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Abstract: The expatriate literature has highlighted many individual and organizational factors which
effect expatriate job performance and adjustment but the role of some individual and organizational
factors is still not clear and/or has been ignored by past researchers. For example, the role of direct
and indirect support has not been well conceptualized in past studies. In addition, only a few studies
have explained the importance of self-efficacy, cultural sensitivity and social networking in the
related expatriate literature. Furthermore, the role of previous international experience has conflicting
results in past research. The purpose of this paper is to provide a theoretical grounding and highlight
the importance of those individual and organizational factors which have been ignored by past
researchers. In this regard, researchers have reviewed journals/articles from different databases,
books, and magazines. This paper proposes a comprehensive framework based on the gaps in the
literature and suggests propositions. The proposed conceptual framework provides a theoretical
grounding for individual and organizational factors that includes individual factors (self-efficacy,
previous international experience, cultural sensitivity, and social network) and organizational factors
(direct and indirect support). This paper suggests that expatriate adjustment (work, general, and
interaction adjustment) mediates the relationship between individual factors (self-efficacy, previous
international experience, cultural sensitivity, and social network), organizational factors (direct and
indirect support), and expatriate job performance (rated by peer and supervisor). The proposed
framework is developed based on past theoretical and empirical studies in order to cover the gap and
contribute to the body of knowledge in the field of the literature. Based on the proposed framework,
this paper invites researchers to empirically test the suggested propositions in order to further
strengthen and develop understanding about individual and organizational factors as predictors of
expatriate adjustment and job performance.

Keywords: Expatriate adjustment, Expatriate job performance, Direct/Indirect Support, Individual
factors

1. Introduction

Global business expansions have shifted domestic human resource practices to global human
resource practices thereby bring many new challenges for HR professionals and researchers.
Therefore, expatriate adjustment and job performance is one of the major challenges among global
human resource practices. MNC’s have appointed many expatriates for their overseas operations in
order to successfully achieve their global business objectives. MNC’s have realized the importance of
expatriates for their overseas operations and have invested more resources and effort to improve their
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performance, realizing that their overseas business operations are based on better expatriate
performance. In other words, better performance of expatriates has become important to the success
of multinationals organizations (Selmar: 2006). Researchers have been focusing on expatriate
performance and adjustment (Paik et al., 2007; Mezias and Scandura, 2005) to help MNC’s perform
better in the international market. Templer (2010) argued that due to global business expansion and
competition, there is a need to better understand the performance of international assignees.
Therefore, MNC has allocated more resources and attention to manage expatriates performance and
researchers have also been investigating those factors that affect such performance. Researchers have
highlighted many factors that influence expatriate adjustment and job performance that are normally
classified as individual factors, organizational level factors, and social level factors. Some researchers
have tried to explain the role of individual factors in expatriate success (Caliguir, 2000; Ones &
Viswesvaran, 1997; Arthur & Bennett, 1995; Black, 1990) but there are few studies that have
examined the effects of individual factors on expatriate adjustment and job performance. Arthur &
Bennett (1995) suggested that researchers should fill this gap by determining whether individual and
organizational factors predict expatriate success. Therefore, the purpose of this study is to highlight
those individual and organizational factors which are unclear and/or have been ignored by past
researchers in the expatriate literature.

2. Self-Efficacy

The concept of self-efficacy explains how individuals’ perceptions about their ability to achieve
certain tasks motivate them to achieve their objectives at the work place and in personal life. The
concept of self-efficacy has widely been used in domestic employee performance and might be
similarly applicable in the context of expatriate performance. Claus et al, (2011) argue that
individuals having low self-efficacy leads to poor performance, absenteeism and high intention to
search for the other job, whereas individuals having high self-efficacy leads to better performance and
high organizational commitment. Only a few studies have examined the effects of self-efficacy on job
performance at the domestic level but none of them have examined this relationship for expatriates or
international assignees (Claus et al., 2011). Expatriates with high self-efficacy level may take
initiative to solve problems and handle critical situations during international assignments, which
may help them adjust to be host country’s cultural practices and improve their performance. In
addition, Bandura (1997) explained that individuals high on self-efficacy tend to be more proactive
on initiating tasks, and make consistent efforts to achieve tasks and are persistent with problems and
in the face of failure. Osman-Gani & Rockstuhl (2008) argue that self-efficacy influences job
performance through social networking. Stajkovic and Luthans (1998) found that self-efficacy
enhances job performance up to 28%.

