsin sub-optimal results.

6.2.4. AssignmentApproval

The bestcandidate has beenidentified basedonaholisticassessmentthatconsiders
technical knowledge, personality, culturalfit, career plan and family considerations.
Thefinalstepistodoabudgetforthe assignment. The usualapproachistoruna
costprojection. Thereare manywaystodothis. The mostcommonapproachisto
work withthe company’s outside tax consultant; this generally requires agreat deal
ofinformationasinputs, butyieldsaverycomplete picture ofthe total assignment
costs. Anotheralternative isto use asystemwhich estimatescostsbasedon
normative data. Afterall, youdo notneedthe entire,detailed budgetuntilthe
assignmentis finalized by boththe company and the employee.

Selection Tests

Althoughthereisaconsensusamongscholarsand practitionersthatpersonal
characteristics (or traits) are important, there is considerable debate about how such
personal characteristics can be reliably and accurately measured. Personality and
psychological tests have beenusedinthe selection process, butthe effectiveness of
such tests as predictors of cultural adjustmentis questioned. Forexample, though
desirable personalitytraitsarespecifiedandrecommended, thetestsorcriteriato
assessthesetraitsare seldomconvincingly validated. Likewise, iftestsare usedthey
shouldbe selectedwith care andregardforreliability andvalidity because, while
some tests may be usefulin suggesting potential problems, there appearsto be little
correlationbetweentestscoresand performance.ItisimportantthatHRM staffsin
alllocations are aware of the debate surroundingthe use of selectiontests,
particularly the culture-bound nature of psychometric tests designed for PCNSs.

Anotherconstraintis thatin some countries (the UK and Australiafor instance) there
is controversy about the use of psychological tests. Thereis also a different pattern of
usage across countries —the use of such testsis verylow in Germany. The difficulty of
predicting success, then, seems to be related to the lack of valid and reliable
screeningdevices to identify, with certainty, managers whowill succeedin a foreign
assignment. The crucial variablesaffectingthe adjustmentofthe individualand
family are notonlydifficulttoidentify ormeasure, butthe complexrelationship
between personality factors and ability to adjust to another culture is not well
understood.
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Anotherdrawback ofexpatriate selectionbasedontraits orcharacteristicsisthe
subjective nature of the scoring of abilities, especially those classified as personal
and environmental characteristics. Nevertheless, models derivedfromthisapproach
havevaluein thatthey provide someguidelinesthatcanbe appliedduringthe
selection process, rather than mere reliance on the potential manager’s domestic
record as apredictor.

Checklist of International Assignee Selection

Activities Considerations Responsible Parties
Identify * Internalorexternal? * InternalHR
Candidate * Job profile updated * Business Leaders

* Special skills (e.g. technical skills, * Qutside recruiters (if
language ability, etc.) necessary)

* Location specific limitations (e.g.,
unaccompanied assignments only)

* Successionplanningoutputs

Evaluation and * Selection of candidates based on jobfit + Line Managers,under

Assessment . the guidanceof Internal
» Assessmentof suitability for R

international assignment (employee
and family)

Final Candidates  * Combinationofjobfit, careerprofile * Line Managers,under
Selection and cultural fit the guidanceof Internal

HR
* Assignmentshould fitwith likely career

plan and enhance future career options

Assignment * Costprojectiondevelopedand  External taxconsultant

Approval reviewed -
PP * Globalmobility staff

* Finalassignmentapproval obtained (internal or external)

* InternalHR and Line
Managers

Source: Heaps, W. (2012). International Human Resource Forum.
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7. Assignment Preparation

Assignment Planning (Preparation) includes the key steps which must be followed after
the candidate is selected for assignment and management has approved the move. Now, it
is time to delve into the specifics and develop a more detailed budget, along with strategic
planning for tax savings and ensuring compliance with immigration requirements. Here is a
checklist for this stage:

71. Gather Employee and Family Information

There is a lot of information that is needed to move forward with assignment
planning, and sometimesitmay notbein the HR system. The biggesttask is to gather
completefamilyinformation,inorderto provide inputsintothe draftcompensation
calculation, and to those coordinating relocation, immigration and visas, and benefits.
It is necessary to make sure the assignee and family members have proper
immunizationsandvalid passports. Iftherearemultiple policies, selecttheonethat
appliesto the move, and gather the necessary data from the expatriate data provider
on Costof Living Allowance (COLA)and housing differentials, hardshippay,etc. Itis
neededto schedule atax consultation, too, usingthe assignee and family
information, plus additional details from the assignee that remain confidential
between the assignee and the provider.

72. Draft Compensation Calculation

Adraft compensation calculation (usually abalance sheetapproach) is akey element,
asitis usedto communicate the details ofthe assignment package to the assignee as
wellasfortaxplanningand budgeting purposes. Thisisthetimetoassessany
adjustments neededto benefits coverage and identify any shortfalls. The company’s
tax providerwill need software to make the proper estimates for hypothetical tax and
for tax planning. Of course, the compensation calculation is the one piece of
informationthe assignee reallywantsto review and understand, and probably
negotiate, too.

73. Prepare for Relocation

Notonlyisthe assigneetakinga new positionin anew country,the familyis
relocating,too. Itisacomplexandhectictime.Mostcompaniesenlistthehelpofa
relocationfirmtoworkcloselywiththeassigneeandthefamilytoensureasmooth
transition. Inthis step, the relocationfirmmightreview policies, take stock ofthe
household goods situation, and explain options for shipment and storage. On the
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assignmentside, thisis also the time to explain housing optionsin the new location,
andthebudget.Manycompaniesprovide medicalexams, securitybriefingsand
culturaltraining.Finally,apre-assignmenttripis oftenprovided, tofind housing,
enroll childreninschool, and generally geta good orientation to the new location. Do
not forgetabout pets!

74. Assignment Approval

The laststepinthisstage is AssignmentApproval. Thismeans obtainingthe final sign-
offonbudgetsandcostprojections,normallypreparedbythetaxprovider. Tax
planning— a proactive approach to minimize tax costs of the assignment, should also
be considered. Thereare manytechniquestoreduce taxcostsby makingsimple
changestocontractlanguage, payrollarrangementsor socialsecurity coverage.
Sometimes changingthe timingof an assignmentby 30 days orless canresultin huge
first year tax savings. If tax planning has been applied consistently for every
assignment, it will generate significantsavings, farin excess of the costs the company
may incurfromthe provider, butitdoesrequire adisciplinedapproachand some
flexibility fromthe companywith regardto timingof assignmentsand allocation of

costs.
Checklist of International Assignment Preparation
Activities Considerations Responsible Parties
Gather * Information needed to run + Global Mobility staff
Expatriate projections, suchasfamilysize,
) , , _ External tax consultant
Information children’s schooling needs, and

personal documentation such  * Expatriatedata provider
as passportsand

* A | of licabl li
immunizations pproval of applicable policy

obtained from Line Management
+ Applicable policy mustbe
selected

+ Expatriate COLA, housing and
hardship amounts must be
obtained from your data
provider

+ Taxinterview to gather
personal information that
impacts tax costs ofthe
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Draft

Compensation

Prepare for
Relocation

Assignment

Approval

assignment

Create compensation
calculation for reviewwith
employee

Review implications for
benefitscoverage.andidentify
any shortfalls

Distribute policytoemployee
and spouse (webaccessis best)

Schedule assignment
orientation Planfor pre-
assignmentvisitand house
hunting trip

Review key aspects of
relocation policy, including
shipment limitations, policy on
home sale or rental, cars, pets,
schooling, etc.

Review housing budget,
expectationsandrequirements

Provide medical and security
briefing

Provideaccessto cultural
information and appropriate
training

Costprojectiondevelopedand
reviewed

Final assignment approval
obtained

Global Mobility staff
Internal benefits staff
External provider, ifused

External tax provider (for
hypothetical tax)

Global Mobility staff

External relocation provider, if
used

Detailed housingand COLA data
from expat data provider

Occupational healthdepartment

Corporate security or outside
security expert

Crosscultural provider

Coordinate between home and
host HR and payroll

External taxconsultant

Globalmobility staff(internalor
external)

Internal HR and Line Managers

Source: Heaps, W. (2012). International Human Resource Forum.
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8. Relocation and Mobility

Once the assignment has been approved, there are further details need to be arranged for

relocation:
1.Passports 1.Travel Arrangements 1.Home Country 1.Temporary Living
Housing Expenses
2 Visas 2.Cross-Cultural )
: Training 2.Home Country 2.Transportation of
. Automobile Personal Effects
3.Work and . 3.Language Training -Shipment
Residency Permits g -Insurance
4.Travel Guidelines Ty
: .HostHousin
4.0Other Credentials 5. Pre-Visiting ; 9
4.Settling-In
' »Documentation »Pre-Departure »Home Country >Assistant 8
Arrangement Housing and Accommodation
Automobile

Global Relocation

Source: Pepsico Global Talent Services

81 Passports, Visas, Work and Residency Permits

Dependingon the assignmenttype and the originand assignmentlocations, awork
permit/visaand residence permit may be necessary before anon-citizen canlive and
workinthe assignmentcountry foran extended period oftime. Asaresult,
applicationofthe work permit/visamust be initiated uponacceptance ofthe new
assignment. Itis critical that the company or assignees mustprovide all the required
documentationassoonaspossible. Theworkpermitprocessmaytakearoundsix
weeksto sixmonths, or longer,dependingonthe hostlocationregulationsand
requirements. Theworkpermit/visaisanendorsementaddedtoapassportbya
foreignembassy official denoting thatthe required credentials have beenissued and
thebearerisauthorizedto enter,live,andworkinthe countryforaspecified period
of time. Assignees are also responsible for ensuring that passports and travel
documents are valid while living in the host location. The company will pay for and/or
reimburse the cost of obtaining the work permits and visas. Reimbursement of
reasonable expensesassociated with obtaining propervisadocumentationincludes:



immunizations, insurance above and beyond normal coverage, transcript(s), and
certified copiesof birth certificates, marriage licenses, divorce decrees, andvisas. The
company will not coverexpenses associated with obtaining a passport. Itis important
tonote thatin many countries,importationofhousehold goodsis notpermitted until
the proper visa/work permithas been granted.

