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ABSTRACT 
 
Due to the fact that globalization rapidly spreads around the world, companies are becoming 
more and more internationalized. This fact entitles employees at any level to sometimes work 
for a few years at a foreign division, as expatriates. There are several advantages of staffing 
through the use of expatriates. However, there are some drawbacks and difficulties with 
expatriation and therefore companies should assist the expatriates in their new environments. 
From this the purpose for this thesis evolved: To provide a better understanding of 
multinational companies’ (MNCs’) expatriation strategy in connection with the during-
assignment phase. In order to reach this purpose, three research questions were 
stated, focusing on how MNCs facilitate expatriate adjustment, how they compensate their 
expatriates and how they are evaluated. Based on these research questions, a literature review 
was conducted, resulting in a conceptual framework that presented the data to be collected. 
Two case studies of Swedish MNCs were conducted. The findings of our study show that 
there are several aspects involved in the development of expatriation strategies in the during-
assignment phase. These findings are that MNCs standardize their policies towards 
expatriates, practical aspects were regarded an important factor in the compensation package 
and that the effectiveness of the evaluation is determined by the ambitiousness of the 
evaluator.  

 



SAMMANFATTNING 
 
Den allt mer växande globaliseringen gör att företagen utvecklas mot att bli mer 
internationaliserade. Detta faktum berättigar anställda oavsett position att någon gång under 
ett par år arbeta i en utländsk filial som en expatriat. Fördelarna med att anställa genom 
expatriation är många. Likväl, finns det även nackdelar och svårigheter med expatriation, 
därför bör företag bistå expatriaten i dess nya miljö. Med bakgrund av detta så växte syftet 
fram för denna studie om att skapa en bättre förståelse för multinationella företags (MNF) 
expatriationsstrategi under på-plats stadiet. För att nå detta syfte, så ställdes tre stycken 
forskningsfrågor med fokusering på hur multinationella företag underlättar expatriaternas 
anpassning, hur dem kompenserar expatriaten och hur dem utvärderar expatriaten. Baserat på 
dessa forskningsfrågor så växte en presentation av befintliga studier fram, vilket framdeles 
ledde till en avgränsning av litteraturen som presenterade den data som skulle samlas in. Två 
stycken fallstudier av Svenska MNF utfördes. Resultaten av vår studie visar att det finns en 
mängd aspekter involverade inom uppbyggandet av expatriationstrategier i på-plats stadiet. 
Dessa resultat är att MNFs standardiserar deras policy gentemot expatriater, praktiska 
aspekter var ansedd som en viktig faktor i kompensationspaketet och att effektiviteten av 
utvärderingen bestäms av utvärderarens ambitionsnivå.      
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1 INTRODUCTION 
 

he following chapter will provide the reader with some background information on the 
subject of international human resource policies and why it should be considered an 

important part of a company’s overall activities. The problem discussion will then bring up 
significant factors regarding expatriation, which will lead to the purpose and research 
questions for the thesis. 

 T

1.1 Background 
Today’s business environment is adapting to the globalizing world. Companies are no longer 
bound to a specific nation, in fact most of the world’s largest corporations have conducted 
business outside their home-country (Ashamalla, 1998). Moreover, Scullion and Brewster 
(2001) states that this reflects the growing importance of international economic activity 
which has resulted in the increased mobility of human resources. For that reason Shen (2005) 
calls for companies to pay additional consideration to the development and understanding of 
how host-country Human Resource (HR) policies should be managed.  
 
International human resource management (IHRM) is defined as a set of distinct activities, 
functions and processes that are directed at attracting, developing and maintaining the human 
resources of a multinational company (MNC). The objective of these activities, functions and 
processes is to assist the organization in order to increase its efficiency regarding IHR. A 
successful IHRM is for most firms vital and critical to their accomplishments, it could be the 
distinguishing factor between survival and extinction (Shen, 2005). 
 
Harvey, Speier and Novecevic (2001) argue that companies utilize staffing as their primary 
strategy for controlling their global operations. The purpose is to co-ordinate their 
International Human Resource (IHR) strategies. There are three common approaches of 
staffing: Firstly, an adaptive or polycentric approach where recruiting is carried out locally. 
Secondly, an exportive or ethnocentric approach which benefits from the improved control 
that companies gain as they utilize parent-country nationals. Furthermore, this staffing 
approach provides promising managers of the parent-organization with important 
international experiences, which eventually becomes an important asset for the company. 
Finally, the integrative approach refers to the practices where companies transfer their human 
resource policies from the parent to the subsidiary and back again. The expatriate is selected 
regardless of nationality, however, it most often includes the use of a third country national 
thus the most qualified personnel are assigned (ibid).  
 
Managers who are assigned from the headquarters to the host-country with the purpose of 
controlling the operations of the subsidiary are classified as expatriates (Banai & Harry, 
2004). The expatriate staffing approach has for a long time been the primary strategy for 
assigning overseas positions. Expatriates are often selected because of their technical/business 
skills, experiences and informal knowledge about the parent-company. However, the main 
reason for sending an expatriate to the host-country is to control the overseas operations and 
achieve a high level of integration across global operations (Harvey, et al., 2001). According 
to Hsieh, Lavoie and Samek (1999) expatriates have an essential role for how a majority of 
the world’s MNCs develop their international ventures. He/she is the one who eventually is 
left in the host-country in order to develop and assure the new operations of the company. 
However, these efforts are often rewarded as salaries and benefits can reach up to $500.000 a 
year. An important asset for an expatriate is the ability to transform opportunities into 

1 



INTRODUCTION 

successful businesses. This is done by transferring the required institutional resources, 
technologies and know-how from the company’s home-base, by building new specific 
knowledge for the host-country and by developing the local talent in order to gain long-term 
profitability and success (ibid).   
 
According to Ashamalla (1998) expatriation is a process divided into three different phases 
which includes, the pre-departure phase, the during-assignment phase and the repatriation 
phase. The pre-departure phase is divided into two different stages, selection and preparation. 
Most often expatriates are selected from within the company as they already possess the 
technical skill and are more in touch with the organization’s culture. However, progressively 
organizations have become more aware of the advantages of assigning people with global 
awareness and a belief in the company’s international philosophy. For these companies 
selection often starts with recruitment, where they consider the following qualities; awareness 
of environmental constraints, foreign language proficiency, adaptability, entrepreneurship, 
self motivation, and sensitivity to world events (ibid).  
 
In the final stage of the pre-departure phase the expatriate is prepared for the future 
assignment. Companies should thereby develop a briefing program to assist the expatriate 
with basic information regarding work-related as well as living-related issues of concern. 
Furthermore, the briefing should be followed up by additional cultural training (Hsieh et al., 
1999). Ashamalla (1998) put emphasis on the difficulties for the family to adjust in to the new 
environment as they are more likely to be affected by culture shock than the expatriate. 
Therefore it is important for companies to provide the expatriate and his/her family with well 
planned strategies for handling the contacts with their relatives and friends, cross-culture and 
foreign language training and children’s education (ibid). 
 
Ashamalla (1998) points out that support during the assignment generate positive 
psychological effects on the expatriate and thereby increase his/her performance 
effectiveness. Organizations should be aware of the importance of keeping in close contact 
with their expatriates and providing them and their families with the needed support. The 
purpose of providing expatriates and their families with support is to facilitate cross-culture 
adjustment during the international assignment period (ibid). Black, Gregersen, Mendenhall 
and Stroh (1999) explain that the process of cross-cultural adjustment in the during-
assignment phase could be divided into two interconnected components. The first component 
is how expatriates create new mental maps and rules in order to distinguish how people in the 
host-country behave in different situations. The second component involves the expatriates’ 
ability to master new behaviors. As an example, people can without difficulties learn that 
Chinese people communicate more indirectly than Americans but it becomes much more 
complicated to change the behavior in order to correlate with the Chinese counterpart (ibid). 
Furthermore, Toh and DeNisi (2005) state that during the assignment compensation is of high 
importance. For that reason IHR policies have resulted in a tendency to differentiate 
expatriates from local staff and most of the times to the advantage of expatriates (ibid). 
 
The final phase experienced by the expatriate is the repatriation phase which is often 
neglected by human resource managers. Evidence, however, indicate that repatriation is not 
simple, and that a repatriate manager may experience both professional as well as personal re-
entry problems (Ashamalla, 1998).   
 
Black et al. (1999) suggest that in order for an expatriate to become successful there are a 
number of factors that should be considered. Firstly, it is vital for the company to clearly 
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develop a strategy for the international assignment and thereby making the task less 
complicated for the candidate. An additional quality to be considered is; professional skills of 
the expatriate, such as knowledge of the job and the ability to identify problems. Moreover, 
the assignee should possess both managerial and technical skills, the ability to resolve 
conflict, excellent communication skills, and a flexible and stable mind. A common 
explanation for misunderstanding each other is ethnocentricity and for that reason expatriates 
should not try to apply their own rules to the conditions of the host-country (ibid). 

1.2 Problem Discussion 
According to Ashamalla (1998) expatriate failure is defined as an early return to the home-
country without completing the predetermined intention of the assignment. Furthermore, the 
author distinguishes two types of expatriate failure. Firstly, the expatriate returns to the home-
country before the intended termination of the assignment hence the failure is of explicit 
nature. The second type of failure is of an implicit nature, he/she endure to the end but 
perform at levels far below his/her standards or expectations from the company. As an 
example, an expatriate who worked overseas for three years became aware of the fact that he 
had only performed at a capacity of 30 percent of his effectiveness in comparison to his 
home-country position. Such examples are common all over the world, costing companies 
both in money and reputation. Along with the increased activities of sending expatriates 
abroad the rate of failure has followed the same trend. Recent studies show that as many as 40 
percent of the American expatriates fail with their assignment (Ashamalla, 1998; Harvey, et 
al., 2001; Jasawalla, Asgary & Sashittal, 2006).  
 
Harvey et al. (2001) and Hsieh (1999) state that, expatriate failure results in two different 
costs which are often significant for the companies. Firstly, the direct costs which are more 
apparent on a short term perspective since companies frequently can spend up to $1 million 
on, visits to the location, expatriate training, relocation and compensation. Secondly, the 
indirect costs which are more damaging on a long term perspective since companies overlook 
the service to customers and harm the relations with home-country networks. In addition, 
failure is also damaging for the expatriate’s career and thereby causing a loss of self-esteem 
and self-confidence (ibid).  Jasawalla, et al. (2006) state that the failure rate in developing 
countries is considerably higher as they reach up to 70 percent. Of those expatriates who 
returns to the home-country as many as 20 – 50 percent decide to leave the company due to 
dissatisfaction (ibid).  
 
According to Jasawalla, et al. (2006) expatriate failure is often caused by a high level of stress 
due to unsatisfactory pre-departure preparations and briefings. Training and inadequate 
selection criteria are supplementary reasons which will determine the success of the 
expatriate. However, after the expatriate’s departure organizations should continue their 
support by being of assistance to the assignee. A strategy for how to handle the during-
assignment phase is of high importance, since ineffective programs during this phase often 
constitutes a reason for expatriate failure. Consequently, organizations should have in mind 
that while overseas the expatriate is likely to experience cultural shock as he starts to feel 
detached from social and political networks. The extent of the experienced cultural shock is 
determined by the degree of cultural diversity between the home-country and the host-country 
(ibid). 
 
Sims and Schraeder (2004) claim that there are pieces of evidence indicating that the most 
important factor regarding an expatriate’s success or failure is how well he/she adapts to the 
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new environment. Many times moving abroad and facing a new environment could result in a 
stress related reaction for the expatriate. This reaction of stress is referred as culture shock and 
is often evolved from uncertainty of the expatriate. The uncertainty could be the result of poor 
knowledge about acceptable behaviour and how to act in the new culture. Furthermore, as 
time goes by the expatriate may discover that an acceptable behaviour in his/her home-
country could be seen as offensive in the host-country. When an individual leaves a familiar 
setting his /her emotions start to fluctuate as their old routines becomes disrupted and 
uncertainty is evoked (ibid).  
 
According to Thomas (2002) the cultural encounter that an expatriate will experience can be 
summarized graphically as displayed in figure 1.1. 
  

 
Figure 1.1: The U-curve of Cross-Cultural Adjustment 
Source: Thomas (2002), p. 224 
 
Thomas’s (2002) u-curve of cross-cultural adjustment illustrates the four different phases that 
an expatriate experiences during his/her assignment. Firstly, in the honeymoon phase the 
expatriate feels an excitement towards the new environment much like what he/she would feel 
during a vacation. After a while this excitement starts to diminish and the expatriate feel 
frustration and confusion since the environment is deficient in familiar norms and other 
similarities. However, if the expatriate is able to endure this phase he/she will slowly start to 
feel a sense of adjustment to the new environment. This occurs due to fact that he/she begins 
to understand cultural norms, customs, and values. It is not until after a couple of years that 
the expatriate will start to feel fully adjusted and almost as well as at home and thereby 
reaching the mastery phase. However, this phase is not experienced by everyone since some 
return home at an earlier point, whereas some will continue to struggle in the adjustment 
phase without being fully adjusted (ibid). In addition, Sims and Schraeder (2004) suggest that 
there are five key factors to take into consideration in order to facilitate cross-culture 
adjustment. These factors include: Cross-culture training, demographical characteristics, the 
dispositional and personality characteristics of the expatriate, the level of organizational 
support provided to the expatriate and his/her level of technical competence (ibid). 
 
Hsieh et al. (1999) suggest that companies should strive towards making the expatriate feel 
well anchored in the broader organization since there is a risk that the expatriate feel isolated 
and left alone. This could be done by assigning home-office mentors who regularly briefs the 
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expatriate about news in the home-country and the head office. The connection with home-
office mentors should be maintained as they move from one international assignment to the 
next. These efforts to keep expatriates well connected also play an important role in 
facilitating a two-way transfer of knowledge (ibid).  
 
Toh and DeNisi (2005) claim that a majority of MNCs are willing to compensate their 
expatriate in order to minimize the risk of failure but also to motivate the assignee, this is 
expected by the expatriate and has become an informal rule. The most popular approach 
regarding compensation is the “balance-sheet approach”. This approach is based on 
expatriates attaining base pay and benefits equal to their home-country, plus various 
allowances and tax reductions (ibid). 
 
Suutari and Tahvanainen (2002) add that in order for an expatriate to develop his/her 
performances, companies need to have effective performance management strategies. The 
most suitable approach to develop efficient performance management programs is to develop 
goals at an early stage of an assignment or a project and preferable in written form. 
Furthermore, companies need to conduct formal performance evaluations with the purpose of 
estimating if the goals were achieved. If this is done properly it becomes easier for companies 
to figure out in which area the expatriate lacks knowledge (ibid). 
 
 
Based on the discussion above, it can once again be said that expatriation is a process that can 
be divided into three phases; pre-departure, during assignment and repatriation. While 
expatriation has in recent years been a subject of review for many researchers, only limited 
research has been focused on the expatriate’s during assignment phase.  
 
Considering the discussion above, the strategies MNCs utilize during the assignment phase is 
highly decisive for the success of the expatriate. For that reason and the fact that previous 
studies lack sufficient empirical documentation we find it interesting and valuable to further 
investigate MNCs’ IHR strategies during the expatriate’s assignment phase. 