3. Cultural Sensitivity

Chen & Starostam, (2000) defined cultural sensitivity as “an individual ability to develop a positive
emotion towards understanding and appreciating cultural differences that promotes appropriate and
effective behaviour in intercultural communication”. Expatriates ability to positively perceive the
cultural differences might help them to adjust in the host country and improve their performance.
Furthmore, the positive perception of an expatriate about cultural differences might help him/her to
build better relationship and understanding with host county nationals which further improve job
performance. In this regard, Shin et al., (2007) and Adler (1997) suggested that expatriates need to
adjust their behaviour in the new culture in order to reduce stress and job uncertainty. Mol et al.,
(2005) highlighted that cultural sensitivity is an important personal characteristic for better expatriate
job performance, and found that cultural sensitivity was strongly and positively related with job
performance. In addition, cultural understanding and appreciation ability might help expatriates solve
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critical cultural issues. Claus et al., (2011) stated that expatriate cultural sensitivity helped them to
deal with the complexity of cross culture and develop a global mind-set. Furthermore, Javidan et al.,
(2010) proposed that a global mind-set explains three major components which are defined by three
specific attributes (intellectual capital, psychological capital and social capital).

4. Previous International Experience

Previous experience helps individuals learn from past mistakes and improves future life. Individuals
can improve their life by learning from past mistakes but at the same time, past experience may guide
an individual in performing different tasks and handling different critical situations. Learning from
past mistakes and practicing certain sets of activities to achieve certain goals may help an individual
improve their work and family life. More specifically, past experience might help an individual
improve his/her job performance? In this regard, Claus et al, (2011) argue that previous job
experience helps the individual develop traits knowledge which is vital for job performance and an
important element in the domestic selection process. Past studies have highlighted this factor at the
international level and found that previous international experience is positively related to expatriate
job performance (Wang, 2001; Grosch, 2004; Tucker et al., 2004). In contrast, Mol et al., (2005)
found that previous international experience did not influence expatriate job performance. The reason
behind these findings may be due to moderating effects of expatriate adjustment as claimed by Mol et
al, (2005), whereas the expatriate literature suggests that expatriate adjustment plays a mediating role
between individual factors and expatriates job performance (Ramalu et al., 2011; Deller, 1997).
Furthermore, some researchers have found positive effect of previous international experience on
expatriate job performance (Black, 1988; Shaffer et al., 1999) but other researchers have not
constantly supported these findings (Balck and Gregersen, 1991; Selmer, 2006). In addition, Selmer
(1991) further proposed that previous international experience might play a moderating effect
between adjustment and current assignment tenure. Therefore, conflicting results in past studies
motivated the authors to further examine the role of previous international experience in expatriate
job performance.

5. Social Network

Social networking refers to social relationships that link an individual or group with another
individual or group (Hwang, 1998). Wasserman and Faust (1994) defined social networks as “a group
of behaviours linked by one or more relationship types”. Wang and Rabindra (2004) explained that
expatriate social networks consist of relationships between expatriates and host country nationals and
friends. Johnson et al., (2002) suggested that when expatriates get information about jobs and the way
of life from their social network, they adjust themselves in a foreign culture faster. Li and Rothstein
(2009) argue that social networks play an important role in expatriate social life and career
development. Kilduff and Krackhardt (1994) explain that better relationships with well-known
persons in an organization bring about a boost in expatriate performance reputation. Silbert et al,
(2001) found that social networking enhances expatriate career success through accessing
information, resources, and career sponsorship. Osman-Gani amd Rockstuhl (2008) argued that
social networks play an important role in expatriate adjustment and job performance. Researchers
have highlighted the concept of social network and explain that this help expatriate gain social
support from host and home country nationals, and this support helps them to adjust in the host
country and improve their job performance (Harrison et al., 2005; Wang & Nayir, 2006; Liu &
Shaffer, 2005). Claus et al, (2011) argued that social networks support expatriates’ intercultural
adjustment and job performance. Osman-Gani amd Rockstuhl (2008) argued that past studies have
failed to explain the role of social support in expatriate adjustment and job performance due to
conflicting results.
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6. Direct and Indirect Support

