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Abstract
While peformance is quintessentid to assesang expariate effectiveness, sgnificant
domestic advances in  peformance measurement have sddom  been  applied
to evauating expatriate traning and sdection practices. In addition to a criticd
assessment of expatriate effectiveness research, this theoretica paper voices concerns
about the conversion of domestic performance taxonomies, and offers solutions.
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On expatriate effectiveness and Goofy Criteria
Arethe Fruits of Four Centuries of Contemplation About Expatriate Effectiveness
Sweet?

On March 24, 1602, the worlds firs multinationa company (MNC)("A fine
place to be" 2002) was established in the Netherlands in the form of the United East
India Company (Verenigde Oodt-Indische Compagnie; V.O.C.). As such, the V.O.C.
was one of the firs commercid organizations to send ‘expatriates abroad: it was
responsible for expatriating nearly 1 million mostly Dutch and German employees to
Asia between 1602 and 1795 (Van Geder, 1997). Intriguingly, Trevenot, the
pseudonym of an unknown German author of an obscure 18 century text, sketched a

profile of the idedl candidate:

“Those who have in their home countries, endured hardship and ill fortune’...
“those who have suffered hunger and thirst, who can work seduloudy, who are
patient and consider the harsh boat life to be more endurable than the adversity
on the shore, those are the kind of people needed by the Company”. The
author continues with the assertion that the V.O.C. employees enjoy what
tastes bitter and sour to others, asif it were the greatest delicacy. “They are
content when they can perform their duties and thank God when they obtain a

piece of bread” (Trevenat, as cited in Van Gelder, 1997, p.11).

Judging from the arocious company-sanctioned hodility and brutaity that
these expariaes inflicted on locad communities, it is hardly surprisng that criteria
that have come into vogue more recently, such as intercultura interaction (Clarke &

Hammer, 1995; Hawes & Kedley, 1981; Kedey, 1989), did not exactly top the lig. In



On Expatriate Effectiveness 4

contrast to V.O.C. times, many of today’s MNC's seem genuinely concerned about
the fruitfulness of the interaction between expariates and members of locd
communities. This is corroborated by a recent worldwide survey, which showed that
on average MNC's spend about USD 4,200 per expatriate on cross-culturd
preparation (Windham-International, 2001). With a growing demand for effective
expatriates came the arduous task to define what expariate effectiveness is, and more
importantly, to find ways of predicting and training it. Unfortunately, more than five
decades of research on the topic (see Bhawuk & Bridin, 2000; Paige & Martin, 1996,
for overviews) has faled to yidd a clear and explicit knowledge dructure of whet it is
we should be training and sdecting for (Arthur & Bennett, 1995). In his literature
review Kedey (1996) too, identifies this problem when he gtates that “there remains a
dearth of solid empirical research that defines and describes concretdy and
comprehengvely the outcome behavior demondrated by successful intercultura
personnd” (p. 92). A more recent review of internationd management research,
published between 1996 and 2000 inclusve, concluded that few studies have |ooked
a expatriate performance or other behaviora consequences (Werner, 2002). Ones and
Viswesvaran (1997) date that “the problem of the criterion has been dmost more
rearding an issue in the expatriae literature...than it has been in most domestic
(within culture) dudies in indudrid/organizationd psychology” (p. 75). Empirica
evidence for the paucity of studies that address expatriate performance, which in our
opinion should be considered the foca operationdization of expatriate effectiveness,
is provided by a recent meta-analyss of antecedents and consequences of employees
adjustment to overseas assgnments (Alampay, Beehr, & Chrigiansen, 2002), which
included only two dudies that actudly assessed performance. From an organizationa

perspective, an exploratory sudy among U.S. multingtiona firms, which examined
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expatriate performance appraisa (EPA) practices and their perceived accuracy, found
that the use of multiple types of criteria (i.e, soft, hard and contextud), increased
numbers of raters, baance of within host- and outsde host-country raters, and
frequency of apprasd were al pogtively rdaed to perceived EPA accuracy, but
seldom implemented (Gregersen, Hite, & Black, 1996). With so many authors
acknowledging the issue and s0 few researchers addressing it, perhaps the time has
cometo critically reassess our criterion development strategy.