1.3 Purpose and Research Questions  
Based on the discussion above, the purpose of this study is to provide a better understanding 
of MNCs’ expatriation strategies in connection with the during-assignment phase. 
 
Three research questions have been developed below in order to help us gain the knowledge 
necessary to accomplish the stated purpose. 
 
RQ 1. How can MNCs’ efforts in facilitating expatriates’ adjustment be described? 
 
RQ 2. How can MNCs’ compensation approach as an incentive to expatriates be described? 
 
RQ 3. How can MNCs’ evaluation of expatriates’ performances be described? 
 

1.4 Demarcations 
A number of researchers have over the years covered the topic of expatriation and the three 
phases that an expatriate experiences. Those three phases in the expatriation process are: pre-
departure, during-assignment and repatriation. Considering the limited time and in order for 
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the purpose of gaining a deeper understanding about expatriation we have decided to only 
focus on one of the phases, the during assignment phase. The supplementary phases will only 
briefly be discussed when related to the assignment phase. However, there are several issues 
regarding the during assignment phase, we will therefore limit ourselves to three research 
questions with the emphasis on adjustment, compensation and performance evaluation. 
Furthermore, the thesis will only investigate Swedish MNCs’ perspective and how their 
actions have an impact on the expatriate’s accomplishments. Further delimitation is that our 
research will be based on data collected from the companies rather the expatriates themselves.  

1.5 Outline of the Thesis 
The thesis is divided into six chapters, Introduction, Literature Review, Methodology, Data 
collection, Data Analysis, and Findings and Conclusions. The introduction will present the 
reader with background information which leads to the problem discussion, together they 
assisted us in constructing the purpose and the research questions for this thesis. The literature 
review presents existing theories in the area of the research questions, a conceptual 
framework was developed in order for us to apply the most suitable theories to our study. The 
methodological approaches that was chosen for this study is presented in chapter three along 
with an explanation about the quality standards that was taken into consideration. Chapter 
four is a presentation about what the collected data gave us, and the following chapter 
attempts to make sense of the collected data. Finally, the result of the study is presented in the 
final chapter along with conclusions that were drawn. Figure 1.2 presents the outline of the 
thesis. 
 
 

 
 
Figure 1.2: Outline of the Thesis 
Source: Authors’ own Construction (2006) 
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2 LITERATURE REVIEW  
 

s companies have increased their mobility of human resources it is required for them to 
pay additional consideration to the understanding of how IHR policies should be 

managed. This chapter of the thesis will go over relevant literature regarding companies IHR 
policies of expatriation during the assignment phase, following the order of our research 
questions. At the end of the chapter a conceptual framework will be presented in order to 
narrow down the supply of literature to the most suitable theories for this thesis.   

 A

2.1 Facilitating Adjustment in the During-Assignment Phase 
Andreason (2003) puts emphasis on the importance of having a well-thought out strategy for 
managing expatriates during their assignment. The first year for the expatriate becomes a 
decisive year in terms of his/her ability to adjust. The importance of adjustment becomes even 
more important due to the fact that this is the year where company’s costs are the highest. It is 
estimated that the costs can reach as high as three times the base salaries of their domestic 
counterparts. Although the direct costs are of high concern for companies they have become 
increasingly concerned with the indirect costs that an expatriate failure generates. A reason 
for the high failure rate is companies’ tendency to believe that there is no need to engage in 
special efforts for their expatriates. For that reason a common approach is to select the 
expatriate with their technical or managerial skills in regard, typically as demonstrated by past 
performance in the domestic setting. However, research show that management skills do not 
transfer across borders, in other words a successful leader style in one country may be 
inadequate in the other. Expatriates most often fail due to their inability of adjusting to the 
new environment and not because of their lack of technical skills (ibid). 

2.1.1 The Three Dimensions of Adjustment  
Andreason’s (2003) approach towards adjustment in international assignments is a 
multidimensional construct consisting of three distinct dimensions. The work adjustment 
dimension explains how an expatriate adjusts to the new job requirements while the 
interaction dimension describes the expatriate’s ability to adjust with individuals in the 
foreign country. The final aspect explains general adjustment factors, such as the expatriate’s 
adaptability to the foreign country and its living conditions. These dimensions can in its turn 
be further scrutinized and developed into five key factors which provides with an all-
embracing assessment of expatriates ability to adjust (ibid).  
 
Job Factors 
Job factors are in context of the duties and specific tasks performed by a given individual. 
Evidently the job factors have its greatest impact on the dimension of work adjustment and it 
can either have a facilitating or inhibiting effect. There are a number of job factors that are 
vital for achieving work adjustment: Role conflict, role novelty, role clarity, and role direction 
(Andreason 2003).  
 
Andreason (2003) further explains that as a result of insufficient pre-departure training 
expatriate managers are likely to standardize their managerial approach to the foreign country. 
However, it is common fact that organizations already have predetermined the role of the 
manager and only gives him/her limited possibilities of how that role can be developed. 
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When the predetermined role differs from the expatriates natural role it creates a potential role 
conflict. Hence the following definition of role conflict: “…conflicting signals about what is 
expected of individuals in a new work setting.”  Role conflict has been described as a factor 
that increase uncertainty and eventually inhibits adjustment. The fundamental problem for 
expatriates is that the role is defined in one country and performed in another. Nevertheless, 
when expatriates identifies too much with host-country concerns he/she risks being recalled. 
Thus some expatriate managers are reluctant to pay attention to host-country communications 
with the knowledge that they are being evaluated by headquarters’ expectations. After all, the 
expatriate’s career should be with the parent and not the host subsidiary (ibid).  
 
Andreason (2003) defines Role novelty as: “The degree to which the current role is different 
from past roles.” New cultural setting requires new skills and behaviors since it often is the 
case that the new job may in many ways differ from the way it was carried out at home. The 
expatriate does not only have to learn the countries, social, economical, political, taxation and 
technical system but they also have to learn how to interact with host nationals. These factors 
constitute a situation which differs drastically from the home-country assignment. 
Organizations therefore have to train expatriates so that they are well prepared for their new 
tasks and the new environment, especially under those circumstances where role novelty is 
significant (ibid).   
 
Andreason (2003) identifies role clarity and role discretion as two factors having a positive 
effect on adjustment. For that reason organizations should give the expatriate a clearly defined 
set of expected behaviors. Moreover, the expatriates should attempt to adapt their work role to 
themselves rather than letting themselves adapt to the work situation. As a result expatriates 
who standardize their work role are likely to experience difficulties in their work adjustment. 
This calls for organizations to put more emphasis on designing global positions in order for 
the expatriate to have a more clearly defined job and greater decision-making authority. 
However, the defined task assigned to the expatriate must be at a reasonable level so the 
company does not expect too much too soon of the expatriate’s performances. This strategy 
where the expectations are lowered during the first year is widely utilized by Japanese firms 
(ibid). 
 
Organizational Factors 
In addition to the job factors there are three organizational factors that are decisive for the 
expatriates’ ability to adjust to the new environment. These are: Organizational culture 
novelty, social support from co-workers and superiors; and logistical support. All of the 
mentioned support strategies are expected to have an impact on work adjustment, while 
logistical support has a more general impact on adjustment (Andreason 2003). 
 
As it is explained earlier regarding Andreason’s (2003) opinion on job novelty it is evident 
that it has a correlation between uncertainty and adjustment, so also with organizational 
culture novelty. Research shows that the difference in organizational culture in the foreign 
country as compared to the organization in the home-country will exhibit a negative impact 
on uncertainty in the work environment. However, since respondents in previous studies have 
been unable to distinguish the difference between organizational culture novelty and culture 
novelty in general it has been difficult to separate its effect (ibid). 
 
Andreason (2003) defines the social support given by co-workers and superiors as: “The 
sources and quality of helping relationships.” It has the ability to work as a stress safeguard, 
thus facilitating adjustment by reducing uncertainty. Companies have for a long time been 
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aware of the significance of having tangible support systems. They are carried out in order to, 
attract and retain staff, encourage the employee to leave for the foreign assignment, to 
facilitate the transfer to the foreign location and back, provide with a reasonable standard of 
living and finally to enhance the expatriate’s financial situation. Other logistical support such 
as housing, schools and grocery stores etc. have also shown to have a positive impact on 
adjustment (ibid). 
 
Positional Factors 
According to Andreason (2003) the positional factors review the expatriate’s unique 
background and his/her qualities in order to explain how each individual have different 
prerequisites of adjusting to new environments. The model is expanded into three aspects: 
hierarchal level, functional area and assignment vector (ibid). 
 
Andreason (2003) gives support to the fact that the higher hierarchal level the more important 
it becomes with role discretion. For that reason, adjustment is facilitated by the extant that job 
demands are matched with role discretion. It was also found that previous assignment 
experience enhances work adjustment, hence the importance of staffing and training (ibid). 
 
Another decisive factor for how well the expatriate will adjust is his/her functional area. 
Studies show that technical expatriates have more difficulties in adjusting to the new 
environment. Technical expatriates play an important role of transferring knowledge to the 
host-country which eventually could result in difficulties due to potential language barriers 
(Andreason 2003).  
 
Andreason (2003) claims that depending on the staffing approach of the organization, its 
expatriates can be divided into three types of vectors depending on their national origin. The 
advantage of assigning parent-country nationals’ is the level of control gained by the home-
firm, while third-country nationals’ exhibit a higher tendency of being sensitive to cultural 
and political issues. Another separating factor between the two is that the culture novelty of 
parent-country nationals’ has a negative impact on adjustment while it has no impact on third-
country nationals. This gives support to the statement that third-country nationals are more 
culturally sensitive. In addition it is evident that role clarity and co-worker support effects 
inpatriates in the dimensions of work, interaction and in general. For that reason there is a 
need for a more formal intervention programs to facilitate adjustment of inpatriates (ibid). 
 
Nonwork Factors 
Expatriates do not only have to adjust to the new working environment they also have to 
adapt to the new cultural environment and learn how to interact with other people. For that 
reason culture novelty has been found to inhibit non-work adjustment. Expatriates’ are likely 
to experience cultural shock which is more possible to occur the higher the novelty. This calls 
for extensive pre-departure training and in-country support (Andreason 2003). 
 
Andreason (2003) states that previous research has shown that the spouse’s inability to adjust 
is the number one reason for failure among expatriates. Although the numbers are worryingly 
high, only a small proportion pays additional attention to this fact. The spouse becomes more 
submerged into the host culture without the assistance of familiar networks and friends. On 
the other hand expatriates’ are more likely to be buffered by the company. The numbers of 
failure have increased over the years due to the increased frequency of dual career couples. 
An inadequate possibility of finding a suitable place of work is a contributing explanation. In 
addition, there has been found a correlation between the expatriate’s ability to adjust and the 
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spouse’s ability. Several potential expatriates turn down overseas assignments due to family 
reasons. This calls for new approaches by organizations as they should strive towards 
including spouses in initial interviews and pre-departure training, ongoing in-country support 
should also be the objective for MNCs. Such support could come in two forms either direct or 
indirect where examples of direct support might include: Continuous communications with 
headquarters, language and culture training, assistance with day-to-day chores, mentoring 
programs and job search assistance. Through indirect support the expatriate and his/her family 
can be encouraged to: self-reflection and develop realistic expectations about the assignment, 
get involved in international clubs, develop hobbies, involvedness in school and other 
community activities and working in the local environment (ibid). 
 
Individual Factors 
In addition to technical and managerial skills Andreason (2003) claims that there are specific 
traits and characteristics of individuals that are predictors for success. Self-efficacy is an 
important predictor for expatriate success. He/she should posses the ability to believe in 
him/her-self and thereby be able to meet cultural differences more successfully. Research has 
found that people with superior relational skills have less difficulty in interacting with people 
from other cultures. In addition, the perceptional skills of an expatriate assist him/her to 
correctly interpret and understand what is appropriate in the host-country. For that reason 
firms tend to seek those managers who have; a drive to communicate with the local people, 
broad based sociability, cultural flexibility, a cosmopolitan orientation and collaborative 
negotiation style. Furthermore, research has discovered that previous international assignment 
has a general positive affect on the expatriate’s ability to adjust. Language fluency is a factor 
not commonly regarded as important by companies, however, it has been found that this 
aspect has a great impact on the expatriate’s ability to adjust. Language fluency is especially 
important in functional head and operative jobs, whereas it becomes less important for the top 
subsidiary management positions (ibid).   

2.1.2 Sources of Support 
Jaworski, Kraimer and Wayne (2001) examine three sources of support (organizations, 
supervisor and spouse) in order to find evidence for their correlation with expatriate 
adjustment. The following definition for social support has been used in the study: “The 
availability of helping relationships and the quality of those relationships.”  Three types of 
social support has been identified, aid, affect and affirmation. Aid refers to the activities of 
giving general assistance in order to reduce stress. Affect on the other hand refers to the 
interpersonal attraction between the source of support and the support seeker. The final 
aspect, affirmation, encourages the expatriate to belief in him/her-self. Moreover, the authors 
find it important to further investigate the aspect of social support since expatriates’ job 
inefficiency often is related to their inability to adjust (ibid). 
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Jaworski et al. (2001) explain how the perceived organizational support (POS), leadership 
member exchange (LMX) and spousal support effects the different dimensions of adjustment 
and how that eventually effects performance (see figure 2.1).  
 

 
 
Figure 2.1: Relationship Between Support and Adjustment  
Source: Jaworski et al. (2001) 
 
POS 
Jaworski et al. (2001) describe perceived organizational support as the extent of received 
feedback from the parent-organization, perceived by the expatriate. It involves suggestions 
such as, how contributions are valued and how much the organization care about the well-
being of the expatriate. This could be referred as a type of reward and could thereby be 
classified as a form of aid, the other two types of social support, affect and affirmation, could 
also be classified in that definition. POS has been evident to have positive effects on, 
organizational commitment, attendance rates, job performance and pro-social behaviors. 
These facts will eventually have a positive outcome on the expatriate’s ability to adjust to the 
new assignment. Parent-company support is more active in the pre-departure phase, they 
provide with financial support in order to withhold the expatriate’s standard of living. Other 
parent-company approaches that have apparent positive effects on work and general 
adjustment are, cross-cultural training, assistance in housing relocation, membership in social 
clubs, vacations, education for children and spousal employment. However, the significance 
of support from the foreign facility should not be neglected, this is after all the environment 
where the expatriate carry out his day-to-day job. In addition to the support that parent-
organization can give the foreign organization can provide with language courses, 
socialization experiences and other opportunities to interact with host-country citizens. For 
that reason foreign facility support is positively related to work and general adjustment as 
well as interaction adjustment (ibid). 
 
Leader-Member Exchange (LMX) and Adjustment 
Jaworski et al. (2001) describe LMX as the level of interpersonal exchange between the 
employee and his/her supervisor. High level of LMX has the most favorable outcome and 
should be the objective for every manager since it has been shown that mutual loyalty, liking, 
professional respect and mutual objectives  is positively linked to job satisfaction. As a result 
of a high level of LMX, employees are more likely to be provided with information that goes 
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beyond the employment contract which will create affect and serve as supportive aid. The 
third type of social support, affirmation, is captured in the LMX dimension of professional 
respect. Since LMX is only concerned with job factors it is assumed that it only influences 
work adjustment (ibid).  
 