Erbacher et al., (2006) defined organizational support as referring to “the extent to which the
organization including parent and local company provides assistance to expatriates”. Such expatriate
assistance includes financial assistance, family support (locating schooling for kids, housing) and
general assistance (mentoring and counselling). Kraimer and Wayne (2001) argue that career support
is part of organizational support. Toh and Denisi (2005) explain organizational support for expatriates
in terms of informational support, cooperation and emotional support and proposed that these three
kinds of support facilitate expatriate adjustment. They further argue that informational support helps
expatriates understand the host country culture whereas cooperation facilitates work adjustment. In
addition, emotional support facilitates interaction adjustment and reduces the level of stress for
expatriates (Toh and Denisi, 2005). Furthermore, Andreason (2003) highlighted that organization
support can be divided into direct and indirect support. Direct support in the form of organization
sponsored programs and indirect support in the form of organization encouraged activities and
techniques. Caligirui et al., (1999) argue that researchers should highlight the positive effects of
organizational support on expatriates' adjustment. Furthermore, Andreason (2003) pointed out that
past research has ignored the topic of direct and indirect support and its influence on expatriate
adjustment. Dowling et al., (1999) argued that MNC’s provide tangible support to their international
assignees in the form of compensation and benefits, but this support is not enough to adjust to life
abroad. They further explain that the process of expatriate adjustment involves a whole range of
emotional and psychological comforts. In this regard, Kaimer et al, (2001) suggested that
“organization should provide language training and social opportunities for expatriates to interact
with foreign nationals”. Furthermore, pre-departure and cross cultural training, and good
compensation packages might facilitate three dimensions of adjustment (Kaimer et al., 2003). In
addition, Kaimer et al, (2003) found that perceived organizational support not only influenced
expatriate interaction and general adjustment but also affected expatriate job performance.

7. Expatriates Adjustment

Past researchers have different views about adjustment and they have defined adjustment in terms of
subjective well-being (Campbell, 1981) or unhappy feelings of expatriates about their circumstances
(Munton and West, 1995). Furthermore, Selmer (1999) defined adjustment in terms of socio-cultural
characteristics in achieving effectiveness in interpersonal exchange with host country nationals.
Black (1988) defined adjustment as mostly “acceptance”, which explains that adjustment refers to
psychological discomfort which can be categorized as work, general, and interaction adjustment.

Work adjustment refers to expatriate comfort with the job; general adjustment refers to expatriate
comfort with non-work factors like food, language, transportation, entertainment etc; and interaction
adjustment refers to comfort associated with interaction of expatriates with host country nationals
inside and outside the workplace (Black, 1988). Black and Stephens (1989) have operationalized the
three dimensions of adjustment and Shaffer et al, (1999) validated these three dimensions. Past
researchers had highlighted the concept of expatriate adjustment and had explained that expatriate
adjustment is a multi-dimensional contract (work, general and interaction) (Bhaskar et al., 2005,
Harrison et al., 2005). Cultural adjustment is related to a vocational activities and work adjustment is
related to work, whereas interaction adjustment is related to both work and non-work environments
(Shaffer et al., 1999). Kraimer et al, (2003) found that expatriate adjustment is positively related to
job performance and when expatriates properly adjust to the host country general environment, their
job performance will be similar to such performance in the home country (Lee and Sukoco; 2010). In
addition, if expatriates develop better relationships with local employees, this will be helpful for
expatriates to meet the performance expectations of the company ((Lee and Sukoco, 2010).
Furthermore, Mol et al., (2005) pointed out that cross-cultural adjustment is positively related to
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expatriate job performance. Some researchers have empirically examined all expatriate adjustment
dimensions (Thomas & Lazarova, 2006; Lazarova et al., 2010), but the majority of researchers have
focused on work and interaction dimensions only (Caligirui, 1997; Takeuchi et al., 2005).