82. Travel Arrangements

The company or assignees areresponsible formakingthe travel arrangements, either
through theirown travel company or they may schedule travel through one ofthe
company’s primary travelagencies. Ifthey are interestedin havingtheirairfare
directlybilledtothe company, thiscanonlybe accomplishedthroughcertaintravel
agencies.Iftheyare schedulingtheirtravel personally,expensesshouldbe chargedto
theirpersonalcreditcard. The companywillreimburseallrelocation-relatedtravel
expenses. Transportationtoand fromthe airport willalsobe reimbursed. Donot
chargethese expensestothe corporate creditcard. With the exceptionofHome
Leave(i.e.,tripshome duringthe assignment), tripsthatare lessthanadefined
duration(i.e.,fourhours)areapprovedforEconomyClasstravel. Tripsinexcessof
this duration are approved for Business Class travel. A trip is considered the complete
timefromorigintodestination, regardlessofinterimstopsorplane changes.Ifcar
rentalisapplicable,carsshouldberentedthroughone ofthe company’spreferred
rental car providersinorderforvehicleinsuranceto beincluded. Ifa company-
preferredrental carprovideris unavailable, you are requiredto purchase the damage
insurance. The company will reimburse the insurance coverage.

83. Cross-Cultural Training

Toensurethatassigneesarefamiliarwiththe cultureand localcustomsintheir
assignmentcountry,the company providesthemwithone ormore daysofcross-

cultural training. Assignees are strongly encouragedto participate in this training,
whichcanbearrangedineitherthe homeorhostcountry. Thistrainingwillprepare
assigneesforthe cultural differencesbetweentheirhomeandhostlocationsand
assistsinbuildingtheskillsneededforlivingday-to-dayinthenewenvironment.

Through this training, assignees will learn about the host country’s history, typical

business and social practices, currentevents and economics, housingand local

customs. Keepin mind that cultural differences exist even where the same language
is spoken.

84. Language Training

In order to ensure that assignees are able to effectively communicate in the language
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ofthe assignmentcountry,the companyusuallyprovidesassigneeswithhoursof
languagelessons. Typically, the initial language trainingshould begin prior to arrival in
the host country. Emphasis is placed on verbal and written communication skills and
is generally provided through a total immersion program.

85. Final Trip Travel Guidelines

Assigneesareauthorizedforone-waytravelusingthe mostdirectrouteto the
assignmentlocation.Ifany partofthetriplasts morethan severalhours(i.e.,eight
hours),thecompanyshouldpayforaone-nightstopover.Reimbursablestopover
expensesinclude transportationtoand from the airport, local hotel and meals only.
Side trips to other locations are prohibited from reimbursement. Expenses should be
submitted forreimbursement. Travel Accident Insuranceis provided by the company
while assignees are in transitfrom their old location to your new location.

86. Home Country Housing

For unaccompanied international assignments, the company expects that they will
retaintheirprimaryresidence andthattheirfamily (ifapplicable)willremaininthe

home country residence. Noassistance in sellingthe home or lease cancellation will

be provided bythe company. Additionally, noassistance withhome finding or
reimbursementof expensesassociated withhome finding(i.e., closing costs or renter
finder’s fee) will be provided at the end of your assignment.

87. Home Country Automobile

The same as Home Country Housing, the company oftendoes not ship, store or assist
with selling personal automobiles.

88 Temporary Living Expenses

Thecompanywillcoverreasonableexpensesassociatedwithuptoamaximumof
severaldays(i.e., sevendays)oftemporary livingina company-approved hotel, ifthe
corporate apartment cannot be made ready for your arrival. This includes the cost of
lodging, meals, and rental car (ifno company car or car allowance is provided). Non-
move related expenseswill be the employee’s responsibility.

89. Transportation of Personal Effects

The companywill payforexpensesassociatedwithmovingassignees’ personalitems
throughreimbursementofexcessbaggage,oranairshipment,dependingonthe
lengthofthe assignment. The company has pre-selectedmovingcompaniesto
provide this service to them.Itis importantto note that in most countries the
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shipmentofbelongingsisnotpermitteduntilthepropervisa/workpermithasbeen
granted. Theirmovingcoordinatorcandiscusstimeframesandthehostcountry
requirements with you.

810. Insurance

The company will provide insurance, at replacementvalue, forpersonal items while
intransit.Ifanitemisdamaged, theinsurancecompanywilldetermineiftheitems
can berepaired. Iftheitem cannotbe repaired, areplacementwill be madewith
material of like kind and quality. Assignees are required to complete an inventory list
priortothe move. Allinsurance claims mustbe submittedwithinninety daysfrom
the date you accept delivery. If assignees do not submita claim within the ninety-day
timeframe, their claimwill not be paid.

9. On-going Support

Research strongly suggests that support for expatriates is crucial for the success of the
international assignment. In general companies have acknowledged this when it comes to
traditional long term assignments but when it comes to other types of international
assignments, the research shows a lack of HR support.

Cross
cultural
training
Expatriate - . Family

/ General
Adjustment A ent
¥V Interaction” V
AQuStment Mentoring
Peer support

and coaching

On-Going Support During the Assignment

Source: Tilli, S. (2013). Expectationsvs. reality of expatriate supportactivitiesinthe case
company X. University of Applied Sciences.
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Overall, it has been established that an expatriate needs support throughout the
international assignment unless he is meant to be localized in the host country after the
assignment. The challenges to adapt to one's new work tasks are increased as the
expatriate has to adapt simultaneously to a new culture and basically a new life. Evidence
shows that expatriates appreciate the support they receive but as the support does not
match their expectations; expatriates often feel that they do not receive enough support.
Prior international assignment experience causes expatriates to put more importance on
those support activities that they have received before than first-time expatriates.

Understandably HR is required to be more involved with the personal life of an expatriate
as it is not merely the expatriate, but his/her family as well, that will be in need of support
from the company. Supporting expatriates and their families should be a key function of
HR and in increasing amount of companies, it is so. Those companies recognize that HR

support affects positively staff performance and well-being.

91. General/Work/Interaction Adjustment

Studies show that expatriatesface three types of adjustmentchallenges: general
adjustment, work adjustment, and interaction adjustment. General adjustment
coverslivingconditionsand hostcountry culture.Workadjustmentcoversjob
satisfaction with international assignment position and tasks. Interaction adjustment
coversinteractingwith localsin host country.

Supportis expected bothfromthe home unitand the hostunit. The home unitis
responsible forbenefits and compensations, and pre-departure support activities.
Theseactions contributeto facilitatinggeneraladjustment. The hostunitshould
provide supportindaily activities. Expatriates expectlogistical support. Host country
support actions provide continuous adaptation throughout the international
assignment. In particular host unitsupportfacilitates work adjustmentand
interactionadjustment. Thedistributionofrolesbetweenthehomeandthe hostunit
is important as expatriates make the differentiation that in turn reflects on the
perceived employer supportiveness.

92. Cross-cultural training

Havingthe necessarytechnicalskillsisnotenoughtomanage aninternational
assignmentsuccessfully. Alack of support may resultin an expatriate’s inability to
adaptto the new environment. Furthermore, alack of supportmay cause the
expatriatetoreturnprematureoreventoleavetheorganizationafterrepatriation.
The latterappears as aconsequence because lack of supportand communicationwill

raisefearinthe expatriate ofbeingforgottenandisolatedfromthe home unit,which
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inturncreatesanegativeimpactontheirexpectedcareers. Supportactivitiesto
expatriatescanbemanifold. Themostknownoneiscross-culturaltraining(CCT).
Someobviousservicesarelanguagetrainingandpracticaltraining.Anadditional
supportactivityisofferingtheexpatriateinpreparationapreliminaryvisitinthe host
country. This service is becoming common among MNCs. Important note is to
rememberthatexpatriatescanbe encouragedtotake an activerolein asking for
support fromemployer.