Spousal Support and Adjustment 
The support from spousal is vital in order to fulfill all of the three dimensions of social 
support; aid, affect and affirmation. This because spouses are believed to provide the 
expatriate with assistance during a stressful period, affects and affirmations are additional 
factors that determine his/her ability to succeed. Moreover, the spouse will relieve a lot of 
pressure as she/he can handle issues concerned with general day-to-day problems.  Finally, 
spouses can provide love and support, which eventually has a positive outcome on the 
expatriate’s life satisfaction and adjustment (Jaworski et al., 2001). 
 
Integration as a Mean to Facilitate Adjustment  
Jaworski et al. (2001) conclude by pointing out that interaction with host nationals enables the 
expatriate to increase his/her overall feeling about the culture, hence a link between 
interaction adjustment and general adjustment. Intergroup communications serve as a medium 
for information, which eventually opposes prejudices, this is suggested to be the reason for 
the ability of adjusting in general. The authors continue by explaining that problems in non-
work areas will develop stress for the expatriate and affect his/her abilities to perform at work. 
The expatriate will bring stress to the work place, resulting in inhibiting work adjustment 
(ibid). 

2.1.3 Job Satisfaction 
McCaughey and Bruning (2005) explain that there are three possible definitions to describe 
job satisfaction. Firstly, “the degree to which an employee is content with his/her job” 
Secondly, “the difference between an employee’s perceptions about what he/she expects to 
receive and what he/she actually receives at work” Finally, “the degree of fit between what 
an employee is seeking from an organization and what the organization requires from its 
employee.” Due to this fact it is indicated that job satisfaction has several dimensions and 
thereby influences organizations’ HR policies. In addition, it is also a determining factor for 
how and if an expatriate will complete his/her assignment (ibid).  
 
McCaughey and Bruning (2005) recommend a shift in approach for organizations, as they 
should put more focus on evaluating how their HR practices enhances job satisfaction, rather 
than a focus on specific programs that contribute to expatriate success. It is suggested that 
organizations’ should use the same job satisfaction approach with expatriates as they do with 
their domestic work force, since there are several similarities between relocating 
internationally and domestically. The employees are in need of organizational support, 
families have difficulties in adjusting, social bounds are diminished, the career might take an 
unexpected turn and the spouse’s career might be disrupted. However, foreign language and 
cultural training are some differences that should be especially considered as they do not 
appear when relocating domestically. For that reason organizations should incorporate job 
satisfaction and utilizing their domestic relocation experiences as they establish their 
expatriation programs (ibid). 
 
According to McCaughey and Bruning (2005) the three support strategies, pre-assignment, 
assignment and repatriation support, have shown to decrease employee depression and 
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anxiety, which subsequently influence employee effectiveness, cultural adjustment and job 
satisfaction. These factors will eventually have a great impact on the likelihood of assignment 
success.  
 
The different support strategies explained by McCaughey and Bruning (2005) can be found in 
table 2.1. 
 
Table 2.1: Expatriates Best Practices 
Pre-assignment Support Assignment Support Repatriation Support 
• Demonstrate value of 

assignment 
• Host/home- country 

mentors 
• Begin ahead of 

assignment conclusion 
• Specific link to 

employee career goals 
• Workplace 

acculturation support 
• Position established to 

utilize new KSAs 
• Language and cultural 

training 
• Relationship building • Revised career plan 

• Identify deficit KSAs, 
provide training 

• Family acculturation • Re-acculturation and 
re-integration 

• Partner/family 
language training, 
involvement 

• Partner employment or 
career counselling 

• Allow for transition 
period 

• Confirmed assignment 
length 

  

Source: McCaughey & Bruning (2005) 
 
Furthermore, McCaughey and Bruning (2005) explain that the challenge for MNCs is that 
they persistently have to ensure that their international employees remain a part of the 
organization’s parent-country culture and at the same time adapt to the new environment. For 
that reason the level of support provided by organizations is a determining factor for 
assignment adjustment. The rationale of providing the expatriate with a mentor is for 
organizations to facilitate acculturation, integration and to provide him/her with assignment 
assistance. The lack of organizational support during the assignment phase has been found to 
be a strong contributor for expatriate failure rates. A common approach to overcome this is to 
assign a host-country national who will assist the expatriate with acculturation at work and in 
social environments. The expatriate is more likely to exhibit a confidence in his/her 
communication skills and ability to develop relationships, thus aiding their overall adjustment 
and acculturation process with a higher level of experienced job satisfaction. Moreover, a 
home-country mentor also has the potential to facilitate the expatriates’ adjustment process. 
They have the ability to, inform the expatriate of what is going on in the home-office, involve 
them in corporate decisions, offer advice how to handle unfamiliar situations and provide a 
link to corporate networks. Mentors are especially valuable if they have expatriate 
experiences and they are regarded as a key component to expatriate success as they keep the 
assignee motivated (ibid). 
 
Moreover, McCaughey and Bruning (2005) state that with the growing trend of dual career 
couples it has become increasingly important to pay particular attention to the partner’s 
career, since it has been shown to be a major factor for how the assignment will be carried 
out. It is estimated that 20 – 25 percent of expatriate spouses fail to find a job that lives up to 
their standards. As a result spouses who put their career on hold by agreeing to relocate will 
have difficulty in adjusting to the foreign environment. Although, this fact has been a factor of 
expatriate failure for several years’ organizations have yet to acknowledge its importance. For 
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that reason organizations should strive towards, facilitating the partner’s employment 
possibilities, assisting him/her to adjust in the new work environment and providing a link to 
the home-office through the assignment of mentors (ibid). 

2.2 Expatriate Compensation in the During-Assignment Phase 
The issue of compensating expatriates is of high complexity both for the companies and for 
the assignees. It could be seen as the most complicated element in expatriate policies. For that 
reason, expatriates are often dissatisfied with their compensation. The most complicated 
factors regarding compensation are taxation, availability of information about local cost 
level/standard of living, currency rate risks, social security, pension issues and spouse-related 
issues (Suutari & Tornikoski, 2001).  

2.2.1 Rewarding by Compensating 
Holt and Wiggington (2002) state that accepting a foreign assignment is often regarded as a 
very lucrative opportunity, since it is often entailed to extensive compensations and benefits 
that exceeds the terms of domestic employment. Although their gross income becomes 
substantially higher in the foreign country it is not always granted that their net income will 
differ as much. Compensation is identified as a centrepiece of expatriate contracts, which are 
commonly referred to as expat packages. These packages often varies in companies but they 
commonly include, base salaries, bonuses, medical coverage, contributions to retirement 
plans, provisions for dependant education, passage allowances for expatriates and family 
members, baggage allowances, home leave and vacation benefits, and hardship differentials 
(ibid).   
 
According to Holt and Wiggington (2002) the challenge for expatriate assigners is to reward 
and encourage the expatriate and at the same time maintain the expenses concerning the 
foreign assignment at a minimum. For that reason firms are unable to utilize the same 
compensation approach as they do in the parent country. Firms should reward the expatriate 
by paying close attention to the required performances in order to succeed in the assignment 
and to maintain his/her living standard. As a result, companies should spend more on benefits 
and rewards on those situated in more challenging countries, as well in those countries where 
the cost of living is considerably high. Organizations often pay their expatriates according to 
indexed costs of living. As an example if the salary base in the US is set to 100 and the 
indexed cost of living in Germany is 145, then the base salary for expatriates assigned to 
Germany should be 45 % higher than for parent country employees in order to provide 
comparable buying power (ibid). 
 
Salaries can also be determined by the host country’s taxation system. An expatriate assigned 
to a country with significantly higher taxes would probably be compensated for the expenses 
in relation to the taxes. Some countries even add taxes on company-provided benefits, thus 
diminishing the attractiveness of a compensation package. However this obstacle is 
commonly solved by an increase of gross salary (Holt & Wiggington, 2002).  
 
Organizations should also be aware of the fact that exchange rates are often very volatile and 
highly affects the expatriate’s income. As a result foreign employees can risk loosing up to 
half of their purchasing power over a night, without the protection from their home companies 
(Holt & Wiggington, 2002). 
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Holt and Wiggington (2002) point out that hardship payment is an additional factor for 
companies to consider. It comes in forms of security alarms and security personnel in 
countries considered as high risk. In developing countries expatriates has to live under 
somewhat unstable conditions as they can experience disruption is supplies and food 
shortages due to border wars. However, hardship payments can also occur in very 
sophisticated countries, as an example, Americans living in Japan have to live in very small 
apartments, cope without English television, busy public transportation and pay high prices on 
western style meals (ibid). 
 
All of these factors contribute to culture shock and they persistently change during the 
assignment. For that reason companies design their compensation packages in order to 
facilitate the living conditions that an expatriate sometimes must live under. Each 
compensation package must comply with the host country regulations, hence the complex task 
of managing compensation packages for MNCs who operate in hundreds of countries (Holt & 
Wiggington, 2002).    

2.2.2 Elements of Expatriate Compensation  
According to Suutari and Tornikoski (2001) there are three different compensation 
approaches for companies to choose when deciding on their compensation strategy. 
 
The first strategy presented by Suutari and Tornikoski (2001) is the home-country strategy, it 
is constructed so that the expatriates’ salary is based on the salary of the home-country, 
meaning that the expatriates’ wages should be equal to those in the home-country. This 
strategy is the most common among multinational companies. By utilizing this strategy 
companies allow their expatriates to live as they are used to in their home-country. Typical 
payments for this strategy could be overseas premium, the cost-of-living allowance, housing 
allowance, education allowance, hardship allowance and car allowance. The compensation 
package can also include performance-based bonuses and seniority bonuses. Furthermore, 
there is often a protection against exchange risk and taxation differences (ibid). 
 
Suutari and Tornikoski (2001) continue to explain that the popularity of the home-country 
strategy is that it provides a clear and explainable difference between the salaries of 
expatriates who hold equal positions in different countries. However, this is also the drawback 
with the strategy, as the allowances and different salaries widen the gap between the 
expatriates’ wages and local managers as well as between expatriates from different 
nationalities (ibid).   
 
Suutari and Tornikoski’s (2001) second approach is the host-country strategy. The difference 
between this strategy and the previous is that the host-country strategy links the salary of the 
expatriate to the host-country instead of the home-country. The compensation policies are 
according to the country where the employee is assigned. However, expatriates still receive 
the additional allowances, such as cost-of-living, housing, travelling and other premiums, 
according to the home-country strategy. The intentions of the host-country pay system are to 
reduce the salary gap between expatriate and local managers and also to lower the expensive 
costs of expatriation, thus making the expatriates to live by the conditions of the local 
economy. This strategy has become increasingly popular among companies who send away 
expatriates (ibid). 
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Suutari and Tornikoski (2001) explain the final approach as the hybrid systems. This strategy 
is blending elements from both the home- and host-country approaches. These systems are 
highly complex and hard to administrate. They are used with the purpose of creating a 
workforce where all international expatriates are paid as they were from the same nationality. 
Nevertheless, this type of approach does not involve local markets and therefore these 
systems are considered unfair for local staff (ibid). 
 
Elements to consider 
According to Suutari and Tornikoski (2001) there are different aspects for companies to take 
into consideration before they structure the compensation system for their expatriates. Firstly, 
the compensation system should be constructed so it attract and retrain expatriates in areas 
where they are needed. Secondly, it should also smooth the progress of transferring 
international employees in the most cost effective way as possible. Thirdly, the compensation 
system has to provide the expatriate with a stable life-style and economy, in order for him/her 
to feel comfortable. The challenge with this aspect is that the different family situation among 
expatriates could make the compensation system unfair. Furthermore, tax regulations, 
inflation rates and exchange currency rates have to be considered in order to maintain a 
satisfied compensation level for the expatriate. All these issues are contributing to the 
difficulties regarding compensation systems and if the companies do not solve these problems 
correctly it could result in unsatisfied employees (ibid). 
 
Suutari and Tornikoski’s (2001) fourth aspect explain that the system should provide the 
expatriate with compensations in order to facilitate his/her adjustment to the internal and 
external environments of the new workplace. It should be consistent and equal for all 
international employees. The diversity of compensation system for different types of 
expatriates and between expatriates and local staff has been pointed out as a major challenge 
for organizations. Furthermore, the system should be connected to companies’ overall 
business strategy and the business needs of the company. Thus, the given compensation has to 
work as a motivator for the manager to act in the interest of the company. Finally, the 
compensation system should facilitate the re-entry to the home-country for the expatriate, 
after completed assignment. Moreover, it must simplify the administration and 
communication and provide adequate data to HR managers with the aim of reducing conflicts 
between the organization and the expatriate (ibid).      

2.3 Performance Evaluation in the During-Assignment Phase 
Suutari and Tahvanainen (2002) state that expatriates play such an important role for a 
company’s international and global operations that their performances should be evaluated 
and supervised as effectively as possible. According to Black et al. (1999) there are three 
main reasons why companies appraise their expatriates. Firstly, to provide feedback to 
managers so they know how they are doing. Secondly, in order to establish norms for pay and 
promotion decisions. Finally, warnings from home-office to the expatriate are facilitated when 
they are unsatisfied with his/her performances (ibid). 

2.3.1 The Performance Evaluators 
Black et al. (1999) claim that in order for an appraisal system to be successful expatriates 
have to be aware of what it takes to be successful and what is measured in order to evaluate 
his/her effort. Headquarter must be aware of the fact that they can not expect as much from an 
expatriate as from a manager in the home-country. This is due to the fact that difficulties may 
occur when working in a foreign country. For instance, inefficient report systems from 
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headquarters transferred to the subsidiary, delays in decisions from headquarter, or 
unsatisfactory acknowledgement of how to change standardized rules or norms in order to be 
more profitable or successful. The objective with the evaluation process is to locate those 
performances within the subsidiary that are exceptional in order to reward them. If this is not 
done, the word starts to spread, and managers begin to manipulate statistics and results with 
the purpose of making themselves look good to the headquarter, rather than focusing on their 
assignment. There are several aspects that determine if a manager will succeed in a foreign 
environment, some of them could be: 
 

• Relationship with individuals in the local government  
• Relationships with union leaders 
• Public image of the firm in the local environment 
• Local market share 
• Employees’ morale and job satisfaction 
• Interpersonal negotiation skills 
• Cross-culture skills 

 
Many of these important issues are not easy for the company to evaluate or measure and 
managers who have discovered that tend to ignore these issues because they know that there is 
nothing to gain by concentrating on them (ibid). 
 
According to Black et al. (1999) there are a two major difficulties regarding the evaluating 
and the appraising of managers in a foreign subsidiary. Firstly, the evaluator may lack 
international experience and for that reason will be unable to understand the global manager’s 
work environment. Secondly, global managers often complain that they feel isolated from 
headquarters, domestic operations and home-office superiors. This could create problems, if 
the evaluator is from the home-country office (ibid). 
 
Black et al. (1999) argue that it is difficult to distinguish the key issues for an expatriate 
success, only a thorough analysis can reveal these factors. It is assumable to believe that 
companies are striving to gain profits or return on investments. However, there are external 
factors that complicate the process of measuring the profitability. These factors could be, 
wildly fluctuating exchange rate, transferring of pricing and differences in accounting 
procedures. These issues affect the financial report process, thus making it more difficult to 
measure the profitability. Moreover, it would be irrational for a company to simply focus on 
measuring profits as a single criterion when evaluating the expatriate. For instance, companies 
with a subsidiary in China are more likely assigned for a long-term prospect and not so much 
for short-term profitability. Companies should rather focus on two other more important 
issues; how the expatriate has managed to develop close personal relationships with key 
government officials and training investments of Chinese workers for an extended time in 
order to become successful when the totalitarian ruling has moved to a fully democratically 
system. In conclusion, companies should evaluate different factors in different countries, 
nevertheless, the main task for them is to figure out which these factors are (ibid).  
 