The purpose of this theoretica paper is to ddineate an innovative approach to
defining and condructing criteria for the optima assessment of expatriate
effectiveness. It will be contended that the reddm of expatriate effectiveness has
become saturated with a plethora of criteria of questionable utility and/or suspect
methodological rigor. Subsequently, it will be argued that a number of conventions
and assumptions that have stood a the heart of previous research efforts have
impeded the development of criteria tha have been able to find their way out of
academia and into the HRM departments of MNC's. An overhaul of these core issues
and ther integration with recent perspectives from the personnel sdection literature
will result in various propogtions for future research within the domain of expeatriate
effectiveness. Research based on these propositions should serve to redress the current
date of affairs.

What is Amiss With Currently Available Criteria of Expatriate Effectiveness?

Over the lagt five decades or so, a myriad of variables relating to expatriate
effectiveness have appeared within the extant literaiure (see Black & Mendenhal,
1990; Dinges & Badwin, 1996; Kedey, 1996; Mendenhadl & Oddou, 1985, for
reviews), examples of which are adgptation and socid isolation (Hullett & Witte,

2001). Causd relationships between such criteria and job performance are more often
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assumed than empiricdly investigated. And when performance measures are included
as criteria in an empirical sudy of expdriate effectiveness, they often gppear to be
lacking in methodologica rigor. For example, dthough performance was assessed in
Spreitzer, McCadl, and Mahoney’s (1997) study, they hemsdves were careful to point
out that their one item performance measure was subject to common method variance
because it was assessed by the same person and a the same time as the predictor
measure. Because of this, a second performance measure (in the form of externd
peformance appraisal data that were only avaldble for a holdout sample) was
included, but the smdl sample sze (n=56) limited the ability to detect sgnificant
relationships (dthough some were found). In another study among expariates of a
U.S. MNC (Cdigiuri, 2000), the supervisor was asked to make an overall assessment
of the expatriat€s job peformance. Although the Big Five as a group sgnificantly
predicted this performance measure, only 9% of the variance in peformance was
accounted for, which gppears to be a replication of the domestic meta-andytic finding
that persondity corrdates only moderately with overal job performance (see for
example Barrick & Mount, 1991). It is very likdy that the domegic finding that
persondity relates higher to the contextuad domain of job performance than to overdl
job peformance (Borman & Motowidlo, 1997) may generdize to an expdriate
context. In essence this finding is an empirica illudration of the notion that increased
gpecificity in the job performance doman is needed for meeting key research
chdlenges (Tett, Guterman, Bleier, & Murphy, 2000), an issue that will be discussed
in greater detail below.

In summary, dthough many sudies have been conducted within the fidd of
expatriate effectiveness, few have addressed the most unequivoca candidate criterion,

namely peformance, and those that have, appear to be lacking in methodologica
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rigor. Wha the fidd needs is consensus on an operationd definition of expatriate
effectiveness, and the methodology to be employed in predicting and/or training it. In
order to reach a compelling operational definition, the core issues inherent to research
pertaining to expatriate performance will now be criticaly examined.

Core Issuesin the Development of Criteriafor Expatriate Effectiveness
On being versus not being a criterion measure of expatriate effectiveness

As was discused ealier, the often implicit assumption that exising
operationd definitions of expdriate effectiveness criteria will affect performance is
widespread and sddom empiricdly investigated. Augin and Villanova (1992) defined
the term criterion as “a sample of performance [itdics added] (including behavior and
outcomes), measured directly or indirectly, perceived to be of vaue to organizationd
congtituencies for facilitating decisions about predictors or programs’ (p. 838).