CCT’s (cross-cultural training) purpose is to help people to communicate with people
from other cultures and to build relationships with them. It prepares people to
handle unexpected situations in another culture. Its objectives are to teach people to
seeissuesfromthe perspective ofa personfrom another culture,to reduce
stereotypingandteach peopleto realize theirown prejudices, and to teach
appropriate behaviors. A scholarlists out six essential practical skillsthatare needed
in close to all cultural settings, thus making themthe backbone of CCT:

e The correct greetingbehaviors
e The correct nonverbalbehaviors
e Hostculture-friendly meansofexpressing opinionsandideas

e What are appropriate topics and how to avoid discussionsthat one feels are
inappropriate

e Howtorespond to others’ opinionsin an appropriate way
e Activelistening, paraphrasing, and questioning

CCT provides preparation forcultural adjustmentand business exercises. Cultural
adjustmentis builtup fromknowledge of culture, positive attitude towards that
culture, and appropriate behaviors. Most common methods used in CCT are
experiential learningand methods to change behavior. Othermethods available are
role-plays, casestudies, culture assimilations,andvideosanddiscussions.

CCT is usually provided as culture-general program or culture-specific program. A CCT
tendsto include partsfrom both butthereis alwaysastrongemphasison oneofthe
two and not a balanced emphasis on both. Culture-general programs educate about
practices and communicative behaviorsindiverse cultures. Culture-specificprograms
are,asthe name suggests, programsthat provideinformationonpracticesand
communicative behaviorsinaspecificculture.Studiesshowthatculture-specific
programs are more beneficial. Theyincrease expatriates’ effectivenessingeneraland
in managing foreign subsidiaries, and job performance.
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Astudy foundthatcross-culturaltrainingimproves general adjustment, work
adjustment, and interaction adjustment. Additionally they found that international
experience facilitates work adjustment. However, they believe that CCT has more
benefitstoan expatriate without prior international experience.

Researchsuggeststhat CCTwouldbe mosteffectivein-country,afterarrival.In-
country expatriates will receive directfeedback. Pre-departure training has also been
identified effective,especiallythose thatcreate culturalawarenessand positive
attitudesin the expatriate. Pre-departure CCTis mostcommonlyusedin MNCs as
there is evident support that pre-departure training facilitates expatriate’s
adjustmentin the new culture.

93. Mentoring and coaching

A mentorissomeone a personlearns from. A coach is someone a person learns with.
Amentorisaresource.Acoach helpsthe performertodomore. Amentorprovides
an expatriate withinformation and expectations of the organization. A coach helpsan
expatriate toachieve during his/ her international assignment.

There are many objectives to mentoringand coaching. Here are some that are
beneficial to an expatriate:

e toencourage flexibility and persistence.

to create responsive crisismanagementand conscientious crisis prevention.

to facilitate teamwork and mutual support.

to allow adaptability and responsivenessto change.

to encourage perseverance and resilience.

A mentorisrequiredto have the necessary businessfield knowledge and experience.
A mentorisratherateacherthatshouldbe ableto tellthe expatriate whathe/she
needstodo. Animportantattitudeinamentorshouldbethefeelingofbeingsecure
in his/herposition, sothat the developing expatriate willnotturnintoa rivalat any
pointin the mentoring relationship. A mentor provides representations and liaison,
options advice, and skills analysis, forexample.

Acoachisrequiredtohave the experiential learning of achievement. He/she does
notneedto be an expertinthe businessfield. Acoachshould be supportive,
nurturing, empathetic,open,responsive, andtrusting. With these attributesthe
coach can act as a guide to the expatriate, to help the expatriate to overcome
barriers. A coachwouldletthe expatriatefindawaytosuccess, nottellhim/herwhat



to do to get there.

During an international assignment, an expatriate will face many people problems,
someduetocultural differences.Manyofthe people problemscanbe overcome
withthe helpofa coach,whocan discusstheissueswith theexpatriate. Evenin
uncoachable situation, the coach can aid by asking questions from the expatriate that
wouldfacilitate the expatriate’s motivationtotake stepsintosolving the problem.

Researcherssuggestthatanetworkofmentorswouldbe mostbeneficialtoan
expatriate. Naturally, managing multiple mentoring relationshipsis an additional
challengeto an expatriate butthey believe thatthe benefitsoverweightthe
challenges.

Mentoring relationships can be either formal or informal. Formal relationships are

initiated bythe employer. Theyare oftenshort-termand scheduled. Informal
relationships are born naturally. They are often long-term and proceed irregularly. At
occasions formalrelationships may be regardedas a compulsory additional task that
hinders the positive effects of a mentoring relationship.

Mentoring relationships canbe eitherhierarchical or peer. Hierarchical mentors could
alsobe consideredcoaches. They providecareeradvice, work-relatedsupport,
protection,and counseling. Peermentors provide psychosocial supportand personal
feedback.Astudy pointsoutthatexpatriate maybemorewelcomingtowhatapeer
mentorhastosaythantowhatahierarchicalmentorhastosay. Expatriatesneeds
regulate atwhat point oftime and for what purpose is what type of mentoring
relationship most beneficial. Researchers have studied the difference between home
country mentorand host country mentorin relationto expatriate effectiveness.
Home country mentors have a positive effect onjob performance and promotability.
Ithad anegative effectonjobsatisfactionand organizationalidentification. Host
countrymentorshave apositive effectonpromotability, expatriate organizational
knowledge, organizational knowledge sharing, teamwork and performance. Tomeet
allthe needsofexpatriates, bothmentors,home country and hostcountry mentor,
are necessary.

94. Peersupport

Peersupportis “social supportthatis based on experimental knowledgewhichis
givenandreceived between people insimilar situation”. The purpose of peer support
isthatapersondoesnotneedtofeelaloneashe/shecangainsupportandadvice
fromagroup ofpeoplethatareexperiencingsimilarsituationashim/her.Therole of
eachpersoninindividual support(pairs)and collective support(group)istobe a
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supporterandtobe supported. Theamountofsupportgivenandreceived canbe
balanced orimbalanced. The most crucial part of peersupportis the ability ofactive
listening fromall participants.

Peersupport group differentiates from othergroups by being personally involving
and without professionals. It differentiates from other support groups by including
supportive environment, reciprocity, feeling oftogetherness, and group response to
allmembers.

Researchersadvocate the usefulness of peersupportbased on fourfactors. First,the
personallearningfromexperience canbe usedto giveguidance andstrengthto
others.Second, every membercan giveandreceive. Third, progresshappens
according to possibility. Fourth, the supportis based on experience ratherthan
outsider’'s knowledge.

Expatriatescanreceivetwotypesofpeersupport:fromotherexpatriatesandfrom
colleaguesinhostcountry. Otherexpatriatescanoffersupportin handlingcultural
adjustmentand colleaguesinhostorganization can offerfriendshipandassistance. A
researcherarguesthatthereisevidenceofpositiverelationshipbetweensupport
from colleagues and interaction adjustment. Peer supportfrom expatriates provides
psychosocial support through understanding and confirmation. Expatriates need
themto ease the stress of handling new situation. Company colleagues provide
career support.

Social support is "the availability of helping relationships and the quality of those
relationships”. Stressmanagementscholarsbelieve thatsocial supportis usefulin
new situations, like movingto live andworkin anew country. Social support
positively affectsthe stressand uncertaintyassociatedwith new situations.

Language barriers may cause difficulties ininteracting with locals but in many cases
the effortto overcomethemareworththeresults. Ascholarmentionsthat “learning
occurs through communicationwithmembersofthe hostcountry”. Localnetwork
willaidin cultural adjustmentand work issues, butin future it can provide further

career benefitsaswell.

10. Managing Repatriation

Repatriation refers to the homecoming of an expatriate after completing his or her
assignment in a host country. Bringing expatriate employees home and back into full
participation in the company remains a difficult problem for many organizations.
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101. Reasons of Repatriation
10.1.1. Most Common Reason: The period of posting got over.

10.1.2. Second Common Reason: The expatswanttheirchildrenstudyinahome
country school.

10.1.3. Third Common Reason: The needforthe expatsto move on to another global

assignmentofasimilarkind—where he/shewould have the opportunityto usethe
skills and expertise acquired.

10.1.4. ForthCommonReason: The assigneesare nothappyintheiroverseas
assignment. Un-happiness can be resultof:

e Inability to adjust to host country environment.
e Spouse’sor children’s unwillingnessto stay.
e Lack of moral support from HQ at the time of crisis.

102. Phases of Repatriation

Repatriation processinvolvessuchstepsas: preparation, relocation, transitionand
readjustment:

eRe-expatriation is to be

posted to another host country
"“\,\ -Repatrlatlon progrfam under
- mentor with assistance for both
h expatriatesandtheirfamilies

/ . .9
/Preparatlon Transition . Repatriation Strategy as blow

T

USRS
\\\
o

' Relocation Re- adJUS}‘hP‘nt Before During,

-

R

« Precedlng After

Challenges of effective Repatriation
-Organizational Factors
«Job-related Factors
*Social-cultural Factors

Repatriation Management

Source: Stroh, L.K.,Black,J.T.,Mendenhall,M.E.,& Gregersen,H.B. (2005). International
Assignments. Lawrence Erlbaum Associates.