Florkowski and Fogel (1999) pointed out that even though many researchers have highlighted the role
of expatriate adjustment in expatriate success, the expatriate adjustment role is still unclear. In
addition, Maruyama (1992) argued that if expatriates fail to adjust themselves in the host country,
their level of cultural insensitivity, indifference and ignorance increase. Furthermore, Templer et al.,
(2006) suggested that expatriate adjustment is a key indicator for expatriate success in their
international assignment. Claus et al., (2011) highlighted that past research focused on job
performance in expatriate contexts, but most researchers ignored expatriate adjustment in their
studies (Tucker et al., 2004; Liu & Schaffer, 2005; Shay & Baack, 2006; Osman-gani & Rockstuhl,
2008). In addition, Tucker et al, (2004) argued that the relationship between inter cultural adjustment
and expatriate job performance is complex and not well understood. Claus et al, (2011) argued that
even though expatriate adjustment and job performance are linked to each other logically, empirical
research still lacks empirical evidence. Shaffer et al, (2006) highlighted that few past studies have
examined the effects of the big five and individual factors on expatriate performance, but they have
ignored the role of expatriate adjustment in terms of work, general, and interaction adjustment.

8. Job Performance

Harrison and Shaffer (2005) argued that job performance is a function of the amount of time and
energy (effort) that an expatriate devotes to his/her job. Theory of job performance explains that job
performance is a multidimensional construct which consists of task dimension and contextual
dimension. Researchers have highlighted many factors that influence expatriate job performance such
as goal orientation, self-efficacy, self-monitoring, task, and people orientation, relationship ability,
and international experience (Shaffer et al., 2006; Wang & Takeuchi, 2007). Caligiuri (1997) argued
that early return of expatriates influences their job performance. This study will only focus on
personality traits and investigate the influence of personality traits on expatriate adjustment and job
performance. In order to measure expatriate job performance, researchers have used different sources
like peers, supervisors, subordinates etc., which can be host country nationals or the third country
nationals. Paik et al, (2007) argued that performance of expatriates heavily depends on the host
country workforce, and researchers have neglected this area. Jassawalla et al, (2004) argued that
expatriate adjustment mostly depends on how cross-cultural conflicts with the host country
workforce are dealt with. They further argue that expatriates who successfully handle their conflicts
with the host country workforce are more likely to experience smooth adjustment at their workplace.
Templer (2010) highlighted that global business expansion requires more expatriates for international
assignments which forces HRD professionals to effectively manage and better understand expatriate
performance.

In order to cover the gap in the expatriate literature (as discussed in the above sections), this study
developed conceptual framework (Figure 1) and proposed the following propositions:

Proposition 1: Expatriate adjustment (general, work and interaction) mediate the relationship
between direct & indirect support and job performance (peer- and
supervisor-rated).

Proposition 2: Expatriate adjustment (general, work and interaction) mediate the relationship
between self-efficacy and expatriate job performance (peer- and
supervisor-rated).
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Proposition 3: Expatriate adjustment (general, work and interaction) mediate the relationship
between cultural sensitivity and expatriates job performance (peer- and
supervisor-rated).

Proposition 4: Expatriate adjustment (general, work and interaction) mediate the relationship
between previous international experience and expatriates job performance
(peer- and supervisor-rated).

Proposition 5: Expatriate adjustment (general, work and interaction) mediate the relationship
between social networking and expatriate job performance (peer- and
supervisor-rated).

Individual Factors Cross Cultural Adjustment Job
Performance
e ) a\
Direct and
Indirect Support 4 h
\ ) Work
Adjustment )
Cultural / Supervisor
Sensitivity ( General N Rated
N J . >
:> Adjustment
'd . ~N \ ) 14 P \
Social Network eers
) g Interaction Rated
4 . ) Adjustment
Previous L )
International
Experience
Self-Efficacy