Based on the above definition, one could argue that many of the dependent
vaiables that have been employed within the fidd of expatriate effectiveness to date
ae a best intermediate varigbles (Ones & Viswesvaran, 1997; Sinangil & Ones,
2001), because evidently they do not sample performance (Arthur & Bennett, 1995;
Kealey, 1996; Werner, 2002) nor are they perceived to be vauable by organizationa
condituencies (Arthur & Bennett, 1995, Mendenhdl & Oddou, 1985). Ultimately,
variables such as spousd adjusment (Black & Gregersen, 1991), ability to establish
interculturd  relationships (Hammer, 1987; Hammer, Gudykungt, & Wiseman, 1978),
or the number of languages spoken (Spreitzer et a., 1997), become relevant and
useful to MNC's only upon having been shown to actudly rdate to performance. In
legd terms, an organization would be hard-pressed judifying the rgection of an
goplicant purely on the basis of the prediction that his or her spouse will not be able to

adjust. Although to our knowledge no data exist about the relationship between
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soousal adjustment and expatriate performance, no conformation was found for the
hypothess that spousal support would relate to expatriate work and generd
adjusment in a recent study of expatriate sources of support, and corrdations with
expatriate task and contextua performance were negligible (Kramer, Wayne, &
Jaworski, 2001). Unfortunately, task and contextua performance were only assessed
by sx items within this study, which casts doubt on the adequacy with which the
performance domain was sampled (Binning & Barrett, 1989).

In concluson, in the prediction and training of expatriate effectiveness, the
ultimate criterion is job performance. Campbdl (1990) defines performance as a st
of behaviors that are relevant for the gods of the organization, and effectiveness as
the outcomes that sem from these behaviors. Trandating this definition to the redm
of expariates, a definition for expatriaie effectiveness is the extent to which the
expariate's job performance reflects behaviors that are rdevant to the organization's
gods. Having discussed the necessty of developing proper performance criteria for
expariate sdection and training prectices, let us now examine draegies that
researchers may employ in ng them.

How may the intercultural performance domain be modeled?

It has been argued dsewhere (Sinangil & Ones 2001) tha the exiding
literature in the ream of domedtic job performance, such as the wdl known
taxonomies developed by Campbel and colleagues (Campbell, 1990; Campbdll,
Gasser, & Oswad, 1996; Campbel, McCloy, Oppler, & Sager, 1993), Visvesvaran
and colleagues (Viswesvaran, 1993; Viswesvaran & Ones, 2000; Viswesvaran,
Schmidt, & Ones, 1994; Viswesvaran, Schmidt, & Ones, 1996) and Borman and
Motowidlo (Borman & Motowidlo, 1993, 1997) ae applicable to defining and

mesasuring expatriate job performance. On the bads of their review of these modes
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Snangil and Ones (2001) depict a working model of expeatriate job performance that
condsts of nine dimensons. Ones and Viswesvaran (1997) too, suggested ways in
which ther domedicdly deveoped taxonomy might be rdevant specificdly to
expatriates. For researchers interested in gpplying these models to expatriate
effectiveness, it might be prudent to take notice of the fact that within a domedtic
context there is an ongoing discusson concerning the premises on which they were
built. The recent summary of this discusson (see Tett et a., 2000) as it relaes to
expatriate effectiveness will be portrayed in the next few paragraphs. Subsequently,
the ‘hyperdimensond’ taxonomy of managerid competence (Tett et a., 2000) will be
reviewed and its implications for capturing expatriste performance variability will be
discussed. Findly, the domestic concept of adaptive performance (Allworth &
Hesketh, 1998; Hesketh, Allworth, & Considine, 1996; Hesketh & Nedl, 1999) will be
mentioned briefly.

As was briefly touched upon earlier, Tett et d. (2000) have evocatively argued
for more specificity in the job performance domain. In particular, they contend that
increased specificity will result in a more refined person-stuation fit, @ more complete
understanding of causes, effects and measurement, and greater congruct specificity
than what the generdigt performance models have to offer. Centra to this argument is
the so-cdled fiddity-bandwidth tradeoff, in which, given the practica redrictions on
test length, fiddity (i.e, construct messurement precison) is negatively related to
bandwidth (i.e, the number of separate congtructs assessed by a measure). On the
bass of ther summary of the recent discusson rdaing to this tradeoff and its
implications for the gspedificity-generdity digtinction in matching people to jobs, Tett
et d. infer the following: @ predictive accuracy may be improved with the use of

more specific and articulate performance messures, b) complexity with respect to
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content must be matched between the criterion and predictor spaces, c) specific
meesures, even if they are redivey short are not by definition less reiable; and
findly, d) diginct measures of gpecific rdevant congructs are likdy to be more
efficient because lesstime is spent measuring superfluous content.