65

10.2.1. Preparation

Successful assignments begin with repatriation planning at the time of expatriation.
Severalresearcherssuggestedthatat the onsetof an overseasassignmenta

repatriation agreement should be determined between the employee andthe
employerinorder to develop arepatriation processto help manage the employee’s

goals and expectations. The elements of a repatriation agreement are very likely to
include provisionofa specified periodoftheassignmentandareturnincentive
payment.

On return, the expatriate should have an assurance of a job that is mutually
acceptable (i.e.,oneequalto orbetterthanthe one heldbeforeleaving),anda
provisionofre-entrytrainingcombinedwitharepatriationprogramtosupportthe
repatriateandhelpthe familyreadjustbackintotheirhome country. Relocation
benefits such as arranging pre-repatriation home country ‘house hunting’, school
registration and the shipment of personal goods, would further reduce the problems
associatedwith areturn home.

Approx.5-3month beforethe expatriation-returnstothe homecountry,he orshe
shouldbetakenthroughare-entryphase,followedbyactual repatriation. This
involvesdevelopingplansforthe futureand collectinginformationaboutthe new
positionthe expatis likely to occupy after returning home. During the pre-re-entry
phase, the mentor can play an advisory role in finding the expata suitable position
withinthe organization. The company may provide achecklistofitemsto be
consideredwhile leaving the host country.

10.2.2. Physical Relocation

Thisstageinvolvesremoval of personal belongings, breakingties with colleaguesand
friendsandtravelingtothe nextposting,usuallythe home country. Professionalre-
entrytrainingshouldalsobe givento expatand hisorherfamilythatcoverssocial
cultural contrast orientation, an updated political and social issues and changes in the
home country, jobopportunitiesforthe partner,anevaluationofthe experiencesin
the host culture and the psychological aspects of repatriation.

10.2.3. Transition

Phase inwhichthe expatriate and his or her family readjusttotheirreturnto the
home country. Some companies hire relocation consultsto assistinthis phase also.
Typical activitiesinclude acquiringtemporary accommodation, arranging forhousing



and schooling, performing necessary administrativetasks(e.g.renewingdriver’s
license, applyingformedical insurance, opening bank accounts)

10.2.4. Readjustment

Thisphaseinvolvescopingwithreverse cultureshockandthe expatriate’scareer
demandsontheorganization. Generally,themorethe hostcountry culture differs
fromthe home country culture, the more difficultthereintegration processwill be.
Likewise, the more successful the expatwas in the host culture, the more difficultitis
to adjust to the work environmentatthe home base.

103. Challenges of effective Repatriation

Repatriation posesgreater challengesthanexpatriation. Challengespresentfrom
the employerandthe assignee side. What the managementshould appreciateis
that repatriates offer several benefits to the organization. Most returnees are likely
to quitif not handled carefully.

10.3.1. Organizational Factors

Recentresearchindicatesthatthe majority of organizationshave noformal
repatriationprogramto helpexpatriatesreadjustonreturntothehome country.
Onlyasmallproportionoftherepatriationprograms have considerationforthe
spouse. The typical reasons given by organizations for not having a repatriation
program include:

e Lack of the requisiteexpertise
e Program cost
e Lack of aperceivedneed by top management

Some organizations provide a form of repatriation assistance in the form of a
“mentor”. The mentoris usually a superior to the expatriate and provides assistance
inthe form ofinformation, by maintainingregularcontact withthe expatriate,and
by taking the expatriatesinterestsregardingpromotionandjob placementon
return etc. into account.

Research indicates that the likelihood of an organization using mentors depends on
the size of the expatriate workforce, the organizational unitresponsible forhandling
expatriates and the nationality of the organization.

10.3.2. Job Relatedfactors

The re-entry phase may include a number of problems that are related directly to
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therepatriate’sattitudeaboutthe effectthataninternationalassignmenthason
futureemploymentprospects. The job-relatedfactorsinclude the following:

Career anxiety. Perhaps for the majority of repatriates, the overriding concern is
the effect ofinternational assignmentonthe person’s subsequent careerpath. For
mostexpatriates,amajorreasonforacceptingtheinternationalassignmentisits
value in terms of career progression. Anxiety overthe re-entry position may begin
long before repatriation occurs. The expatriate may fear that the period abroad has
causedalossofvisibilityandisolationfromthe parentcompanyascapturedinthe
phrase: “Outofsight,outof mind.” Upon repatriation, the expatriatesmayfind that
thesefearshave materialized. The peershave been promotedahead ofthe
returnees, and the repatriate is placed in a position that is demotion.

Devaluing the International Experience: Careeranxietyis compoundedifthe re-
entry positiondoesnotappearto be connected withthe person’sinternational
experience. Oftenin ‘holding’ positions, such as a task force or a projectteam, orin
temporary positions, theyareengagedindutiesthatdonotappeartoexploittheir
newly gained, international expertise.

The perceived degrading of the repatriate’s recentexperience may be coupled with
negative careerprogression;thatis, there-entrypositionisalesschallengingjob
withreducedresponsibilityandstatusthanthatheldeitherduringtheinternational
assignmentor prior to the period abroad. This combination can have a demotivating
effectonthe repatriate as well as affectthe multinational’s ability to attract
potential expatriates. Moreover, the devaluing of the international experience has
beenlinedto repatriate turnover.

Coping with new Role Demand: Itis notsurprisingthatre-entryposesa challenge
for the repatriate and frequently reveals a mismatch of expectations, which affects
therepatriate’sperceptionofthenewrole,especiallyifananticipatedpromotion
does notmaterialize.

Theexperiencesoflivingandworkinginanothercountry canaffecttheperson’s
self-efficacy (the degree towhich an individual believesthathe/she can execute a
setofbehaviors). Aswell,the expatriate positioncommonlyinvolvesamore
demanding job position. Learning how to successfully cope with the various
challenges encountered during the foreign assignmentmay give the person more
self-confidence, alongwithabroaderperspective. These changesmay be subtlefor
some people;forothersthey canbe profoundand may beinfluencedbyfactors
such as length of time spent abroad, country of assignment, and individual
differences such as age and personality.
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Loss of Status and Pay: Usually, the international assignment is a form of

promotion. It carries greater autonomy, a broader area of responsibility (because of

the smaller size of the international subsidiary) and, at the top managementlevel, a
prominentrolein the local community. The resultis higher status. Some expatriates

use theterm ‘kingpin’to describe their positionsabroad. Upon return, the

repatriate is expected to resume his or her position within the home company- with
thelossofstatusandautonomy.Ineffect,therepatriateistreatedasjustanother
company executive. Thisshiftmay cause readjustmentproblems.

Compoundingthe problemisthe loss of expatriate premiums. More commonly,
employees are broughthome to resume life on a scale that may be significantlyless
comfortablethan whatthey had grown usedto abroad. Payis usuallylowerin
absoluteterms. Anothercontributingfactoris thatthe returningmanager may no
longerbe ableto affordto buy ahome similarto the one sold afewyears before.

10.3.3. Social-cultural factors

If an expatriate servedin a foreignassignmentin a high-profile positionwhere he or
she enjoyed considerable and sustained interaction with the social, economic and
political elites ofthe hostcountry, afeeling ofdisappointmentmayemerge after
return to the home country.

In addition to the expatriate’s social readjustment problems, the social
readjustment problems of his or her accompanying family members mustalso be
takeninto consideration as well.

Reestablishment of social networks in the home country may be difficultif, fore.g.,
the expatriate andfamily arerepatriatedto anotherlocalityinthe home country. It
may be that friends have moved away while the expatriate was on assignmentand
thatotherfriends may have joined the workforce and have notime for social
activities.

Childrenmay encounter social readjustment problemsinschool because they are
notupdate on latesttrends,and may have problemsadjustingto theirhome
country educational system.

104. Managing Repatriation:

The effectivenessofarepatriationprogramrestsonitsabilitytoaddressthe
following questions: “Willlgeta good job when I return? Willmy careerbe

enhancedand will mynewly acquired skills and perspective be valuedand well
utilized in the home organization?” Repatriation programs that are likely to be
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based onknowledge acquiredfromthe responsiveness phase ofan organizational
crisisconsistofactivitiesthatprovideacomparable positionorapromotionfrom
thejobheldbeforerepatriationandassistance forthe employee andfamilyin
assimilatingbackintotheirhome culture, these programs are crucial in
demonstrating supportiveness to the returnees. These repatriation strategies are
likely toimprove repatriation success rates by emphasizing the commitment of the
organizationtoitsexpatriate staffandmay encourage expatriatestofeelthattheir
bestinterestswere apriority,leadingto enhancedexpatriate commitmenttothe
parentfirm.Inaddition,ithelpsto develop commitmenttothe newlocal work unit,
thereby facilitating the retention of these strategic human resources. Management
of repatriation requires actionin three areas: re-expatriation, repatriation program,
and repatriationstrategies:

10.4.1. Re-expatriation:

Areturneeislikelytobe postedto anotherhostcountry unit. Re expatriationis,
therefore,acommon phenomenonand the international HR Professional should
handle it effectively. Whenan expatriate succeeds on an overseas assignment, the
individual’s competitiveness has been established and he/she provestobe the ideal
choice forre-expatriation. Re expatriation offers several benefitsto MNC:

e Contributesto Skill of expatriates whose skill and abilities canbe used as and
whenthe need arises.

e Relocationofcompetentpeople ininternational assignment.

e The normal difficultiesand challenges of managing expatriationand
repatriationarefewasthe MNChasapoolofinternationalmanagerswhoare
ready to fly to any part of the globe at any time.