Black et al. (1999) declare that the most suitable way to obtain awareness in the area of 
evaluation is that organizations put a great deal of time and effort in obtaining the necessary 
awareness. Executives or evaluators have to travel to the foreign subsidiary and observe, ask 
questions and ask the current expatriate for insight in his/her job or assignment. Home-
country organizations must seek help from experts, such as professors, consulting firms, 
government agencies or other persons who have gained knowledge about the country in 
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question. This information together should be collected and analyzed in order to obtain a 
reasonable picture on what an evaluation of an expatriate should include. Furthermore, 
organizations should also take advantage of the knowledge isolated in previous expatriates 
when developing their appraisal system (ibid). 
 
According to the study made by Black et al. (1999) there are no common norms how 
companies determine who should evaluate their expatriates. The study also reveals that 
companies on average utilize three evaluators for each assignee. However, in more recent 
studies made by the authors, they indicate that it seems like a majority of evaluators are from 
inside the country of assignment, which is a positive trend. It the most suitable to have more 
than one evaluator since two persons with same nationality are likely to have the same kind of 
prerequisites concerning other cultures, business climate, negotiation norms etc. However, the 
actual case might be that both individuals are not suitable as evaluators. The most effective 
way to evaluate an expatriate is to assemble a team with different people who have different 
connections to the organization. This kind of approach is commonly used by companies that 
are in the leading-edge of human resource, they are able to reflect more comprehensively 
when accessing feedback from global managerial performances (ibid).  
 
Figure 2.2 illustrates how Black et al. (1999) would construct an evaluation team in order to 
gain advantages in the appraisal system.  
 

 
 
Figure 2.2: Global Manager Evaluation Wheel 
Source: Black et al. (1999), p. 169 
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     Global Manager (him/herself): The expatriates should be able to express their own 
thoughts on how things have developed since the last evaluation. Personal points of view are 
of high importance in the appraisal system and because the expatriates know that their input is 
only one part of the evaluation they will not embroider their performance (Black et al., 1999). 
 
     Clients: One of the expatriates’ most important tasks is probably representing the firm to 
external institutions on various occasions. For instance, by enhancing the company’s public 
image, creating business opportunities, fostering alliances and in general to gain support in the 
larger community. The best way to measure these sorts of performances is by talking to the 
firm’s clients. Of course they will not be able to provide insight information about managerial 
skills, but they can provide useful feedback about the expatriates’ negotiation skills, 
interpersonal skills, sales skills and alliance-building skills (Black et al., 1999). 
 
     On-Site Superiors: On-site superiors are in the most suitable position for evaluating 
expatriates. Their position allows them to evaluate the relationship between the assignees’ job 
performance and the company’s objectives and to observe the expatriates’ performances on 
important tasks, projects and organizational concerns (Black et al., 1999). 
 
     Peer Managers: If there are peer managers present to the expatriates they would be able to 
evaluate how well the assignees manage to work together with others in order to reach the 
objectives of the organization. They are also able to be of assistance in evaluating the 
expatriates’ ability to work in a cross-cultural environment (Black et al., 1999). 
 
     Subordinates: Feedback from host-country subordinates will give some insight into cross-
cultural managerial skills, communication skills, leadership skills and the degree to which 
global managers can work effectively among individuals who are different from them (Black 
et al., 1999). 
 
According to Black et al. (1999) many studies have been made on when appraisal should be 
carried out and the most frequent explanation is that evaluation should be done more than just 
once or twice a year. This is due to the fact that evaluators do not remember what the 
expatriates did over the previous six to twelve months. The dilemma is that evaluating 
managers is rather time consuming which could cause the expatriate to focus more on the 
evaluation than the assignment. Regarding the evaluation team, the team leader should 
prepare a report on the expatriate every six months. However, this does not mean that all the 
input should be gathered only twice a year (ibid).  
 
According to Black et al. (1999) the following time frame should be used by the different 
performance sources: 
 
     Clients: Companies are obviously very concerned with collaborating with their clients, 
therefore they should not bother them more than once a year in order to gather information 
about their expatriates’ performances. Feedback from this source could be collected both 
formally (interview or written material) or informally (over dinner) (Black et al., 1999). 
 
     On-Site Superiors: From on-site superiors appraisal should not be accessed in a specific 
time period, instead the evaluation should take place after a significant task or project is 
completed by the expatriate. This method enables superiors to focus the evaluation within a 
specific task context, rather than in a general context (Black et al., 1999).  
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     Peer Managers: The interaction between the expatriates and the peer managers is often 
sporadic, therefore a six month period is vital in order for the peer managers to collect 
significant data about the performances of the expatriates (Black et al., 1999). 
 
     Subordinates: Subordinates should be asked to perform an evaluation at the same time as 
the on-site superior, meaning that after major projects are completed by the expatriates (Black 
et al., 1999). 

2.3.2 Performance Appraisal System  
According to Suutari and Tahvanainen (2002) issues of performance management becomes 
more complicated to firms who utilize expatriates, due to the fact that supervisors may be 
located in different countries than their expatriates. As a result, there are three factors to be 
considered: The expatriate should know who sets the goals for him/her, the appropriate 
performance objectives for his/her assignment and that qualified evaluators should be 
assigned. In order to ease the evaluating process of an expatriate the companies should put up 
goals, by doing this they have the opportunity to compare the expatriates performances 
against their objectives (ibid).  
 
Objectives 
Suutari and Tahvanainen (2002) state that performance expectations can be communicated 
through a variety of channels. One way of sending the message is through job description, 
moreover, daily management is another important channel. However, the employees could 
also be apart of the performance expectations process as they develop their own objectives, or 
they could be decided as part of the performance management process (ibid). 
 
     Types of goals: Suutari and Tahvanainen (2002) stress that one of the most common goals 
setting system is SMART. This system signifies to the companies that goals should be 
specific, measurable, agreed, realistic and time-related. Studies indicate that employee 
performances could be improved if companies use specific goals (also known as “hard goals”) 
since they are easy to measure. Examples of those goals are profits, market share, return on 
investment, units produced and turnover. However, hard goals could have some drawbacks as 
they only function when the employees produces an output. Because of that it is hard to adapt 
this type of goal setting when evaluating managerial skills. Rather than utilizing hard goals as 
a measurement when evaluating managers, companies should put focus on evaluating the soft 
goals such as initiative, co-operation, loyalty and attitude, specific abilities and skills and the 
degree of effort. These goals are more important for a manager to obtain, and if he/she fails in 
these areas there is a possibility that they fail in attaining the hard goals (ibid). 
 
     Goal setting: Suutari and Tahvanainen (2002) state that because expatriates perform their 
tasks outside the home-country, the goal setting process becomes far more complex. The 
expatriate is often attached to several organizations simultaneously, to the home-unit, the 
host-unit or even a third country unit. As a result, several supervisors could be involved in the 
process of developing goals for the expatriate. However, according to a survey carried out 
among Finnish companies it was found that 80 percent of ninety-nine companies have the 
expatriate supervisor as the goal setter (ibid).  
 
     Frequency of goal setting: There are two frequencies regarding goal setting. Firstly, 
companies set goals in connection by a standard review cycle, for instance, once a year. 
Secondly, companies could set goals at a more natural frequency, such as before the project. 
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However, research has shown that the first alternative is most common among the expatriate 
goal setting (Suutari & Tahvanainen, 2002). 
 
Performance evaluation 
 
According to Suutari and Tahvanainen (2002) performance management does not only 
depend on how the companies develop their goals. In order to be effective in this area 
organizations have to evaluate the employee to see if he/she has reached the developed goals 
and in order to provide feedback (ibid).  
 
     Performance evaluators: Suutari and Tahvanainen (2002) argue that research on 
performance management in a domestic environment indicates that the most common way to 
be evaluated is by the immediate manager. However, there are alternatives as employees can 
evaluate themselves, which is referred to as self-evaluation. Moreover, the employees’ peers 
are also potential evaluators. The advantages of peer evaluation is that peers often work 
closely to the employee which able him/her to observe the behavior of the individual. This is 
particularly useful when teamwork and participants are key factors of the employees’ 
performances. Furthermore, people from the outside such as internal or external customers 
can act as evaluators. However, in that case they need to observe the employee on the job in 
order to make an appropriate evaluation. Finally, a so-called “360-degree” evaluation could 
be used, which is a growing evaluation approach used by companies in order to gain 
knowledge from more than one evaluator. This system is based on collecting information 
from several different evaluators with the purpose of obtaining an extensive knowledgebase 
and to provide companies with information from a broader perspective (ibid). 
 
In addition Suutari and Tahvanainen (2002) declare that regardless how companies decide to 
precede with the evaluation the person conducting it must be qualified. There are five key 
criteria to be qualified as an evaluator, including the following: Firstly, he/she must be aware 
of the goals of the employee. Secondly, he/she must have a large portion of work contact with 
the evaluated employee. Thirdly, he/she has to be capable of determining whether the 
observed performance is satisfactory. Fourth, he/she has to be a person whose opinions are 
valued by the organization. Finally, he/she has to be trained thoroughly in observing and 
communicating, in order to report what he/she sees (ibid).  
 
     Frequency of formal evaluation: Suutari and Tahvanainen (2002) reveal that frequent 
evaluation is generally accepted. It is vital for an employee to obtain frequent feedback in 
order to improve his/her performance. Furthermore, empirical evidence states that employees 
prefer when evaluation is carried out more frequently (ibid). 
 
Contextual factors in expatriate performance management 
Suutari and Tahvanainen (2002) claim that performance management tends to vary depending 
on the context where it is carried out. Therefore, in order to know how companies evaluate 
their expatriates’ performances and how efficient these evaluations are, it is of high 
importance to understand the factors that influences the evaluation process (ibid). 
 
     Company and host unit size: Suutari and Tahvanainen (2002) state that there is a link 
between the size of a company and its formal management process. Thus, the size has an 
indirect significance to the existing performance evaluation of an organization. Another 
related aspect is the size of the host unit where the expatriate is assigned. If the unit is less 

21 



LITERATURE REVIEW 

significant the chances are that the evaluation is carried out less frequently. Major units 
however tend to have a more regular and formal performance management process (ibid). 
 
     A company’s level of internationalization: Suutari and Tahvanainen (2002) study reveal 
that highly international firms tend to have supervisors who are not based in the home-
country. Furthermore, it is more common for expatriates working in international firms to 
have their defined performance goals documented. Moreover, it is more common that 
supervisors from the home-country are participating in the expatriates’ goal setting and in 
his/her performance evaluation (ibid). 
 
     Position of an expatriate in the organizational hierarchy and task type: According to 
Suutari and Tahvanainen (2002), there is a connection between the nature of job and the 
employees’ performance management. Written and formally conducted performance 
evaluations are common when the expatriates’ position is of a managerial nature, however the 
home country supervisor are less involved in the goal setting. Furthermore, hard goals are 
most common when the expatriate has a higher position and is found to be the least common 
for experts and clerical positions. Moreover, the type of task often affects the performance 
management, expatriates with a technical task does not have as many official goals as 
expatriates with other tasks. In addition, managers with marketing tasks have more often 
written goals than others (ibid). 
 
     The host unit location: Regarding performance management, culture is of high importance 
since where the expatriate carry out his/her duties decides how the performance should be 
evaluated and it becomes an even more complicated task performance is managed by local 
supervisors. Local supervisors tend to evaluate the expatriates according to what they believe 
is suitable and not always as requested by the parent-organization. A company who has a 
global approach to their performance management system is likely to experience less 
differences, but they still exist (Suutari & Tahvanainen, 2002). 
 
     Organizational structure: Suutari and Tahvanainen (2002) argue that performance 
management often occurs in liner organizations where the employee has one definite 
manager. The expatriate often have two managers, one from the home-country and one in the 
host-country, which may cause problems if both managers expect different performances 
from the expatriate and praise his/her behavior in differently (ibid).  

2.3.3 Performance Management in an International Context  
Lindholm (2000) states that performance management is a type of human resource 
management strategy that composes MNCs to evaluate and improve individuals, subsidiary 
units and corporate performance. According to the author most studies made in the area of 
performance management is carried out based on a domestic environment and not in an 
international aspect (ibid). 
 
Lindholm (2000) declares that employees are not only motivated by extrinsic needs but also 
by positive job-related factors such as skill variety, task identity, task significance, autonomy 
and feedback. If these factors are obtained by the employee he/she will consider the job as 
important, valuable and worthwhile. Performance management is a vital asset in order for 
companies to influence both the extrinsic and intrinsic motivations of their employees. 
Performance management also put emphasis on employees’ efforts when it comes to complex 
tasks. This is done by providing the employee with the right feedback, which plays an 
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important role of minimizing the risk of trial and error but it could also reduce the rate of job 
errors. When investigating the impact of performance management in multinational 
companies’ subsidiaries the author points out organizational goals and job objectives, 
performance evaluation and feedback and development discussion as three important 
elements within the area (ibid). 
 
     Organizational goals and job objectives: According to Lindholm (2000) performance 
management aid companies to communicate the organizational goal to the employee by 
developing the job objectives to each individual in the company. Some argue that it does not 
matter if the goals are developed with or without the participation of employees, since either 
way enhances goal commitment. On the other hand, some argue that the dedication of 
reaching the goals is higher when the employee is able to contribute and participate in the 
environment. Hence, a better understanding how to attain the objective would be gained 
(ibid).  
 
     Performance evaluation and feedback: Lindholm (2000) describes that two of the major 
aspect of performance management is formal performance evaluation and informal feedback. 
He further states that several studies argue that effective performance management is reliable 
on the employees’ perception that they are receiving a fair performance evaluation. However, 
the employees have to understand the process by which their performances are evaluated. 
Another important aspect for job satisfaction is informal feedback. Those who receive 
informal feedback claims to be more satisfied with their job. This has led to the conclusion 
that when informal feedback is utilized the acceptance of performance management is higher 
and the relationship between managers and their workers are enhanced. Moreover, if 
performance feedback is given after a bad or a good performance, job satisfaction is higher 
(ibid).  
 
     Development discussion: Lindholm (2000) claims that in order for an employee to develop 
and to enhance future performances, training needs to be carried out. Moreover, discussion 
with the employee about his/her development is necessary to an organization. This should be 
done with the purpose of obtaining a clear picture of what the employee is capable to do and 
how his/her objectives should be settled (ibid). 

2.4 Conceptual Framework 
For collecting data on, as well as for analyzing the issues concerning adjustment, appraisal 
and compensation within the area of expatriation, a conceptual framework has been developed 
in order to provide guidance. All of the selected theories have been chosen primarily on their 
strengths as guidelines for collecting data. The conceptualizing framework is presented in 
ascending order in connection to the research questions.  
 