Figure 1. Conceptual Framework

9. Conclusion and Future Research Directions

Global business expansion has increased the demand for employees for international assignment and
MNC’s have been investing maximum resources and effort to manage their international assignees
performance. Ramalu, Wei, and Rose (2011) argued that organizations receive multiple advantages
while having a diverse workforce and expatriates. A survey conducted by (Windham International,
1999) on human resource managers and international relocation experts reported that organizations
continue to rely on expatriates and 41 present of corporate revenues comes from outside the home
country. Beechler and Woodward (2009) argued that organizations need expatriate employees in
order to internationalize markets and competition. Therefore, developing economies adopt
international strategies for a global expansion and recruit more expatriates for successful and smooth
process of global expansion. Parallel to HR practitioners, researchers have also been trying to
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investigate the predictors of expatriate adjustment, and job performance, but unfortunately some of
the individual and organizational factors as predictors to expatriate adjustment and job performance
have been ignored by past researchers. Even though some researchers have attempted to
conceptualize the relationship between individual factors, past studies still lack clear direction for
such relationships (Cheng & Lin, 2009; Mol et al., 2009). In this regard, Andreason (2003) pointed
out that past research has ignored the topic of direct and indirect support and its influence on
expatriate adjustment. Therefore, this study attempts to provide theoretical support for individual and
organizational factors as predictors for expatriate adjustment and job performance and propose that
expatriate adjustment (work, general and interaction) mediates the relationship between individual
factors (self-efficacy, previous international experience and social network), organizational support
(direct and indirect support) and job performance ( as rated by peers and supervisor). This study has
also developed propositions and proposes that future researchers should empirically test this
proposed model in order to provide empirical support.

Researchers have examined the 360-degree performance feedback at the domestic level, but this area
has been ignored in expatriate assignment. Past researchers have examined expatriate performance
through supervisors, but this study proposed that researchers should examine expatriate performance
through both supervisor and host country nationals and peers which includes third country nationals.
As a part of the 360-degree performance feedback, supervisor and peers may provide clear insights
about expatriate performance. Sinangirl and Ones (2001) pointed out that the area of expatriate
management from the host country national’s point of view has been ignored. Bhatti et al. (2012)
highlighted the importance and role of host country nationals in expatriate performance and
suggested that host country national feedback about expatriate performance is vital. Therefore, future
studies should test the proposed model and evaluate expatriate performance through host country
nationals or peers in order to better understand expatriate performance. Furthermore, empirical
examination of the proposed model in multiple settings might further contribute to the body of
knowledge in expatriate literature.

This conceptual paper will help the researchers and managers to better understand the role of
individual and organizational factors in expatriates adjustment and performance during international
assignment. From theoretical perspectives, researchers need to test this frame work in order to further
explain the importance of individual and organizational factors in expatriate literature. Limited
literature on expatriate adjustment and job performance is one of the major reasons of poor
performance of employees during international assignment. Therefore, it is researcher’s
responsibility to throw light on expatriate adjustment and job performance and well explain the role
of individual and organizational factors in expatriate literature. Furthermore, this paper is also
effective reading for managers and professionals dealing with the expatriate performance and
adjustment. Human resource professionals and top management of the organizations should provide
direct and indirect support to the expatriates and enable them to adjust in the host country
environment. The expatriate performance in the host country will be better if expatriate adjustment in
terms of work, interaction and general adjustment in the host country environment.

This paper also explains the importance of cultural sensitivity in expatriate adjustment and job
performance and suggested that managers and top management should pay attention on the cultural
sensitivity of the employees at the time of recruitment. Training to overcome cultural sensitivity is
one of the best remedy for expatriate adjustment in host country environment. Similar like cultural
sensitivity, previous international experience also important factor for expatriate adjustment and job
performance and human resource professionals should consider this factor before selecting employee
for international assignment. In addition, managers should not under estimate the importance of
social network and self-efficacy while selecting employee for international assignment. Employees
with ability to expand their social network and strong self-efficacy can adjust in the host country
environment faster than others. With reference to expatriate’s performance management, the manager

© Science and Education Centre of North America 35



Muhammad Awais Bhatti, et al. Submitted on October 30, 2012

should implement 360 degree performance appraisal system. The human resource managers should
appraise expatriate performance by using peer and supervisor feedback to better understand the
performance level of the employees in host country.
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