10.4.2. Repatriation program

MNCs needto have mentoringprogram underthe care of mentor. Alternatively
designatedas company contact, sponsor or godfather,the mentoris usuallya senior
personand knowsthe expatriate personally. The mentoringdutiesinclude:

¢ Maintaining contact with the expatriate throughoutthe assignment.

e Ensuring that the expatriates are kept up-to-date with the developmentin the
home country.

e Ensuringthatthe expatriates are retainedin existing management
development program.



e  Assisting expatriates with the repatriation process, including helping them with
a repatriation position.

e Paralleltohavingmentors, MNCs also will have a repatriation programin place,
a typical repatriation program is given below:

v" Preparation, physical relocation and transition information (that the
company will help with).

¥" Financialandtaxassistance,e.g.,benefitandtax changes,loss of
overseasallowances, etc.

Re-entry position and career-path assistance.
Reverse cultural shock, including family disorientation.

School systemsand children’s education and adaptation.

AR NEEE NN

Workplace changes, e.g., corporate culture, structure, decentralization,
etc.

<

Stress managementand communication-relatedtraining.
¥" Establishing networking opportunities.
v" Helpinformingnew social contracts.

10.4.3. Repatriation Strategy

e Pre —expatriation

v" Agreementoutlining the type of position expatriates will be placedin
upon repatriation.

v" Agreementaboutthe duration of stay overseas.

v" Keepingthe postback athomevacant untilthe assignee comesback.
e During the assignment

v/ Continuous communicationwith expatriate.

¥" Visitto headquarterwhen on vacation to maintainvisibility.
e Preceding Repatriation

Career guidance between6-12 months before the end of assignment. Ensure
that all elements of the repatriation process are transparent. Such elements to
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include company policies with regard to travel reimbursementleave period,
shippingofhousehold goods,and contactinformationaboutthe mentor.

Afterrepatriation

v

v

Training seminarsto helpreturnees cope with reverse culture shock

Financial counseling and financial / tax assistance

Reorientation program about the changes in the company policies,
practices, personnel and strategies.

Reassurance that the company valuesinternational experience
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Part Three: Expatriate Performance and Measurement

1

Performance of International Assignment

Every few yearsthe debate overthe return-on-investment (ROI) ofinternational assignees
resurfaces among global mobility professionals. The debate is never quite put to bed and
re-emergesduringperiodsoforganizational cost-containment. Everyoneknowstheir
roles:seniorexecutives make statementsaboutreducingthe numberofinternational
assigneeswhilequestioningthehighcostoftheirinternationalrelocationprograms;tax
professionals arecalledintoidentify savings; relocationvendors’ contractsare squeezed,
globalmobility professionalsrespondwithreportsand sage adviceonwhyitisfiscally
unwiseto breakleases (and unkind to remove children from schools mid-year). Thereis
angstforaperiodbut, once the cost-containmentdragonis asleepagain, the needto
demonstrate ROlistemporarilysuspended. Thetruthisthatanorganizationcannever
accurately understand the ROI for any international assignee without fully understanding
what he or she is being sentto do, and develop.

According to opinions of an expert who has worked with numerous global mobility
professionals onthe topic of international assignee performance management, they are
receptive butfartoobusyjugglingcost-containment, vendormanagementandother
substantial tasksto beginto act on it effectively. The advice on performance management
and ROl had traditionally been lost—until now, that is.

"This shift towards greater collaboration between global mobility and talent management
enablesthe foundationfor ROl to be more accurately assessed".

So, what has changed? In the past, talent management and global mobility were
complementary HR functions, with their collaboration being, more orless, a hand-off, as
the international assignees'caseswere passedfromoneto the other. Now, in

organizationswith a more strategic-minded humanresource focus, talentmanagement
and global mobility professionals areworkingtogetherasintegrated functions.

This shifttowards greater collaboration between global mobility and talent management
enables the foundation for ROI to be more accurately assessed. Global mobility
professionals canprovide specific details onthe cost-side ofthe ROI equation. Forthe
benefit-sidetobe assessed, the talent managementprofessionals will need asystem for
managing performanceofassignees—bothintermsofwhattheyarebeingaskedtodo
andwhatthey are beingaskedto gain. In otherwords, we needto understand what
strategic goals are to be met before the assignment’s return can be assessed.
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This is starting to happen. Some leading global mobility professionals have worked
togetherto develop atool forinternational assignee performance managementand ROI
through the Expatriate Technology Forum (ETF). Whether a tool such as the one
developedbythe ETFisadopted,oraperformance managementprocessis built

internally, the process should be usedto guide the identification of specific performance
dimensions and a methodforassessingperformance should be created.

Asaninternationalassignmentisajobcontextand notajobdescription,thereisnotone
setofdimensionsthatcoverallinternationalassigneeswithinanyorganization. Most
international assignee performance dimensions, however, are included within four
broader categories of performance dimensions: task, organizational, intercultural, and
developmental dimensions. The firsttwo, the technical and organizational performance
dimensions, are presentamong all international assignments whereas the intercultural
anddevelopmentalperformancedimensionsarepresentinonlysomeinternational
assignments:

Technical Organizational
performance performance

Intercultural Developmental
performance performance

International assignee performance management

Source: Caligiuri, P.(2010). International assignee performance management(andthe elusive
questforROI). ECA International Online Press.



1.1. Technical performance

Thisrepresentstasksordutiesinternational assignees perform. They are the easiest
to identify and most tangible because they mirror the technical dimensions of those
withthe sametitleinadomesticcontext. Forexample,withinthe samebusiness
unit,stage of productmaturity etc. abrand manager relocatedfromltaly to Ireland
foraproductlaunchshouldhaveresponsibilitiescomparabletothe Indianbrand
managerinIndiadoingthe same productlaunch. The fundamental outcome (or
performance dimensions) ofthejobarelikelytobe similar. However,thewayin
whichthesejobsare conducted maydifferdramaticallyasaresultofthe countryor
cultural context.

1.2. Organizational performance

As with technical dimensions, all international assignments will include
organizational performance dimensions, representingthose aspects of the position
thatare not directlyrelated tothe technical tasks of the job but to the broader
organization. These may include adheringto safety rules, maintainingan ethical code
or integrity norms, following organizational procedures, promoting a positive image
of the organization, etc. These are less tangible but may be well-established across
all positions within a given organization.

1.3. Intercultural performance

With respect to intercultural performance dimensions, some assignments will have
an extensive need forintercultural communication orintercultural effectivenessin
orderfortheassignmentto be deemedsuccessful. Otherswillrelyontechnical
performancealonewithlessvariationasafunctionofthe culturalorcountry-level
context. Some performance dimensions are bound by the assignees’ ability tobe
effective inthe hostcountry specifically. Examplesinclude negotiatingan
international joint venture, conducting training seminars in another country, working
on a multicultural research and development team, presenting to internal or external
clientsindifferentcountries, adaptinga marketingplanto a local context.

1.4. Developmental performance

While many international assignments are developmental experiences,
developmental dimensions are not always an organizationally-desired outcome of

the assignment. Developmental dimensions may be knowledge-based, suchas
language acquisition or understanding the worldwide structure of the organization.
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Theymay be ability-based,suchaslearninghowtolead ateam, negotiate,runa
meeting, conducta productlaunch, institute aprocess, etc.inanothercountry. A
performance dimensionisintentionally developmental whenthereis a plan for the
competencygainedtobeusedonsubsequentassignments. Examplesinclude
knowingthe culturallimitsofone’sknowledge (andknowingwhentobringinlocal
expertise) and knowing what to do with cultural, political, and local market
knowledgeinsubsequentsituations. These developmental performance dimensions
aremore intangible andthe mostdifficulttoembedintothe ROl equation. They
shouldnotbe overlooked becausetheirimplications arethattheybuild global
competence, overtime, in the organization.

These four sets of performance dimensions can help guide the discussion for
performance criteria to be developed and performance management systems to be put
in place. Thisis afirststep and nota small one. Toidentify performance dimensions prior
toanassignmentit(minimally) helpstohave agreementregardingthe expectations
betweenthe sending and receiving units and the international assignees themselves. Is
everyoneinagreementon the goalsforthe assignmentand the assignee? Anyone who
hasevertriedtogatherthisagreementissmilingrightnowatthechallengeinherentin
that question. Challenging, however, does notmeanimpossible andthis is becoming
easieramongorganizationswithmore strategicalignmentfortalentmanagement.
"Before ROl canbe assessedeffectively, whatan assigneeisbeing askedto doand what
they are being askedto develop hasto be clearlyarticulated."