According to Maxwell (2005) the main function of a conceptual framework is to present the 
reader with a conception or model of what is out there, which you plan to study. Justification 
of the selected research area can also be achieved with a conceptual framework. A key factor 
to take into consideration when constructing the conceptual framework is that the proposed 
research needs to correlate well with what is already known, meaning that the existing 
theories need to contribute to the topic (ibid). 
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2.4.1 Conceptualization – Facilitating Expatriates’ Adjustment (RQ 1) 
In order to understand how the strategies carried out by organizations facilitate the adjustment 
process for expatriates, reliance upon one of the theories previously presented in the literature 
review will be made. The theories by Andreason (2003) have been chosen for further analysis 
on the basis that they correspond well with our research purpose. Two other factors that 
constituted as a decisive factor for selecting Andreason (2003) are that his study is fairly 
recent and has a clear focus on the dimensions of adjustment which correlate excellent with 
our forthcoming data collection. The results from Andreason’s (2003) study will work as our 
guideline for describing organizations approaches of facilitating expatriate adjustment. 
 
Table 2.2: Facilitating Adjustment 

 
Source: Authors’ own Construction (2006) 
 
Andreason (2003) explains that in order for companies to facilitate adjustment among their 
expatriates there are several different factors to take into consideration. Job factors have its 
greatest impact on the dimension of work adjustment and are in context of the duties and 
specific tasks performed by the expatriate. There are a number of job factors that are vital for 
achieving work adjustment: Role conflict, role novelty, role clarity, and role direction. In 
addition to the job factors there are three organizational factors that are decisive for the 
expatriates’ ability to adjust to the new environment. These are: Organizational culture 
novelty, social support from co-workers and superiors; and logistical support. The positional 
factors review the expatriate’s unique background and his/her qualities in order to explain 
how each individual have different prerequisites of adjusting to new environments. There are 
three different aspects of positional factors: Hierarchal level, functional area and assignment 
vector. Expatriates do not only have to adjust to the new working environment they also have 
to adapt to the new cultural environment and learn how to interact with other people. The 
author refers this as nonworking factors and for that reason culture novelty has been found to 
inhibit non-work adjustment. The final issue is the individual factors and in addition to 
technical and managerial skills there are specific traits and characteristics of individuals that 
are predictors for adjustment (ibid). 
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2.4.2 Conceptualization – Expatriate Compensation (RQ 2) 
In order to understand how organizations carry out their compensation strategies, reliance 
upon one of the theories previously presented in the literature will be made. The theory by 
Suutari and Tornikoski (2001) has been chosen for further analysis on the bases that it 
corresponds well with our research purpose. The benefits of using this theory is because of its 
distinct focus on expatriation in the during assignment phase. Moreover, the theory by Holt 
and Wiggington (2002) was chosen due to its explanatory approach to external factors 
affecting the compensation package. 
  
Table 2.3: Conceptualization of Compensation 

 
Source: Authors’ own Construction (2006) 
 
According to Suutari and Tornikoski (2001) there are three major strategies for companies to 
use when compensating their expatriates. The home-country strategy is constructed so that the 
expatriates’ wages should be equal to those in the home-country. The popularity of the home-
country strategy is that it provides a clear and explainable difference between the salaries of 
expatriates who hold equal positions in different countries. However, this is also the drawback 
with the strategy, as the allowances and different salaries widen the gap between the 
expatriates’ wages and local managers as well as between expatriates from different 
nationalities. The host-country strategy links the salary of the expatriate to the host-country 
instead of the home-country. The intentions of the host-country pay system are to reduce the 
salary gap between expatriate and local managers and also to lower the expensive costs of 
expatriation, thus making the expatriates to live by the conditions of the local economy. The 
final approach is the hybrid systems. This strategy blends elements from both the home- and 
host-country approaches and is highly complex and hard to administrate. Furthermore, the 
authors declare that there are different aspects for companies to take into consideration before 
they structure the compensation system for their expatriates. 
 
Holt and Wiggington (2002) state that the host country’s taxation system can influence the 
compensations given to the expatriate. An expatriate assigned to a country with significantly 
higher taxes would probably be compensated for the expenses in relation to the taxes. 
Organizations should also be aware of the fact that exchange rates are often very volatile and 
highly affects the expatriate’s income. As a result foreign employees can risk loosing up to 
half of their purchasing power over a night, without the protection from their home company 
(ibid). 

2.4.3 Conceptualization – Performance Evaluation (RQ 3) 
The theoretical literature that will be included and used in this thesis for comparing and 
analyzing the empirical data collection on performance management is Suutari and 

25 



LITERATURE REVIEW 

Tahvanainen (2002) theory on performance management for expatriates. The benefits of using 
this theory is that it likewise this thesis has its focus on expatriates in their during assignment 
phase. Moreover, it put emphasis on a broad variety of aspects regarding the issues of 
performance management. In addition, reliance on Black et al. (1999) will be made, regarding 
their theory on how a formal evaluation should be conducted. It is chosen due to its strength 
to give an indebt explanation on the factors to consider when performing an evaluation.      
 
Table 2.4: Conceptualization of Evaluation 

 
Source: Authors’ own Construction (2006) 
 
According to Suutari and Tahvanainen (2002) appraisal systems contain three different 
phases: Objectives, performance evaluation and contextual factors regarding performance 
management. There are two different types of objectives; hard goals and soft goals. Soft goals 
are more adaptable to managerial skills and therefore companies should focus on them when 
setting goals for their expatriates. A successful appraisal system does not only depend on how 
the companies develop their goals. In order to be effective in this area organizations have to 
evaluate the employee to see if he/she has reached the developed goals and in order to provide 
feedback (ibid). Moreover, Black et al. (1999) claim that in order for companies to develop a 
reasonable picture of what should be evaluated they have to put considerable efforts and time 
to gain that knowledge. Furthermore, Suutari and Tahvanainen (2002) argue that appraisal 
systems tend to vary depending on the context where it is carried out. Therefore, in order to 
know how companies evaluate their expatriates’ performances and how efficient these 
evaluations are, it is of high importance to understand the factors of that influences the 
evaluation process. These factors are: company and host unit size, a company’s level of 
internationalization, position of an expatriate in the organizational hierarchy and task type, the 
host unit location and organizational structure (ibid). 
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A pictorial of the emerged conceptual framework is presented in Figure 2.3. 
 

 
Figure 2.3: Frame of Reference 
Source: Authors’ own Construction (2006) 
 
The presented theories have been chosen on the basis that they have a clear and distinct focus 
on how organizations facilitate adjustment. With the assistance of our research questions and 
the selected theories we will be able to present a discussion and thereby gain an increased 
understanding in the field of expatriation. 
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3 METHODOLOGY 
 

n this chapter the methodology for collecting data will be presented, along with 
justifications of the choices made. This is done so that we can obtain the necessary 

empirical data based on the conceptual framework presented above. 
 I

3.1 Research Purpose 
A research purpose is presented in order to clarify what should be achieved and how the result 
can be used. Eriksson and Wiedersheim-Paul (2001) claims that the intention or purpose with 
a research can be classified in many different ways, we have chosen to focus on three 
categories among others presented by the authors: 
 
     Describe – To describe means that you depict, register and document, but it could also 
mean that you identify and survey. By describing something you also chose perspective, 
aspects, level, terms and notion, observe, register, systematizes, classifies, interpret etc. If any 
reward is to come from describing one should specify what description should be used for, 
what it is that you want to found out and which knowledge you wish to achieve. It is therefore 
essential to have a purpose for the description in order to be meaningful (Eriksson & 
Wiedersheim-Paul, 2001). 
 
     Explain – According to Eriksson and Wiedersheim-Paul (2001) an explanatory approach 
involves the elements of analyzing causes and connections. The approach is based upon 
starting points of different kinds similar to the approach of describing. It is important to 
specify those and also to present how the explanation will be used and for whom it will be 
made (ibid). 
 
     Explore – A majority of the exploratory approaches can be seen as efforts to create a better 
base for decision (Eriksson & Wiedersheim-Paul, 2001). There are a number of factors to 
consider: 
 

• Familiarize with the research area 
• Provide an overview on how different problems have been managed previously 
• Map-out in which way various researchers have approached the same or similar issues 
• Collect new data for the new research (ibid) 

 
Eriksson and Wiedersheim-Paul (2001) claim that there is no reason to select only one 
research purpose, preferably and also most likely you will use all three purposes. To 
understand in a positivistic spirit may mean that you construct and are using high-quality 
models for descriptive and explanatory purposes, in other words models that create 
understanding. Understanding can be achieved by interpreting descriptions or explanations 
accordingly from a frame of references and put them into its context (ibid). The approach is 
primarily descriptive. In other words, it aims to register document and describe the strategies 
of some specific MNCs in connection with a specific phase of expatriation. To the extent that 
it sheds light on areas previously not investigated or there is no empirical data on, it may be 
regarded as potentially explorative. 
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3.2 Research Approach 
According to Denscombe (2000) research can be divided into two approaches where the 
qualitative approach is the one chosen for this thesis. Qualitative research is the assembled 
name for a number of different types of disciplines such as, sociology, social anthropology 
and social psychology. Denscombe (2000) brings up six characteristics that distinguish a 
qualitative approach from other approaches:       
 

• Qualitative research is based upon a transformation of the data that has been observed, 
reported or registered into written words. Meaning that the data transforms, recorded 
interviews becomes transcript, observations are registered in field notes, images are 
described in words. 

• Qualitative research is more suitable for descriptive purposes and it has a clear focus 
on details and thorough descriptions of occurrences and people. 

• Qualitative research is most often associated with research in a smaller scale, since it 
has relatively limited dimension and involves relatively few peoples or situations. This 
fact enables the qualitative research to be more profound and provide with more 
detailed descriptions. 

• Qualitative research has the ability to investigate how things are connected to each 
other, if there are some similarities or dissimilarities, if patterns can be found and how 
people or occurrences relate to each other.  

• The researcher’s role in a qualitative research becomes significantly more apparent in 
the construction of data, since there is a lack of standardized research mechanisms. 

• The basic idea of qualitative research is that the theories and the methods will appear 
during the course of the research and thereby they can not initially be established 
(Denscombe, 2000).  

 
The decision for choosing a qualitative research approach was based on the fact that one of 
the objectives for a qualitative research approach is to explore a limited area in a more 
profound way. Denscombe (2000) claims that the portrayal and theories that this research 
generate is in touch with reality, meaning that the collected data and analysis has its roots in 
the existing conditions of society. In consideration of the purpose and research questions set 
for this study aiming for in-depth descriptions of occurrences on a limited scale, we found the 
qualitative approach namely multiple case studies to be much appropriate. 

3.3 Research Strategy 
This thesis utilizes a case study as research strategy and this is done in order to assist us in 
achieving an increased understanding of the expatriation phenomenon. The criteria for 
choosing the right research strategy is; the type of research question, the extent of control over 
actual behavioral events and  the degree of focus on contemporary events. For this thesis there 
are several reasons for choosing a case study. 
 
Case study is regarded the most suitable when answering research questions in form of how 
and why and when there is no control over behavioral events with a clear focus on 
contemporary events (Yin, 1994). Denscombe (2000) points out other characteristics that 
motivates why a case study is regarded more appropriate for this study. He explains that a 
case study should be used when there is an emphasis on one unit for investigation, and when 
details are an important aspect. In addition has a focus on relationship and processes in its 
natural environment. Finally, it enables the researcher to use several sources and different 
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methods which can be used to investigate relations and processes that is found interesting 
(ibid). 

3.4 Data Collection 
The case study utilizes two of the six approaches for collecting data presented by Yin (1994): 
Documentation and interviews. In order to confirm and supplement evidence from other 
sources documentation becomes a valuable tool. Documentation is often relevant due to its 
overall value and plays an important role in almost every case study.  The strength of using 
interviews in the research is the direct focus on the case study topic and that it provides with 
perceived casual conclusions (ibid). According to Denscombe (2000) there are three different 
kinds of research interviews: Structured, semi-structured and unstructured interviews. A semi-
structured interview was chosen for its ability to encourage the interviewee to speak their 
mind and express their opinions. The technique invites to profound investigations and 
especially those that investigates personal experiences and emotions. When interviewing in a 
semi-structured fashion the interviewer has prepared a complete list of topics that is to be 
discussed and questions to be answered. The key-word in this technique is flexibility, since it 
allows for the respondent to expand and clarify on their answers as well as the ability for the 
interviewer to change the order of topics and lead the interview into a direction that emerged 
after an unexpected turn by the respondent (ibid). Documentation and semi-structured 
interviews formed the basis of data collection for our study. 

3.5 Sample Selection 
This section provides the reader with the factors that were considered decisive for selecting 
companies, respondents and documentation used in this thesis.  

3.5.1 Company Selection 
According to Saunders, Lewis and Thornhill (2000) sampling can be carried out by a non-
probability approach. This method was utilized in this thesis since it allows us to select the 
cases that seem to be best suited to answer the research questions. Due to the fact that 
expatriation is commonly not occurring among small and medium sized companies in Sweden 
the focus of this study is on MNCs. Moreover, the companies should possess a suitable 
knowledge and a long experience in the area of expatriation thereby our possibilities for 
selecting a company was broadened. Furthermore, we assured that the selected companies had 
not been part of recent studies in the same research area. Finally, the companies conduct 
businesses in different industries we thereby are able to get a broader view of the studied area. 
For the reasons stated above Skanska and SCA are the two selected cases for this study.   

3.5.2 Respondent Selection 
Holme and Solvang (1991) claim that in order to increase validity the selected respondents 
should be those with the most suitable knowledge. In order to obtain the most out of our 
questions the respondents should have experience in the subject and be in such position where 
he/she has daily contact with IHR and expatriation. Initial contacts with Skanska have guided 
us to the most suitable person after explaining the purpose of the thesis. Nils Ousbäck HR 
Manager at Skanska International was chosen for the fact that he has over 10 years of 
experience in the subject and because of his influence on the company’s HR policies. Data 
from a previous interview with Liselotte Bergmark Vice President Leadership and 
Organizational Development at SCA will be used. Ms. Bergmark has been of great assistance 
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during previous courses but was to unable to participate in this study but she recommended us 
to a colleague of hers. Sven Gatenheim has the title Vice President of Compensations and he 
has a long experience from working with expatriation both from an IHRM perspective but 
also from own expatriation assignments.  

3.6 Data Analysis 
Yin (1994) expresses his feelings about the mistakes that many researchers do, when initiating 
their case study, by claiming that it is not uncommon that they do not have the faintest idea 
about how the evidence should be analyzed. It is therefore suggests that researchers should 
begin with a general analytical strategy; it will help the researcher to choose among different 
techniques and to complete the analytical phase of the research successfully. Two such 
strategies are described: Relying on theoretical propositions and developing a case 
description. Relying on theoretical propositions is the method of analysis that will be utilized 
for this thesis, since it is the most preferable analyzing strategy. The structure and the 
objectives of the case study were presumably based on such propositions. These propositions 
also reflect the research questions, the reviews of literature and create new insights. 
Developing a case description is not regarded relevant due to its descriptive way of collecting 
data (ibid).  
 
After choosing an appropriate analytical strategy for this thesis a process of the data can take 
its place, which according to Miles and Huberman (1994) is a type of analysis. The elements 
of data analysis are presented as: Data reduction, Data display and Conclusion drawing and 
verification.  
 
     Data reduction – It is something that occurs even before the data are actually collected by 
developing a conceptual framework, selecting cases, constructing research questions and 
deciding which data collection approaches to choose. The process continuous during the 
entire case study and it works as a tool for sharpening, shortening and structuring the 
collected data. The objective with data reduction is to draw a more understandable conclusion 
from the collected data (Miles & Huberman, 1994).     
 