The current date of affars in modeling domestic managerid job performance
is reflected in the 53 competencies that were subsequently ddineated by Tett et d..
This comprehensve ‘hyperdimensond’ taxonomy was developed on the bass of
earlier approaches and content vadidated by SME's. Disregarding the fact that not al
expatriates are managers and not nearly al managers are expatriates, for the moment,
their modd seems to have potentid in the ducidation of the expatriate performance
domain. However, there are some other reservations that need to be explicated

A 10% rule, which dated that a performance dimenson could be a distinct
competency only if that dimenson was expected to be a least moderatdly important
in & leest 10% of managerid jobs was employed by Tett e d. in didilling the
competencies from the earlier models. Although Tett et a. Sate that this approach
will disregard only the most obscure dimensions and jobs, the application of this rule
by definition implies that a disinctive competency that is extremey important in even
dightly less than 10% of managerid jobs will be excluded. The prospective work
behaviors that are associated with the interculturd environment in which expatriates
perform are likely to be prime examples of such competencies, because there are only
a few jobs in which these behaviors play such a pivota role. In this regard, Snangil
and Ones (2001) have noted that “perhgps the most important eement that distinguish
expetriate jobs from other high complexity and high responshility jobs is an added
dement of complexity by the intercultura environment in which these jobs ae

performed.” Succinctly, the hyperdimensond taxonomy of managerid competence



On Expatriate Effectiveness 11

may not sample the totdity of managerid job performance when gpplied to an
expdriate population. This issue may be addressed in empirica research by darifying
expatriate performance as it relaes to the organizationd effectiveness of MNC's by
conducting organizational needs andyses. A recent exploratory investigation among
human resource specidists who managed expatrigte performance apprasd,
established that a balanced combination of raters from both within and outsde the
host country is percelved to result in the most accurate expairiate performance
gppraisas (Gregersen et d., 1996). Related research is currently being undertaken by
the authors.

Another resarvation about  goplying the hyperdimensond  taxonomy  of
manageriad  competence to expatriates concerns the intercultura environment in which
expatriates perform. For expatriates, the dedrability of demondrating certan
competencies may depend on who they ae deding with. For example in
communicating with German dients and Jgpanese supervisors, organizationd gods
may be served best by demondrating high and low initiative, respectively. Such,
fluctuting desrability of competencies for expatristes may pose a serious threst to
adequate performance agppraisal. In assessing expatriate job performance it may thus
be imperative to provide the culturd context, within which the prospective work
behavior isto be exhibited.

Finaly, reseerch amed a modeing expatriate job performance may stand to
gan from applying the concept of adeptive performance, defined by Allworth
Hesketh (1998) as those job behaviors that represent an individud’s capacity to cope
with change. This definition agopears Smilar to traditiond definitions of expdriae
adjustment. However, because adaptive performance is anchored in job behaviors it is

likely to be more adequate for assessng expatriate effectiveness. Results from severd
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sudies have shown that adaptive performance was predicted by congtructs different
from those relevant to task and contextua performance (Allworth & Hesketh, 1998;
Hesketh et a., 1996). To the authors knowledge no studies have been conducted to
examine whether this finding generaized to other taxonomies of job performance.
Discusson

Expatriate job peformance may be consdered the ultimate criterion in the
prediction and training of expetriate effectiveness. The recently developed domestic
models of job performance that were discussed within this paper may prove to be an
extremey vauable guide to the sudy of expariate effectiveness. Although there are
methodological concerns associated with gpplying these modds in an intercultura
environment, it is our opinion that these are not unsurpassable. This paper was amed
a highlighting some mgor concerns that are intringcdly related to the prediction and
traning of expariae effectiveness Although expatriate falure rates, frequently
defined as premature re-entry, are probably not much higher than domestic turnover
rates (Harzing, 1995), the consequences of falure for expatriates, family members
and MNC's are much greeter. If delineating performance criteria for the sdection of

domestic employeesisimportant, it surely is crucia for expatriates.
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