The nextstepsare typical of performance managementsystems, withsome challenges
specifictointernational assignments. Once the performance dimensions are identified,
how will each be measured? Some of the more subjective performance dimensions are
culturallybound and may lack conceptual equivalence. Forexample, whenratingthe
performance dimension”leadership”, Asianmanagers mayemphasize cooperationand
teamwork whereas American managers may emphasize assertiveness and independence.
Thus, the same manager may be rated as highly effectiveonaleadership dimensionin
one country buthighlyineffective demonstratingthe samebehaviorswhileinanother
country. Thisis one example of a key strategicdecisiontobe made: whethera global (i.e.,
company-wide) orculturally-specific set of metrics and standards will be used. There are
others, such aswho should be conducting the assessments, what method of assessment
shouldbe used, when assessmentsshould be conducted, and the like.

Whilethisisonly abriefintroductionto the challengesofinternational assignee
performance management, the implications forthe ROI of international assignments
shouldnot be understated. Beforeitcan be assessed effectively, whatan assigneeis
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2.

being askedto do and what they are being askedto develop (if anything) has to be clearly
articulated. Thisneedforbetterinternationalassignmentperformance management,
andthe associated challenges, has changedthe necessary collaboration between global
mobility and talent management professionals within abroader HR system. The fact that
this collaborationis beginningtooccur isgiving me greater confidence thatassessingthe
ROl ofinternationalassignmentsisbecominglesselusive andmorepossible.

Expatriate Performance Appraisal

Whenitcomestoexpatriates, performance managementisincreasinglyimportantas
firms become more internationalized. However, several recentarticles stress that enough
research has not been devotedto the performance managementof expatriates, especially
whenitcomestotherelationshipbetweenthe managementstrategy ofthe MNCsand
their policies and practices regarding expatriate evaluation. In a quantitative study, no
evidencewasfoundforanalignmentbetweenmanagementstrategyandhuman
resources strategy implementationin the case of expatriates. They concluded that
‘Researchers and practitioners alike will need to better understand how to maximize
performance and development of this critical human resource and how to integrate
expatriatesintoanoverallhumanresourcesstrategy”.Inaddition,theresearcher
emphasizesthatthe performance evaluation of expatriatesis much more complicated
thanthat ofdomesticemployeesduetoboth geographicand cultural distance.

Althoughresearch indicates that the importance of expatriate performance management
isincreasingly evident, thereis stillagap between formal HR evaluation strategies and
how firms assess expatriatesin practice. For example, asurvey-based studyinvestigating
51 globalfirmsshowedthat none ofthe interviewed managers statedthatthey were
usingaformalwayofmeasuringreturnoninvestmentforexpatriates. Thereasonwas
thatfew had been able to develop anappropriate measure, and instead some informal
measuresofsuccesswerecommonlyused. Also,aresearcherhypothesizedthat
customizedappraisalforms should be perceivedas more accurate. Howeverthe results of
theirstudy showedthe oppositeandtheauthors mentionlack ofclearbaselinesasone
reason for the negative relationship.

Because of the complex nature of performance evaluationin a global context, expatriate
performance appraisal systems are an importanttool whenitcomes to managing MNCs. A
scholarclaimedthat companiesthatsucceedwithglobalintegrationtendto havethe
supportofglobal humanresource systems, suchas performance appraisals. Accordingtoa
researcher’s opinion, measuring performance in aglobal environmentis neverthelessfar
from easy. Another researcherunderlines furtherthat deciding what good performance
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actuallyis,aswellashowlow performanceshouldbe dealtwith canbe problematicfor
operatingmanagers since the appropriate answersand solutions may vary tremendously
in differentcultures.

An example ofhowa US managerin Chile used negotiation to avoid a strike which would
havebeenvery costly as the entire productionwould have stopped. As aresult, the
productionwas stillrunning, sothe huge costs of a strike were avoided, althoughthe
demandforthefirm’s products decreasedforaperiodoftime. Forthe latterreason, the
manager’s performance was evaluated as low since the factthat strikes are very common
in Chile was not takeninto consideration by his superiors. This example shows that if the
performance appraisal justusesthe same measures as fordomesticemployeesanddoes
nottake culturalfactorsandnational characteristicsintoconsideration,theresultofthe
evaluation will be inadequate. Despite the evidence suggesting that performance
appraisalsneedto bedifferentwhenitcomesto expatriates, aresearcherfindthat,

although often meticulously designed, the appraisal systemsthat are usedin practice are
alarmingly oftentoo static.

Scholars conclude that inorder to enhance expatriate performance appraisal systems, the
organization needsto lookinto specific criteriasuch as the performance expectations, the
fairness of the evaluation and the career development of the expatriate. Nevertheless, the
authorsalsostressthatthereisaneedforabetterunderstandingofwhatmakesagood

expatriate performance appraisal system.

Issues

A

Issues of Expatriate Performance Appraisal

Source: Shih,H.A., Chiang, Y.H.,&Kim, I.H. (2005). Expatriate performance management
from MNEs of different national origins. International Journal of Manpower, 26(2), 157-176.
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In a survey of American expatriates, Aresearcherfound that annual evaluationis most
popularin MNEs (82 percent), followed by biannual or quarterly intervals (9 percent).
Otherresearchersreported similarfindings. However, neitherwas able to show whether
MNEsarrange performance appraisalfordifferentpurposesatspecifictime periods.

2.1. Appraisal frequency

Formal performance appraisal can be accomplished afterany period, althoughiitis
normally conducted on an annual basis. Sometimes organizationsrequire thatitbe
done more frequently, quarterly, or semiannually. When performance feedback is
receivedinatimely manner,changes can be made and goals that otherwise may not
be achievedmightberealized. Accordingtomany studies, bothsemiannualand
annual expatriate performance appraisals related positively to perceived expatriate
performance appraisal accuracy. However, researchers found that divergent
arrangementsin appraisal frequencyrelate to differencesinthe nature of the
expatriate’s mission.

2.2. Appraiser

The immediate supervisoristypicallyregarded as the personin charge of evaluating
anemployee’s performance. Tohelp enhance the fairness, objectivity, and credibility
ofthe PMsystem,scholarscontendthatperformanceappraisalcan be carried by
multi-raters, suchas supervisors, peers, subordinates, self-appraisal, andcustomers.
Using multiple resourcesis seenas agood idea since differentindividuals cansee
differentfacets ofan employee’s performance.

Owingto geographicand temporal limits, the international environment produces
additional challenges for MNESs to evaluate expatriate performance accurately.
Therefore, multi-evaluators are recommended as an appropriate method. In their
study of US-basedinternational consultingfirmsfoundthe expatriate’s chief
appraisalratertobe hisimmediate supervisorineitherthehostorhomecountry.
Some MNEs alsoallowed expatriatestoreviewtheirownperformances. Other
scholars also showedthat the expatriate’s organizational positioninfluences whether
the home country manager participatesinthe performancereview. Thehigherthe
position, the more likely the home country manager will become involved.
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2.3. Performance form

The decision of whetherto adopt a standardized or customized performance form
and criteriain evaluating an expatriate may significantly influence the accuracy and
fairness. Thestandardizedperformanceformcanmake comparisonsbetween
expatriatesatdifferentsitesmucheasierforsubsequentmanagerialdecision
making. The available empirical evidence appearstosupport this assumption. A
researcherreportedthat overthree-quartersoftheir surveysample used a
standardized performance form. However, this practice may sacrifice the validity of
the performance review since local situational contexts are neglectedinthe appraisal
process. Scholars argue that the performance criteria should be adjusted as
appropriate to reflect the expatriate’s organizational position, assignment site
characteristicsandevenhisknowledge aboutthe company’sforeignoperations.

Once the appraisal has been completed, organizations normally require supervisors
todiscusstheappraisal resultswiththeir subordinates. Feedbackprovidesa
communicationchanneltohelpclarifyand improveworkprocesses, workplace
conditions, expected performance, and staff training and developmental needs on
regular basis.

2.4. Contingency Factors

The similarities and differencesin expatriate performance appraisal practices are
discussedas below:

24.1. Criteriaused by headquarters

Some MNEs use expatriate personnel asinformal and subtle control mechanismsto
coordinatebusinessactionbetweenheadquartersandsubsidiaries.SincePM
practices can significantly influence employee behavior, MNEs tend to use

expatriatesasavehicletoconveycorporate cultural messages. Local adjustment,
therefore, may not be necessary for these MNEs.

24.2. Parentcompany culture influence

Some MNEs tend to exert corporate subtle influence on subsidiaries through

international transfer of managers, that is, MNE headquarters’ cultural factors affect
certain aspects of EPM practices.

2.4.3. Linkage with careerdevelopment
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If MNEs transferinternational managersto nurture global managementtalents, one
may expectthatthesecompanieswillhaveanintegrated planforthe trainingand
developmentofthese overseas personnel. However, asubstantial percentage of
repatriatesfeel dissatisfiedbecausetheircompaniesfail to capitalize ontheir
overseasexperience.

2.4.4. Nature of expatriate mission

Some MNEs adoptdifferentarrangementsinthe goal settingprocess, in appraisal
frequency, in performance raters, and in the provision of pre-departure training.
From our interviews, we learned thatthese different arrangements are based on
soundreasonsthatcanbetracedtothedifferentnature ofexpatriate missions.