     Data display – Miles and Huberman (1994) claims that since the fact that people are not 
capable of interpreting large amounts of information in a proper way, the task will then 
become for the researcher to display the reduced data in an organized and compressed way so 
that conclusions can be more easily drawn. Furthermore, a better display may increase 
validity in the qualitative analysis. The same goes for displays as it goes for data reduction, it 
should be regarded as a part of the analysis (ibid).   
 
     Conclusion drawing and verification – The last stage of the analytical approach is to 
making sense of the collected data; regularities, patterns, explanations, possible 
configurations, casual flows and prepositions needs to be identified and put into words (Miles 
& Huberman, 1994). 
 
Two within-case analyses will be carried out in this thesis through a comparison between the 
empirical data and existing theories. A cross-case analysis will also be conducted as the 
collected data from the two companies will be compared and finally summarized in a table in 
order to simplify the display of the data. Furthermore, the three stages suggested by Miles and 
Huberman (1994), data reduction, data display and conclusion drawing and verification will 
be used in our analysis.  
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3.7 Validity and Reliability  
According to Denscombe (2000) validity in general can be achieved if the collected data and 
methods are accurate and whether if it reflects the truth and reality and if it covers the decisive 
questions. Table 3.1 lists the four widely used tests and the recommended case study tactics as 
well as cross-reference to the phase of research when the tactic is to be used.  
 
Table 3.1:  Case Study Tactics for Four Design Tests 

Tests Case Study Tactic Phase of Research in 
Which Tactic Occurs 

Construct Validity 

- Use multiple sources 
- Establish chain of 

evidence 
- Have key informants 

review draft case study 
reports 

- Data collection 
- Data collection 

 
- Composition 

Internal Validity 
- Do pattern-matching 
- Do explanation-building 
- Do time-series analysis 

- Data analysis 
- Data analysis 
- Data analysis 

External Validity - Use replication logic in 
multiple-case studies 

- Research design 

Reliability 
- Use case study protocol 
- Develop case study data 

base 

- Data collection 
 

- Data collection 
Source:  Yin (1994), p. 33 
 
In order to obtain constructive validity Yin (1994) brings up three case study tactics; use 
multiple sources of evidence, establish chain of evidence and have key informants review 
draft case study reports.   
 

1. We will collect data through documentation interview and previous theory. 
Denscombe (2000) claims that by using triangulation the researcher can gain different 
types of data about the same topic. This can make the researcher see things from 
different perspectives and understand the issue in a much broader and more complete 
way than what could have been possible if only one method have been used for 
collecting data. To see things from a different perspective may increase the validity in 
the collected data (ibid).  

2. In order to establish a chain of evidence the session will be both audio recorded and 
notes will be taken. This is done to minimize the risks of losing out on important 
information that will occur during the data collection. 

3. Key informants will review the interview guide during its composition in order to 
control its feasibility. However, there is always a risk of losing out on important 
information in the stage of translating back and forth.  

 
According to Yin (1994) the establishment of internal validity is a concern only for casual or 
explanatory case studies. However, the approach of this study is to some extent exploratory 
but primarily descriptive, the use of internal validity will therefore not be relevant.  
 
Denscombe (2000) claims that external validity is the extent to which the result and 
conclusions correspond with existing knowledge within the area and to what extent they are 
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transferable to other comparable situations. In order for us to gain external validity Yin (1994) 
proposes to test the findings through replication of multiple case studies, where the theory has 
specified that the same results should occur. 
 
Reliability can be gained if the results of the studies are consequent and reliable, meaning that 
the same results should be achieved time after time and that possible variation in results 
completely depends on variations in the investigated object (Denscombe, 2000). According to 
Yin (1994) there are two tools for increasing the reliability of a study, use a case study 
protocol and develop a case study database. The case study database of this thesis will be 
developed by maintaining the recorded material and written notes as well as statistics and 
articles (ibid).  
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4 CASE STUDIES 
 

his chapter will present the empirical data in the form on two case studies based on 
interviews at Skanska and SCA. The session followed the order of our conceptual 

framework presented company by company in the following paragraphs. The first paragraphs 
of the two cases briefly present the reader with some background information about the 
respondents and the companies.   

 T

4.1 Case Study 1: Skanska    
 
Company Background 
 
Skanska was founded in 1887 as manufacturer of cement products. The organization rapidly 
expanded into a construction company and within 10 years its first international order was 
received. Currently Skanska offers a broad variety of construction-related services and project 
development. Its mission is to develop, build and maintain the physical environment for 
living, traveling and working. By 2005 Skanska’s annual turnover amounted to 124 667 
million SEK. Skanska has approximately 54 000 employees around the globe and mainly in 
its home market, Sweden and the Scandinavian countries, the US, UK, Poland, the Czech 
Republic and Argentina. Although Skanska’s operations in its home market are fairly 
decentralized, the operations outside of these markets are run from the parent company by the 
international division. 
 
The growth in Sweden has been followed by expansion internationally. In the mid-fifties the 
company made a significant move on the international market. Its technical competence and 
its ability to adjust in foreign environments was a key to the success. These skills were widely 
utilized when Skanska moved into markets of Africa and the Middle East in the late sixties 
and Poland and USSR in the seventies. As a result of its ability to adjust in foreign markets 
Skanska is often considered as a local company by the locals. The motive for expanding 
internationally has for a number of years been to guarantee a stable growth by spreading the 
risks. The international division strives toward a yearly turnover of 2 000 – 3000 million SEK 
by having approximately six projects on a yearly basis. A criterion for one single project is 
that it should have a turnover of at least 1 000 million SEK. 
 
Nils Ousbäck the interviewee for this thesis has long experience with the Skanska 
International division. Mr. Ousbäck started his career at Skanska in the early seventies where 
he gradually advanced to become a logistics manager at the international division. He held 
that position until the mid-nineties when he became HR manager for Skanska International. 
Furthermore, he possesses a large amount of knowledge in the area of expatriation as he has 
worked eleven years on foreign assignments.  
 
IHR Policies at Skanska 
 
The objective for Skanska’s IHR policy is to have as few expatriates as possible, however, 
parent company personnel is always assigned to managerial positions. They are there with the 
purpose of teaching the local talent how to perform as an employee of Skanska, this is done in 
order to keep the number of expatriates at a minimum. This strategy has not always been 
successful since it is at times difficult to find the right person for the right job. The 
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international operations by Skanska are run and coordinated by the project manager who is in 
charge of seven different units; production, contracts, technical, logistics, plant, finance and 
personnel. These positions are always filled by expatriates from Sweden. The core of 
Skanska’s IHR policies is to treat everyone equally regardless if you are working domestically 
or internationally, a strategy officially referred to as “our way of working”. Expatriate failure 
at Skanska occurs relatively seldom compared to the numbers presented in other studies. 
Skanska estimate that the failure rate among its expatriates is approximately seven percent. 
Mr. Ousbäck pointed out that out of those seven percent they either leave the assignment or 
perform at levels far beyond their standard. 

4.1.1 Facilitating Expatriate Adjustment 
Skanska puts a lot of emphasis on role clarity before an expatriate leaves for a foreign 
assignment. Precise and direct guidelines are provided about how a role of a manager differs 
in the foreign country. However, these guidelines are not always absorbed by the expatriate as 
they are full of expectations and already have their mind set on leaving for a pleasant time 
abroad. Mr. Ousbäck suggests that expectations should be lowered before leaving for foreign 
assignment, this could be done by exaggerating the difficulties of adjusting to a new culture. 
Furthermore, role clarity should be carried out on the location in order to be as effective as 
possible. The expatriates tend to be more coherent and receptive to understand the seriousness 
of the assignment. To undertake a particular role is at times of higher importance, for instance 
in countries where honesty is not valued as elsewhere, managers have to be more observant 
and suspicious. Another factor which is especially important for Swedish managers is to 
acknowledge power distance between employees and managers. A Swedish manager, who 
attempts to adapt his leadership style to the new environment by being one of them, would 
probably face difficulties in being taken seriously. Sometimes Swedish managers have to 
withdraw from his/her usual approach by increasing the level of power distance. These facts 
constitute an explanation to perceived role novelty and as a result create a potential role 
conflict for those who do not feel comfortable with this approach.  
 
Skanska has no current plan of how to carry out social support from co-workers to the 
expatriate. However, the strategy of mentors from the home-country to the expatriate has been 
widely utilized in the past, but it soon proved to be unsuccessful and thereby discontinued. 
The main reason for the failure was that a majority of the expatriates simply did not feel a 
need for support or they felt uncomfortable discussing sensitive issues. Another reason that 
was not as common but still existed was that some expatriates called their mentor in every 
situation which eventually obstructed their own development as a manager. However, social 
support is more frequently carried out by the expatriate’s immediate superior as he/she 
introduces the assignee to the project and the new environment during a two day briefing. 
Moreover, in a project carried out in Panama two full-time language teachers were hired. The 
fact that the course was mandatory for some expatriate positions became a point of conflict as 
they did not feel a need for learning a new language. Other logistical support factors are 
considered by Mr. Ousbäck as a form of compensation and are thereby more thoroughly 
discussed later in this study. 
 
The organizational culture and structure is always conveyed when Skanska initiates new 
projects in foreign countries. Local workers are hired and brought into the Skanska 
organization. However, in each project the company also co-operates closely with local firms, 
which allows Skanska to take part of local company’s policies and HR strategies. This close 
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relationship with local firms also provides Skanska with vital information on how people 
behave and act in the new culture. 
 
Mr. Ousbäck claims that Skanska’s mentality is typical for Swedish companies in the sense 
that the company strive towards treating all its expatriates as equals by being as fair as 
possible. All expatriates have the same living standard, live in similar houses, drive the same 
type of car etc. However, the project managers may at times have a larger house with more 
commodities since his/her house is often the location for representative’s meetings. 
 
Skanska puts a lot of emphasis on facilitating adjustment for the expatriate and his/her family 
both in and outside the workplace. Before the actual assignment the family receives thorough 
training in cultural awareness and they have the possibility of discussing their concerns with 
former expatriates. Former expatriates also explain what it is like to live close together in 
camp-like situations with the purpose of preparing the forthcoming expatriate for his/her new 
living standard. These meetings provide the family with opportunities to obtain inside-
information about difficulties and other factors influencing the process of moving abroad. 
Skanska has experienced it more difficult to please the spouse, this due to the fact that they 
more frequently have an own career to think about. For that reason, Skanska actively attempts 
to find proper jobs for its expatriates’ spouses. If the spouse does not want to work, they are 
more than welcome to educate themselves and learn more about the culture. Mr. Ousbäck 
even claims that spouses normally learn the language faster than the expatriates since they are 
more in touch with the local environment. Moreover, with the help of educated teachers 
Skanska performs its own tutoring for the families’ children, if they are in the nine-year 
compulsory school. Children older than that are not recommended to follow unless there is an 
international school in the nearest surrounding. This is for the reason that Skanska can not 
guarantee a quality level of teaching for children at that age. In Skanska’s own educational 
system both expatriates and spouses have the opportunity to provide with assistance in the 
children’s teaching. 
 
Skanska’s history has shown that the three most important characteristics an expatriate 
should possess are flexibility, sensitivity and entrepreneurship. If the expatriate accepted the 
foreign assignment with the purpose of making money the risk of failure increases 
dramatically. Expatriates should acquire a genuine curiosity for the new environment and the 
assignment in order to succeed. Furthermore, employees that are creative and productive in 
the home-country may not always be successful in a foreign culture, which could lead to 
difficulties when selecting expatriates. Finally, the failure rate increases when expatriates 
accept assignments in order to escape unresolved personal issues at home.  

4.1.2 Expatriate Compensation 
The most important factor in Skanska’s compensation strategy is to be as fair as possible, for 
that reason the compensation strategy has been based on the salaries and benefits of the home-
country. However, expatriates who work in a country with high purchasing power can expect 
their salaries to increase in order to diminish unfair gaps. Nevertheless, the living standards 
are normally higher in those countries, which creates a benefit by itself for the expatriate and 
therefore the salaries are not increased as drastically. The expatriates are further compensated 
by a beneficial life- and accidental insurance and through a pension plan. 
 
Skanska’s compensation system consists of several different aspects. First of all, the 
expatriates never have to care about paying their taxes since this is handled by Skanska. 
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Furthermore, the expatriates can expect to have a free car during the assignment either 
personally or from the company’s car pool, food subvention and a free house are other perks 
given to the expatriate. In addition, the purchasing-power in some of the countries where the 
projects are carried out is often lower than in Sweden. For that reason expatriates’ income 
increases as the cost of living reduces. The assignees often have to work long hours without 
receiving any additional compensation for their efforts, as a result Skanska decides to increase 
the base salary in order to adjust the inequity. According to Mr. Ousbäck local staff is 
compensated in the sense that they are privileged with a higher salary compared to what they 
are paid by the local firms. The two vectors differ in the sense that the local staff do not 
receive additional perks such as free cars, free cost of living for the family and in addition 
insurances and pension plans differ as they are based on their home-country’s circumstances.  
 
Another aspect of the compensation package which is frequently used by Skanska is that 
expatriates have the possibility of increasing their working hours for 1-2 weeks and 
subsequently have a week off if they please. During the expatriates’ mini-vacation the 
company offers free stays at hotel in the surrounding with the purpose of letting them relax 
and change environment for a while and this is widely appreciated by the expatriates. 
 
Most of the compensation strategies are adopted due to practical reasons. Expatriates who are 
in need of a car immediately receive one and in order to be fair Skanska purchase the same 
car to every expatriate in the assignment. The living standard is also the same for every 
expatriate. For instance, Skanska has a standard type of house for families with two children 
and another for single expatriates. The purpose of redecorating the houses with new furniture 
is to increase the comfort zone for the expatriate and his/her family. In addition Skanska also 
offers the expatriates a possibility of working-out in world class gyms, which are arranged in 
each camp. With the purpose of making the expatriate feel secure, Skanska arranges so every 
camp has a doctor and sometimes also a nurse. Skanska take these security and comfort 
aspects seriously, one could say that the company strive towards creating Swedish mini-
society where the expatriate feel safe and comfortable. Furthermore, Skanska imports some 
groceries from Sweden and the most appreciated product is a Swedish pea-soup. Finally, the 
company offers vacations to the expatriates so that they can visit their home-country. Families 
are being paid for one trip per year and single men/women are being offered home visits two 
to three times a year. 
 
In order to solve the problem with different tax rates in different countries Skanska 
undertakes the role of paying for all the taxes. Due to the instable exchange rates in some 
countries Mr. Ousbäck explains that Skanska utilize different parameters to ensure that its 
expatriates maintain the same living standard regardless of fluctuations in the currency. As an 
example Skanska takes action when the currency has changed by more than 10 percent and in 
some cases Skanska creates a solid exchange rate in order to cover the fluctuations and 
consequently diminish the expatriates’ economical risks. 

4.1.3 Performance Evaluation 
The two primary objectives for Skanska’s international projects are to build fast and make as 
much money as possible. Moreover, almost every goal that Skanska sets up has the 
characteristics of hard goals. Mr. Ousbäck claims that these goals are mainly directed towards 
the whole project and not so much towards individuals and as a result the goals are settled 
with high expectations. Beside these primary goals Skanska develops several secondary goals 
that aim towards expatriates in leader positions. All goals concerning international projects 
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are developed in the home-country and then further mediated to the project managers. 
Moreover, the planning of the entire project is carried out in the home-country. However, 
these plans are frequently changed depending on how things evolve during the actual project 
and as a result new goals could be developed. 
 
The evaluation process of the expatriates’ performances is prepared and conducted by his/her 
immediate manager once a year. Furthermore, Skanska utilizes a strategy where one HR 
representative interviews the expatriate at least twice a year. Mr Ousbäck claims that this is 
done in order to gain information how things are running and how the expatriate is managing 
his/her work tasks.  
 
The typical evaluator for the expatriate is the immediate manager, because he/she possesses 
useful knowledge and information in order to perform a qualitative evaluation. Nonetheless, 
when the entire project is evaluated Skanska utilizes the evaluation process through a manager 
from the human resource department. During the evaluation process of the expatriates there 
are two people involved, the immediate manager and the project manager. Apart from the 
expatriation evaluation the project manager further evaluates different work groups in order to 
gather information how the situation in different groups are and if some people do not get 
along they could be transferred between groups. Finally, the immediate manager has a 
meeting with the project manager to discuss the expatriate and his/her performances.  
 
When evaluating and interviewing the expatriates Skanska sometimes finds out that the work 
group has unresolved problems. These often occur due to the intimate nature of living within 
the camp and for the fact that people do not always get along. In order to solve these sorts of 
problems the company sometimes has to relocate or send home a few expatriates. Evidence 
shows that expatriates who originate from sparsely populated areas in Sweden are those who 
most successfully manage to adapt to the life in camp. Mr. Ousbäck explains this by claiming 
that they have experience of living under similar circumstances and are therefore accustomed 
to a situation where everyone knows everything about everyone.  
 
Skanska does not change its evaluation strategy for different projects because each project 
has the same organization and also the same evaluation process. 

4.2 Case Study 2: SCA 
 
Company Background 
 
Although SCA’s history dates back to a number of 1700th century companies its present 
history did not start until 1929 when the company was incorporated as a holding company for 
some ten forest companies producing sawn goods and paper pulps in northern Sweden. Today 
SCA has developed into a global consumer goods and paper company that develops, produces 
and markets personal care products, tissues, packaging solutions, publication papers and 
solid-wood products with an annual turnover of  96 385 million SEK. SCA has about 51,000 
employees in some 50 countries around the globe. The workforce is mainly, situated in 
Sweden, Germany, UK and US. Each of those countries has approximately 5000-6500 
employees. 
 
SCA’s international history started in the 1960s when the company acquired and constructed 
mills in southern Sweden, Denmark, France, Spain and Germany in order to integrate its liner 
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production with its production of corrugated board. Even though SCA’s internationalization 
started in the early 1960s it still remains an ongoing process. Strengthening its position in the 
market by expanding internationally is to this day of major concern for the company. SCA 
strives through profitable growth to strengthen its leading positions on major markets.  The 
company expands its business internationally primarily by acquisitions. The company has 
increased its holdings to majority in the Singapore-based Central Package Group, which 
increased SCA's position in the Chinese market. The tissue market has been expanded in 
Latin America through acquisitions and investments in joint-venture companies and in 2004, 
tissue operations of the New Zealand company Carter Holt Harvey were acquired, making 
SCA market leaders in tissue in Oceania. Today SCA conducts global operations with sales in 
some 90 countries and the company also plans to continue expansion in growth markets, 
primarily in Asia, Eastern Europe and Latin America. 
 
After discussing our thesis with representatives at SCA we were recommended to talk with 
Sven Gatenheim. Mr. Gatenheim started working at SCA in 1985 after a previous 
employment with the Volvo Group. The Mölnlycke division was his first contact with SCA 
where he worked in close contact with IHR and expatriation strategies. Today he works at the 
SCA headquarter as Vice President of Compensation.  
 
IHR Policies at SCA 
 
SCA ensures that host country operations conform both to the country’s status and the 
company’s status. Although, the decentralized characteristic of the organization SCA still 
work very closely with other business units around the world. Therefore it is a common case 
that employees at different levels of the organization will meet and interact with employees 
from other countries. As a result employees will learn how to do things outside of their own 
perspective. SCA provides with a lot of opportunities to go abroad to work and the employees 
feel that they can make a difference since it is an environment open for changes. SCA’s code 
of conduct is based upon the core values of Respect, Excellence and Responsibility, which 
brings together a set of universal standards that indicate what SCA expects of its businesses 
and employees regardless of location or background. However, these standards are not 
entirely new as they update revise and summarize in one convenient place many of the 
policies and principles SCA has remained over several years. 

4.2.1   Facilitating Adjustment 
The factor of role is not regarded as decisive for work adjustment by Mr. Gatenheim as he 
claims that an expatriate manager does not behave any differently in the host-country than he 
would in the home-country. The style of leadership is connected to a person’s personality and 
is for that reason difficult to change. In addition, it is not expected by the expatriate to behave 
in any particular way as long as he/she conforms to the ethical codes of a country and that 
he/she appear as an excellent representative of SCA. Role discretion is not considered of high 
importance for expatriates during an assignment. However, the company puts emphasis on 
expatriate managers to be aware of the fact that employees from different countries perceive 
managers differently. Mr. Gatenheim explains that an expatriate manager whose style of 
leadership does not correlate with the local circumstances risks to be replaced.  
 
SCA provides the expatriate with the necessary support needed to facilitate adjustment, 
however, it is important to have in mind that they do not receive any other additional support 
compared to employees in the home-country. Mr. Gatenheim states that there are no formal 
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support strategies between co-workers and expatriates. However, SCA develops social 
networks with the purpose of creating a forum for expatriates and their families to ventilate 
and reflect with others in the same situation. The organization brings together expatriates 
from the same nationality or origin in order for them to remain their familiar social bounds. 
Although the social support from co-worker is an important aspect for facilitating adjustment, 
the company claims that the most important relationship is the superior co-worker 
relationship. Local managers brief the employee so that he/she will have a chance to become 
familiar with his/her workplace. The introduction introduces the employee to the organization, 
he/she will soon gain good overall picture of the organization as they are presented with the 
product, its way of producing, marketing, the organization etc. The employee is also presented 
with the organization’s values and policies. Moreover, the organizational culture of SCA is 
distinguished by care and compassion for the employee and there is always someone who you 
can talk to when difficulties arise. In addition, relocation firms are hired when the expatriate 
arrive to his/her destination with the purpose of providing logistical support by managing all 
the practical aspects of moving to another country. This is done in order to facilitate 
adjustment at a much faster pace, so that the expatriate can focus on his/her work immediately 
instead of arranging the new place of living 
 
Mr. Gatenheim explains that although the organization is relatively decentralized the 
organizational culture remains the same and as a result expatriates are not experiencing any 
difficulties of adjusting to the new workplace. However, in newly acquired businesses it could 
be difficult for managers of the original company to adjust to the new organizational culture 
as the new control makes them feel uncomfortable. In many instances the organization 
eventually has to dismiss the manager in order to make the transition successful. Managers in 
minor companies can often remain in office for a while but in the long run it becomes difficult 
for them to adjust and they are eventually dismissed.  
 
The expatriation strategies of SCA are no different for an employee of higher rank or 
someone with different work tasks. All contracts and policies are handled from Sweden in 
order to ensure that everyone is treated equally. It is noticeable that the whole process 
becomes more effortlessly the more often people move as they learn how to manage changes. 
The reality is that the majority of the expatriates who leaves the home country for a mission 
abroad advance in their career by moving on with other tasks in other countries. However, the 
expatriate’s compensation is to some extent effected by his/her origin, but that will be further 
discussed in the compensation section.  
 
SCA is aware of the fact that in order for an expatriate to be successful in his/her new 
environment support to the family is an important factor. For that reason SCA has developed a 
well thought out strategy for supporting the family both financially and logistically. The 
families are handed a pension plan and employment when it is possible. However, a majority 
of the spouses, mostly women, do not want the company to find them a job in the new 
country. Mr. Gatenheim explains that 92 percents of the expatriates are from countries outside 
Sweden and for them it is not as common that the wife has a career of her own, she prefers to 
stay at home taking care of the family. In some locations it is very difficult to find a suitable 
job for the spouse a fact that obviously becomes complicated for the dual-career couple. 
Furthermore, Mr. Gatenheim states that the company compensate its expatriates costs for 
education and day-care. Sometimes candidates turn down an opportunity to work abroad since 
they do not believe that their family will enjoy it there. However, that is very unusual and 
those cases are most often linked to expatriates being placed in developing countries. 
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Concerning what individual characteristics that are determining for an expatriate’s 
adjustment the respondent states that self-awareness is a key for a successful assignment. 
Flexibility is another aspect regarded important by Mr. Gatenheim. These aspects are tested 
carefully before an expatriate is selected. Mr. Gatenheim further explains that the expatriates 
who are sent on foreign assignments always has the qualities of being a good worker and 
competent in the field of finance or engineering. Another aspect that SCA considers important 
is language as the company claims that employees with operative tasks must master the 
language, especially from a safety perspective. However, when it comes to more demanding 
positions such as specialist or international consultants then the shared and most accepted 
language is English. 

4.2.2 Expatriate Compensation 
SCA’s compensation strategy is well planned and follows a strict structure that applies to 
every expatriate. The system is based on local and home-country circumstances. Table 4.1 
explains how an expatriate’s compensation is estimated when moving to a new country. In the 
example a gross income of 100 is assumed. 
 
Table 4.1: The Compensation System of SCA 
Gross-Income Parent-Country 100
Taxes Parent-Country 50
Net-Income Parent-Country 50
Hardship 15 100x15%
Cost of Living (COL) X (50x60%) x COL difference
Mobility Incentive Y 50 x < 10%
Child Allowance Z
Expected Net-Income Host-Country 75+X+Y+Z    

Source: Authors’ own Construction 
 
The compensation that an expatriate receives is always based on the gross-salary of the home-
country. Taxes are always paid by the company. The hardship allowance is paid to 
compensate the expatriates for the adjustment that they have to endure in the new country. 
The allowance becomes higher the more the country differs in religion, culture, language and 
customs. The hardship allowance is always based on the gross-salary. In countries such as 
Russia and China expatriates can expect to receive the highest percentage of the allowance, 15 
percent.   
 
Regarding the question how the company handles the differences in cost of living (COL) 
between two countries Mr. Gatenheim explains that SCA continuously update an indexed list 
which reveals the difference in percentage between nations. This number is then put in 
context to an employee’s net-income. It is estimated that a person spends about 60 percent of 
his/her net-income and for that reason this is the only part that should be effected by the cost 
of living. Hence the following calculation for a person with a net-income of 50 in a country 
where the cost of living is +40 percent: (50x60) x 1.4. COL is often higher during the first 
year on an assignment, this because many of the expatriates do not know where to find 
groceries, car repair shops, insurances etc. at a reasonable price. For that reason SCA wanted 
to adjust this by giving the expatriate a higher amount on the COL, but soon came to the 
conclusion that people in general have difficulties to accept a decrease in pay-check even 
though it has been thoroughly explained in beforehand. The numbers are nowadays audited on 
a 10 years basis.  
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The mobility incentive is also based on the net-income but is the only part of the 
compensation package that is negotiable. However, 10 percent is the average of what the 
expatriate can expect. The fact that the spouse could experience difficulties in finding a job in 
the new country and consequently decreasing the couple’s total income was explained as the 
main reason for the mobility incentive. In addition, families with small children are 
compensated for their loss of child allowance.  
 
The expatriate is also provided with additional financial encouragement before leaving the 
home-country. A relocation allowance of 10 000€ is handed out in half before the expatriate 
leaves for the assignment, this allowance compensates the expatriate and his/her family for 
the costs of setting up a home and is therefore often referred to as a “Curtain Allowance”. 
Moreover, a 5000€ payment is made to the spouse in order to encourage her to take language 
courses, proceed with a hobby, start up an own business etc. In addition to that, 2750€ is 
placed in a pension plan every year for the spouse and the company provides with life- and 
accident-insurances. Other bonuses that are handed to the expatriate are, free living, free car, 
children’s education, free medical care etc.  
 
The compensation package remains the same regardless of position and where the expatriates 
are assigned. In the case of a pay-raise or a promotion the base salary is raised in the home-
country which consequently effects most of the levels in the compensation package. Mr. 
Gatenheim claims that this is an equitable system as it avoids mistreatment of other 
employees and everyone can expect the same cost of living. The reason of encouraging 
expatriates to comply with the home-country’s pension plan is based on administrative 
grounds. 
 
In order for the expatriate to ensure that he will not be negatively effected by fluctuations in 
the currency, he/she has the possibility to freely decide how much of the salary that should be 
paid in the local and the home currency. Once this proportion has been decided on it is not 
possible to change it.  

4.2.3 Performance Evaluation 
Mr. Gatenheim declares that the most import aspect of goal setting is that the expatriate 
should have clear instructions of what to do during the assignment. However, it is important 
to have in mind that the goals do not differ simply because you are an expatriate. Every 
employee regardless of position or location should have a defined set of goals. The only type 
of goal which exclusively is applied to expatriation is that there must be a purpose of sending 
an employee on a foreign assignment. The company strategically analyzes why an expatriate 
should be sent rather than hiring locally and what that expatriate should contribute with. The 
hard goals of an expatriate are similar to those of local employees as they estimate how much 
should be sold in order to increase the turnover. The goals are most commonly set before the 
expatriate’s departure but they can obviously change and be revised during the assignment.  
 
The effectiveness and frequency of the evaluation is determined by the ambitiousness of the 
superior, it is apparent that SCA is not fully satisfied with how it has been carried out. 
 
The evaluation and goal setting must always be approved by the so called “grandfathers” of 
the organization, who are the superior’s superior. This is done in order to guarantee 
objectivity by avoiding circumstances where an employee receives an unfair evaluation due to 

42 



CASE STUDIES 

aversion between the superior and the employee. In addition, the evaluator follows a pre-
designed chart of what to bring up during the evaluation.  
 
The only aspect in the evaluation process that differ expatriates from local staff is that the 
overall activities of expatriation are scrutinized in order find out if it was a successful 
assignment or not and if it in fact was better than hiring locally. Although different parts of 
the organization have different approaches of evaluating most of them still carry out formal 
progress dialogues. During these dialogues it is brought up whether the objectives have been 
reached, how he/she performs as a manager and finally a revision of the objectives are made 
in order to foster development. It is always the employee’s immediate superior who directs 
the discussion and develops new goals for the expatriate. In some situations there could be 
two evaluators, the superior from the home-country and the superior in the host-country. It is 
important that the two superiors have close contact with each other so that they are fully 
aware of how the employee is performing. For expatriates with marketing related tasks, 
customers and other co-workers are involved in the evaluation process in order to attain a 
wide insight of how he/she is performing.  
 
Table 4.2 presents SCA’s approach towards appraising and rewarding performances. 
 