24.5. On-the-job training during expatriation

Some MNEsdonotprovideon-the-jobtrainingforexpatriatesontheir overseas
missions. Thelack of on-the-jobtraining may be because these MNEs do not have a
comprehensive planforcapitalizingontheirglobalmanagementcapital. If so,
expatriate personnelhavetoimprovise inthisprocessto overcome theirown
challenges.

3. Success of International Assignment

International assignments are often seen critical to the strategy of the company and the
success of international assignment often determines the success of the company itself.
Both companies and individuals experience the challenges related to international
assignments. Success of international assignments depends not only on organizational
arrangements but also on the extent to which such arrangements are in accordance with
the individual’s expectations about the international assignment. Therefore, the outcomes
of an international assignment can be assessed from both parties' perspectives (individual

and organization) and by considering both immediate and longer-term effects.

3.1. Short-term success

Onewidelyusedmeasurefortheimmediate outcome ofanassignmenthasbeen
completion ofthe fullterm ofthe assignment(versus prematurereturn). For the
firm, therefore, one important criterion for a successful assignmentis the timely and
effective completion of organizational tasks. Anassignmentwould be recorded as a
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failureifthekeyorganizational objectivesattachedtoitwere notachieved. Forthe
individual, however, successwould meanstrong performance, experiencedlearning,
and growth, as well as the experience ofhighjob satisfaction.

3.2. Long-term success

However, successin expatriationtells only part of the story. Since the entire process
ofanassignmentconsists ofboth the expatriationandrepatriation stages, the
assignmentwould be considered unsuccessfulif repatriationfailed. Fromacareer
theorypointofview,repatriationisparticularlycritical, becausetheemployee's
assessmentofsuccesswillbebasedon howthe completionofthe particular
assignmentimpacts his or her subsequentcareerdevelopmentandwhetherhisor
her initial expectations around the assignment are met or unmet. Such an
assessmentcanbe conductedonlyaftertheindividualhascompletedthetasks
overseas and has reentered the home country.

Fromthe individual's perspective, successinrepatriationcan be measuredinterms
ofhisorherlonger-termcareergrowthandcontinueddevelopmentopportunities,
suchas challengingjobassignments, promotions, or enlargementofresponsibilities.
(These opportunities could be eitherwithin the presentfirm orin other
organizations.)

Ina similarvein, there are also longer-term measures of success for the organization.
Fromahuman capital perspective,becausethefirmhasinvestedlarge sumsin
developingtheemployee throughtheinternationalassignment, effective future
utilization of the new expertise may be critically important. Therefore, a longerterm
success measure would be whetherthis new expertise were institutionalized and
utilized through retaining the repatriated manager, applying the individual's learning
in future assignments, or transferring that manager's new expertise to other
employees.

3.3. Success Criteria

These success criteria are arrayed on two dimensionsinthe following figure, showing
the benefitstothe individual and the organization, as well as the shorter-and longer-
term effects. The criteria from both rows in the figure, then, integrate the
assessmentofsuccessfromthe two stages ofthe internationalassignment:the
expatriation stage (top row) and the repatriation stage (lowerrow).
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Success Criteria for International Transfers

Yan, A.,Zhu, G., &Hall, D.T.(2002). International assignments for career building: Amodel of
agency relationshipsandpsychological contracts. Academy of ManagementReview, 27(3),
373-391.

By defininginternationalassignmentsuccessthisway,we can assessany particular
assignmentas a success, failure, ormixedsuccess(e.g., successfulin short-term
measuresbutunsuccessfuloruncertaininlong-termmeasures)orintermsofa
certainlevelofsuccess(e.g., high, moderate, orlow).Itisimportantto note that
such assessmentcan be conducted from eitherthe individual orthe organizational
perspective.

4. Failure of International Assignment

Generally, the failure of an international assignment, or sometimes referred to as
an’expatriatefailure’,isdefined asthe expatriate’sprematurereturnto his orherhome
country prior to the completion of his or her actual assignment duration. However, the
definition of expatriate failure should be more pluralistictoinclude under-performance
and repatriation failure.

4.1. Cost of Expatriate Failure

Expatriatefailureisusuallydefinedasapostingthateitherendsprematurelyoris
consideredineffectivebyseniormanagement. Mostresearchintothe matterhas
concludedthat failure rates are high and can vary between 20% and 50% depending
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onthe country. Emerging countries such as those of SoutheastAsia are considered
higherrisk than so-called advanced nations.

Thecostsoffailurehavebeenestimated bynumerousmeanswithwidelyvarying
results. Despitethelackofclarity,itisclearthatafailedassignmentinanoverseas
locationis considerably more expensive thanone occurring closerto home. Some
consulting firms calculated that an expatriate costs, on average, 2.5 times the salary
of an equivalentlocal employee. Ifwe assume that locally hired middle managers are
paid around £40,000, then according to thisratio, an expatwill cost at least £100,000
—withthe entireexpatpopulationcosting£140M basedontheaveragenumberof
expatriatesperorganization. Therefore,expatriatefailureresultsinhighcost.In
addition, the indirectcost of expatriate failure is substantial.

The direct costs associated with international assignmentfailure such as costs for
relocation,airfares,training,costoflivingadjustment(COLA)orhardshipcost
(sometimes applicable); apart from expatriate’s salary and allowances, etc. are
usually quantifiable.

However,itistheindirectcosts suchasloss of marketshare, difficulties with host
country governmentofficials, the damagedrapport with HCNs’ stakeholders such as
local employees and customers, low morale and low productivity from both HCN and
the expatriate, severed relationship with overseas customers, etc. which will impact
more long-term negative consequences to boththe MNCs as well as the expatriate

concerned.
EXpatFailure
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Cost of Expatriate Failure

Source: Thoo, L. & Kaliannan, M. (2013). International HR Assignmentin Recruiting and
Selecting Challenges, Failures and Best Practices. International Journal of Human Resource
Studies, 3(4),143-158.
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4.2. Main Reasons of Expatriate Failure

Asignificantfactorthatmayleadto expatriate failureisthe comfortofthe assigned
expatriate andhis/herfamily adjustmentinthe new environment. Thisisoftena
major determinant of success or failure as immense psychological stress from family
members can affectthe overall performance of the expatriate onthe job.

Overtheyears, many researchers have reported high failure ratesamong expatriates
sinceneithertheynortheirfamiliesareready to dealwith the magnitude of doubt
that goes with the whole expatriation process. Personal comfortis alsoa majorissue
because this will affectthe measure of success or failure of the expatriate.

In addition, expatriate managers must feel like the parent company is
accommodative of their concerns about the difference in environment, cultures and
customs. There must be a solid line of communication between the two parties and
appropriate managementof any pressingissues should occur to preventnegative
repercussions onthe company as awhole. Below are the chieffactorsresultingin an
unsuccessful expatriate assignment:

Family Stress

Physical Cultural

Breakdown Inflexibility

Premature Return &
Under performance

Responsibility Emotional

Overload Immaturity

Five Main Reasons of Expatriate Fail

Source: Chalre Associates

4.2.1. Family Stress

Most expatriates are challenged and excited to be in theirnew postings. They need
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tospend alotoftime at worksince theyare under pressure to adapt to the new
culture and their overall responsibilities are often larger than they have experienced
before.

As a result, the wives of expatriates spend a lot of time by themselves — and yes,
trailingspousesare stillusuallyfemale —and are cut-offfromtheirown familyand
friends. Atthe same time, the wife is usually dealing with problems forwhich she has

no previous experience. She may catch a maid stealing or getstopped by a policeman
whowantsapayoffforanon-existentoffence. Shemayhavebeentoldthatinternet
connectivityisavailable butthenfindsittakes6 monthstoinstall. Allthroughthis,

she will probably discover that suitable employment forherselfis nexttoimpossible
inan emerging country — seriously damaging herown long-term career.

Itisnosurprisethatitisgenerallythetrailingspousewhosuffersthegreaterculture
shockin the new country. The resultcan be an unhappy spouse who does herbestto
impair the performance of the expatriate manager.

4.2.2. Cultural Inflexibility

Itis common for inexperienced expatriates to be taken completely by surprise at the
deepcultural differencesintheirpostedcountry. Expatriatescanfind that, aftera
seemingly open conversation aboutimprovements to be made, staff members do not
showupforworkfor2 days. Inmeetings, localstaffsthinkitisacceptable to spend
hourstalkingon and on untilevery possibleissueisagreedto by everyone. If
expatriatesaretobe successful,theywillneedtolearnhowtoadapttoconcepts
suchas “savingface”(the cause of staffmembersnotshowingupforwork)and
“building consensus”that are importantin Asia.

Expatriatesalsoneedtorealize thattransformingtheir staffinto Americans or
Japanese workers has beentried and it does not work. All expatriates maneuvera
narrow pathbetweenacceptinglocal conventionsonone sideandaspiringto
international standards on the other.

SoutheastAsiahasarichvarietyofcultures. The differencesinreligionareone
example. Thailandisgraciously Buddhist, Indonesiais gently (butintensely)lslamic
and Philippines are completely Catholic. Asfor Singaporeans, somesay theironly
religionis work. Managing such varied peoples obviously requires very different
tactics.

4.2.3. Emotional Immaturity

In their home countries, most expatriates are middle managers with relatively
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ordinarylives.Oncerelocatedto Asia,theyare suddenlythrustintothe national

spotlightas the Country Manager of a high profile multinational organization. They
have more peoplereportingtothemthaneverand oftenhave more controlover
them.

On the personal front, expatriates may have household servants forthe firsttime, are
calledupontomeetseniorgovernmentofficialsand are generallymadetofeel
important. Further, some expatriates may be attracting enthusiasticattention of
certain localfemales seeking their own type of fame and fortune by landing a high-
status foreign boyfriend orhusband.

The combination of greatly expanded responsibility and social status can be difficult
to handle for people lacking the emotional maturity to keep themselves grounded. It
isnotuncommonforexpatriatestoeitherdestroytheircareeropportunitiesand/or
marriages byignoringresponsibilitiesand succumbingto self-destructive
temptations.

4.2.4. Responsibility Overload

In almost all cases, the responsibilities of expatriatesin emerging countries will be
larger than they are usedto overseeing. Giventhe nature of emerging countriesin
SoutheastAsia,expatriatesmaysupervise 5to10timesmore peoplethanever
before.

In other words, a German IT Manager who managed 15 people inhishome country
could have 100 in Malaysia. An American call centermanager with 100 peopleinthe
US can find himself soonoverseeing 800in Philippines.

Such large increases in responsibility are difficult for anyone to handle. Added to
that, are the new challenges of managing expectations of head office managers and
clientsin other countries and who may not understand the cultural differences that
are impacting results.

4.25. Physical Breakdown

Expatriates are generally motivated to succeed and excited about gaining
internationalexperience.Asaresult,theyoftenworklonghoursinthe earlypartof
theirpostingstodo “whateverittakes’tobe successful. Theyarealsoadaptingto
seemingly overwhelming cultural differences with local staff and greatly expanded
responsibilities.

On the home front, the families of expatriates are almost certainly going through
their own severe cultural adjustments and may be clamoring for the managers’ time
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and attention to help them through it.

The combination of emotional despondency and physical exhaustionfromelevated
stresslevelsandoverworkisacommon problemfornewexpatriatesotherwise
knownasburnout. Unlessalleviated, theresultcanbe dramaticallyreduced
effectiveness or work-interrupting illness for managers.

4.3. Prevention of Expatriate Failure

Workingoverseasas anexpatriateisachallengerolethatcan eithermakeyour
careerasuccess,or failure. Researchers provide anoverview ofthree typesofissue
that can preventexpatriate failure.

4.3.1. Choose the right expatriates

First, the wrong selection process of the "most appropriate” candidate for overseas
assignment. The most common mistake of companiesis choosing an expatriate who
has good technical skills, but may lack human relation skills. Acompany should not
sendan expatriate overseasjustbecause he/sheisagood accountant. Hence, the
candidate should have the ability tocommunicate, interact with people and adjust to
the local environment of cultural, ethical and language differences in order to
succeed. For example, whenchoosingthe expatriates, companies pay attention to
their technical activities, their ability to adjust to new environments, their willingness
to accept new culture and be ambassadors of theirown culture. Every country has its
ownstyleofconductingbusiness,andevenifanexpatriateisrepresentinghis/her
company, he/she hasto takeinto considerationlocal customs and traditions.

4.3.2. Provide cross-cultural training

Secondly, poorly developed orthe complete absence of cross-cultural and other
training. This could mean that overseas assignmentcan serve to make or break a
talented expatriate manageror executive unless he/shereceived pre-departure
trainingbefore goingoverseas and follow upcompany support. Researchersfound
thatthe trained candidatesreported to have beenbetterequippedtoface the
challenges onthe expatriate mission.

4.3.3. Support expatriates’family

Thirdly, spouse and familyissues are animportantcomponentissue that has more
"power"to leadtoexpatriate'sfailure. Usuallywhenanexpatriatereceivesthat
assignment, he/she travelswith spouse and children. The spouse may haveto give up
his/hercareertoaccommodate the move. Inaddition, livingabroadis difficultfor
children. Theytoo are adjustingto anew culture for quitealong timeand itgets
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evenworse whenthey are returning home. Hence, if the expatriate does not receive
support from family and hears daily complaints about "how bad everythingis,"then
he/shewillreturnwithoutcompletingthe assignment,whichleadto constitutean
expatriate failure. The lack of formal cultural, professional, and personal training and
follow up supportfromthe company canonlyleadto potential expatriate failure.

Researchersfoundoutthat companiesconsiderfamilyfactornotasderiving
expatriate'ssuccess, butas helpingtoavoid expatriate'sfailure. Supportive family
leaves a hugeinfluence on expatriate's job quality and ability to "stand till the end"
andnotbecomehomesick.The notionisthatthe expatriate successdependson
both the company's and the candidates' ability to communicate and work together. It
Is also noted important facts as to what can a company do to guarantee its
employeessuccess. Theseinclude: (1) Freedomof choice that means an expatriate
shouldbe freetomake a decisionand notforcedto gooverseas.(2) Realisticjob
previewsthatprovidesexpatriatesmorelikelytosucceedhis/herassignment.(3)
Having an advocate, or mentor who will take care of expatriatesinterests while away.
Because of increasinglyinternational business operations, thatis, globalization, the
expatriate'sadjustmentorhowtheexpatriate adaptstothe unfamiliarenvironment
andthefirm'sabilitytoremainitsemployeesafterthecompletionofthe assignment
are now significantdeterminants ofinternational business success.

5. Accessing ROl of Global Assignment

Expatriation is more than simply a financial ‘cost’ — there is also a non-financial cost and
value that needs to be. Undoubtedly, the objectives of an international assignment may be
too nebulous for some companies to identify, making expatriate return of investment
(ROI) clearer for some organizations than for others included. Indeed, investments in
expatriation are likely to be defined differently across various assignment types within
different business units, industries, and regions.

5.1. General Measures of ROI

Measurementis in some way driving the desired organizational actions expected
from expatriates, evenifthe impactis not visible oris misleading. Atworst, careless
measurementmay drive thewrongactions and create long-term problems of
improperresource allocationandincreased costs. The generalmeasuresof
expatriate ROI that have been used include:



Determine whether costs of
assignmentexceed budgetor
revenues increase.

Benefitsaccruing to expatriate

employee ratherthan firm (e.g. Short-term
Financial

career capital enhanced,
financial gain).

Individual
Measures

Expected ROl calculatedin a
paper only exercise as a
decision makingtool.
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Immediate benefits assessed in local
objectives met (e.g. knowledge
transferred), local successor groomed,
epatriation turnover, premature
failures, among others.

Long-term
Strategic

Benefits assessed beyond end of
assignment in long-term retention
rates, promotion rates, talent
management and succession
planning objectives being sustained,
building career expats, increasing
brand recognition and relationships,
and overall value gained.

Measures of Global Assignment

Source: McNulty, Y., De Cieri,H., & Hutchings, K. (2009). Do global firms measure expatriate
return on investment? An empirical examination of measures, barriers and variables
influencingglobal staffingpractices. International Journal of Human Resource Management,

20(6), 1309-1326.

5.1.1. Anticipated outcomes

Expected ROI calculated in a paper-only exercise as a decision making tool.
5.1.2. Short-termfinancial measures

Determine whether costs of assignment exceed budget or revenues increase.
5.1.3. Short-termfunctional measures

Immediate benefitsassessedinlocal objectives met (e.g. knowledge transferred),
local successor groomed, repatriation turnover, premature returns/failures, among
others.

5.14. Long-termstrategic measures

Benefitsassessedbeyondend of assignmentin long-termretentionrates, promotion
rates,talentmanagementand successionplanningobjectivesbeingsustained,
building career expats, increasing brand recognition and relationships, and overall
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5.2.

53.

value gained.
5.15. Individual measures

Benefits accruing to expatriate employee ratherthanfirm (e.g. career capital
enhanced, financial gain)

Expatriate ROI

Corporate ROlisdefinedasthereturnoninvestmenttocompaniesarising from
expatriation, whereas individual ROl is a construct that draws onindividuals’ motives
for undertaking and accepting international assignments and the benefits they
expecttogainbydoingso.IndividualROlisdefinedasthe perceivedbenefitsthat
accrue to expatriates arising frominternational assignment experience inrelation to
professional and personal gains. In simple terms, expatriate ROI, then, is an
amalgamation of corporate and individual costs and benefits thatcombine to impact
onthe overallreturnoninvestmentfromexpatriates companies expect.

Hidden costs and benefits

What matters for expatriate ROI is whether, and how, this change in career
orientation occurs — are expatriates pulled by a deeply held desire to ‘work and travel
abroad’ over which companies have no control, or pushed inadvertently by
employerswhoare unresponsivetotheirpersonaland careerneeds? The often
hidden but long-term cost in terms of expatriate ROI to the company can be
significantifexpatriatesleave andtaketheirnewlydevelopedexpertisetoother
companies, particularly competitors.
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