Table 4.2: Salary Adaptation to Performance  

PERFORMANCE 
SALARY 1 2 3 4 
120 0 % 0.5 % 3.0 % 4.0 % 
100 (mean) 0 % 1.0 % 3.0 % 6.0 % 
80 0 % 3.0 % 4-8 % 6-10 % 
Source: Respondent’s own construction (2006) 
 
The expatriates are evaluated on a four leveled scale ranging from 1 to 4 with each grading 
representing an expected increase of salary, where 4 is the most desired grading from an 
expatriate’s point of view. Moreover, the expatriates’ previous salary determines how much 
the salary will increase, as an example, the salary increases the most for those expatriates who 
have a low salary and is performing excellently. SCA utilizes this matrix for two reasons. 
Firstly, for reducing the salary gap within the company and secondly, for praising employees 
who perform well.  
 
Mr. Gatenheim claims that in order to increase sincerity it is important to detach the salary 
negotiations from the performance evaluation process. Otherwise employees might feel 
hesitation towards ventilating sensitive issues, simply because it could fall back at them.  
 
Because of the homogeneity of SCA’s organizational culture Mr. Gatenheim is unable to 
distinguish any differences in evaluation approach depending on subsidiary. However, he 
expresses his mind in general on how he believes that organizations adapt its evaluation 
strategy depending on the organization’s traits. He explains that in minor companies an 
expatriate is probably evaluated much more thoroughly. Major companies consider its 
expatriates as any other employee and for that reason tend to have a more standardized 
approach towards evaluation.   
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5 DATA ANALYSIS 
 

n this chapter an analysis of the data, collected and presented in chapter four, will be 
performed. We will further compare our collected data with the chosen theories presented 

in the conceptual framework of chapter two. This is done separately for each company. 
Moreover, a cross-case analysis is presented with the purpose of comparing the activities of 
the two companies.  

 I

5.1 Within-Case Analysis  
This section will provide the reader with an analysis of the collected data at Skanska and SCA 
by comparing it to the reviewed literature 

5.1.1 Within-Case Analysis – Skanska  
 
Adjustment 
 
     Job factors – According to Andreason (2003) it is common that organizations develop a 
standardized role to its expatriates regardless of the environment and the culture in the foreign 
country. However, such standardizing activities limit the possibility for the expatriate to 
develop the role and if the role differ from his/her natural behavior it could generate a 
potential role conflict. Skanska does not impose a standardized role on its expatriates. 
Nonetheless, the organization notifies its assignees that it could be necessary to undertake a 
new role in the foreign country in order to succeed as a manager. For instance, in countries 
where honesty is not as valued as elsewhere managers have to be more observant and 
suspicious. Swedish managers also have to take notice that in some countries power distance 
is needed in order to gain the respect from the employees. A Swedish manager, who tries to 
adapt his leader style to the new environment by being one of them, would probably face 
difficulties in being taken seriously. These facts obviously create a potential role conflict for 
those who do not feel comfortable with this approach.  
 
Andreason (2003) declare that new culture settings calls for the expatriate to change his/her 
behavior and develop new skills. This is due to the fact that jobs in a new environment are not 
always carried out as there are at home and the expatriates have many unfamiliar issues to 
consider in their new surrounding. Therefore the author suggests that expatriates must go 
through culture training before the assignment. Data received from Skanska indicates that role 
novelty is overcome by training the expatriate and his/her spouse. The purpose is to provide 
with cultural training in order to increase their cultural awareness.   
   
According to theory (Andreason, 2003) organizations who clearly pre-describe their 
expectations of the expatriate will assist his/her adjustment in the new environment. Our data 
show that Skanska provide its expatriates with precise and direct guidelines of how the role of 
a manager differs in a foreign country. However, these guidelines are not always absorbed by 
the expatriate because he is full of expectations and have their mind set on leaving the country 
for what they believe an enjoyable vacation. Therefore, in order to lower 
the expectations for the expatriates Skanska usually exaggerates the difficulties so they are 
prepared for forthcoming challenges. Furthermore, Skanska suggests that in order for the 
expatriate to be more receptive towards the information given to him/her about the future 
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environment, the briefing should be carried out on the location in order to be more effective. 
It can thereby be stated that role clarity and role discretion are important factors at Skanska. 
 
     Organizational factors – Theory (Andreason, 2003) points out that organizations within 
the same company could have different cultures a fact that can constitute for organizational 
culture novelty. The novelty obviously increases the more dissimilarity there are between the 
two. High levels of organizational culture novelty have appeared to have an inhibiting affect 
on adjustment. Skanska are not aware of any instances where its expatriates have experienced 
such feelings. This may be because the company always bring its organizational culture and 
structure when conducting projects internationally.  
 
According to Andreason (2003) both social support, given by co-workers and superiors, and 
logistical support have a positive effect on the expatriates’ ability to adjust. It is evident in our 
study that Skanska has no formal strategy of how to carry out its support incentives. 
Nonetheless, the expatriates’ immediate manager constantly provides them with help and 
support if needed. For instance, the immediate manager always introduces the expatriate with 
a two day briefing in order for him/her to get familiar with the new environment and the new 
assignment. Furthermore, Skanska has in the past used mentoring as a source of support for its 
expatriates. However, this has not always been successful due to the fact that a majority of the 
expatriates simply did not feel a need for support or they felt uncomfortable discussing 
sensitive issues. Another reason that was not as common but still existed was that some 
expatriates called their mentor in every situation which eventually obstructed their own 
development as a manager. Andreason (2003) suggests that logistical support to the 
expatriates is an incentive to facilitate adjustment. In our study it is evident that these kinds of 
activities are more in compliance with compensation and thereby no data is collected in the 
matter. However, Skanska provides its expatriates with thorough language training on the 
location, for instance, in more extensive projects they are offered courses several times a 
week. This is done by hiring full-time language teachers.     
 
     Positional factors – Andreason (2003) states that hierarchal level, functional area and 
assignment vector are three important aspects to consider in order to understand why there are 
differences in the level of adjustment among expatriates. The author continues by stressing 
that the higher hierarchal level the more important it becomes with role discretion. Moreover, 
expatriates with different functional tasks and different national origin do not adjust in the 
same pace. It is difficult to determine if these positional factors has an evident impact on the 
company’s strategies. Firstly, Skanska cares for its expatriates equally, the production 
managers are compensated evenly, and they live in the same type of house and drive the same 
type of car as any other expatriate. This also means that they obtain the same amount of 
training before the assignment. Furthermore, in the case of third national expatriates’ ability to 
adjust we have no data since the company’s expatriates are mainly from Sweden. 
 
     Non-work factors – Andreason (2003) argues that in order for an expatriate to succeed they 
have to adjust outside the work environment as well. The assignee and their family are likely 
to experience cultural chock and if the cultural novelty is high it increase the change of 
cultural shock. There are two possible alternatives for the companies to secure its expatriates 
from cultural chock, by giving them extensive pre-departure training and provide them with 
on-site support. Skanska puts a lot of emphasis on these non-work factors as the company 
utilizes extensive pre-departure training both for the expatriate and their spouses. 
Furthermore, the company also sets up meetings with former expatriates, so the families have 
the chance to ask questions and discuss difficulties that may arise when moving abroad. 
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According to Andreason (2003) the fact that spouses nowadays often have their own career to 
think about is an important explanation for expatriate failure. This is the reality for Skanska as 
our research points out that a lot of effort is put in allocating a proper job for the expatriates’ 
spouses and when this is not possible the company tries to come up with other solutions. 
Examples of such activities include, offering education or providing with other hobbies. 
Another factor that Skanska sees as important is the tutoring of the expatriates’ children. 
Therefore the company offers high quality education to children in the nine-year compulsory 
school.  
 
Andreason (2003) declares that a company could give support direct and indirect. Direct 
support is referred to as continuous communications with headquarters, language and culture 
training, assistance with day-to-day chores, mentoring programs and job search assistance. 
Whereas, indirect support could be to encourage the family to self-reflection and develop 
realistic expectations about the assignment, get involved in international clubs, develop 
hobbies, involvedness in school and other community activities and working in the local 
environment. Skanska are utilizing the both approaches. This is done through language and 
culture training, job search assistance, involving the families in the school community and in 
helping the spouses to develop new hobbies. 
 
     Individual factors – Andreason (2003) enumerates five individual factors for an expatriate 
to possess in order to succeed. These are self-efficacy, relational skills, perceptional skills, 
previous international assignments and language fluency. Regarding different individual 
factors that influence the expatriates success we discovered that Skanska considers three 
important characteristics; flexibility, sensitivity and entrepreneurship. In addition the purpose 
why the expatriate takes on the assignment is of high importance. It is also evident that those 
expatriates who accept an assignment with the purpose of making money or those who are 
running away from a problem in the home-country risk to fail in their assignment. Expatriates 
should possess a genuine curiosity for the new environment and the assignment in order to 
succeed. Another problem that Skanska has experienced when selecting an expatriate is that 
employees who are creative and productive in the home-country do not always live up to the 
expectation when working abroad. It is evident in our study that Skanska considers expatriates 
from sparsely populated areas as those who adapt to the camp living the best. This is due to 
the fact that they have experienced living in similar environments before and are often used to 
be living in close contact with their neighbours. For that reason they are not affected by 
people knowing everything about everyone. 
 
Compensation 
 
According to Suutari and Tornikoski (2001), there are three different directions for a company 
to approach when compensating its expatriates. Firstly, the home-country system where a 
company bases its compensation package on the expatriates’ salaries in their home-country. 
Secondly, the host-country system where the company develops the compensation package in 
accordance with the host-country’s economical environment. Finally, the company could use 
the hybrid system which is a correlation between the home- and host-country systems. 
Skanska’s compensation strategy is quit similar to the home-country system and the company 
utilizes it in order to be as fair as possible towards its expatriates who almost exclusively 
originate from Sweden. Nonetheless, in some cases Skanska takes the host-country economy 
into consideration. For instance, Skanska compensate the expatriate with a slightly higher 
salary when he/she works in a country with higher purchasing-power. However, Skanska also 
count the higher living standard in those countries as a type of compensation. In addition, 
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Skanska compensates its expatriate by providing them with a car, house and food subventions. 
An aspect that was not brought up by theory (Suutari & Tornikoski, 2001) but that is apparent 
in our investigation of Skanska is that the company always provides with a doctor and in 
some cases a nurse at each camp.  This is done as a kind of compensation and in order for the 
expatriate to feel calm and secure. Furthermore, Skanska compensates its expatriate in his/her 
spear time and this is done by offering trips to nearby cities and provide with free hotel 
accommodations. Finally, Skanska’s expatriates are offered free flights home, 2-3 times a 
year for those who are single in the new country and once a year for those who have brought 
their whole family.  
 
Suutari and Tornikoski (2001) argue that there are several important elements to consider 
when developing a compensation strategy. The compensation system should be constructed so 
it retrains expatriates in areas where they are needed and by making them to feel comfortable 
with their financial situation. However, this often results in unfair treatment of expatriates. 
This approach is in compliance with Skanska as its objective is to make the expatriate feel 
that it is worth the sacrifice of moving abroad and it should also provide the expatriate with a 
stable economy. Although the company carries out this approach Skanska still feels that the 
number one priority when developing the compensation system is to be as fair as possible. 
Our findings therefore question the statement that this approach constitutes an unfair 
treatment of the expatriates.  
 
Suutari and Tornikoski (2001) declare that an important element in the development of a 
compensation system is that the expatriate should be compensated for his/her efforts in 
adjusting into the new environment of the workplace. Skanska has no specific financial 
compensation plan for this. However, the company offers its expatriates compensation in the 
form of language tutoring. Suutari and Tornikoski (2001) explain that one of the most 
challenging issues when developing compensation systems is to be equitable towards local 
staff Skanska always strive to please its local workers as much as its expatriates. Therefore, 
the company gives its local staff a salary above the conditions of the market and Skanska also 
has the possibility of using the facilities at the camp. This is done in order to satisfy the local 
staff and to show the surrounding world that Skanska is a company who values every 
employee regardless of origin. Suutari and Tornikoski (2001) argue that the system should be 
connected to companies’ overall business strategy and the business needs of the company and 
that the given compensation has to work as a motivator for the manager to act in the interest 
of the company. These factors are of course considered by Skanska, however, the company 
does not utilize a specific strategy in these areas. It is also found that Skanska’s compensation 
system is mainly developed in order to fill the practical needs of the expatriates. 
 
According to Holt and Wiggington (2002) the compensation system could be affected by host 
country taxations. An expatriate assigned to a country with significantly higher taxes should 
be compensated for the expenses in relation to the taxes. In our research it was found that 
expatriates never have to care about paying their taxes since this is handled by Skanska. Holt 
and Wiggington (2002) declare that organizations should be aware of the fact that exchange 
rates are often very volatile and highly affects the expatriate’s income. As a result foreign 
employees can risk loosing up to half of their purchasing power over a night, without the 
protection from their home companies. To ensure that this problem does not occur Skanska 
utilize different parameters to ensure that its expatriates maintain the same living standard 
regardless of fluctuations in the currency. As an example Skanska takes action when the 
currency has changed by more than 10 percent and in some cases a solid exchange rate is 
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created in order to cover the fluctuations and diminishing the economical risks for the 
expatriates. 
 
Evaluation 
 
Suutari and Tahvanainen (2002), claim that in order for a company to evaluate an expatriate 
properly goals should be developed in order for the assignee to strive towards something 
tangible. The first factor that the authors consider is the characteristics of the different goals. 
According to Skanska hard goals are most frequently used, goals that in some way could be 
compared in numbers. According to Suutari and Tahvanainen (2002), hard goals are easier to 
measure and thereby more effective to companies when they evaluate if the expatriates have 
improved their performances. However, this type of goal could be more complicated to use 
when evaluating managers, since managerial skills are not considered.  
 
Suutari and Tahvanainen (2002) claim that since expatriates perform their tasks outside the 
home-country, the goal setting process is far more complex. Several supervisors could be 
involved in the process of developing goals for the expatriate. This corresponds to some 
extent with the goal setting approach at Skanska. The company develops its goals in the 
home-country and then transmits the objectives to the project manager who pass it on to the 
expatriates. Skanska mainly develops its goals aimed towards the entire project. These 
objectives are normally based on its overall strategy to build fast and make as much money as 
possible. However, the company also develops hard goals as well as soft goals for its 
expatriates in leader positions. All of the goals are developed by home-country supervisors. 
 
Suutari and Tahvanainen (2002) declare that companies either set goals in connection to a 
standard review cycle, for instance, once a year or at a more natural frequency, such as before 
the project. It is evident that Skanska sets its goals in the beginning of a project, which is at a 
more natural frequency. Furthermore, these goals are often changed throughout the project 
depending on how it develops. 
 
According to Black et al. (1999) organizations have to put a great deal of time in the process 
of evaluation in order to obtain valuable knowledge in the topic. Skanska have two people 
involved in the evaluation process, the immediate manager and the project manager. A part 
from the evaluation of expatriates, the project manager is assigned to evaluate employees but 
with the objective of evaluating the whole work group. The project manager gathers 
information in order to see if the group performs without any problems. Furthermore, the 
immediate manager and the project manager meet on a regular basis in order to discuss the 
expatriates’ performances. 
 
Suutari and Tahvanainen (2002) argue that the employees’ immediate manager is the most 
common person to run the evaluation process. However, there are other ways to conduct the 
evaluation. Peer managers could also evaluate the expatriate, this is suitable when teamwork 
and participants are key factors of the employees’ performances. Moreover, the most effective 
way to evaluate an expatriate is through a so-called “360-degree” evaluation, which is used by 
companies in order to gain knowledge from more than one evaluator. This system is based on 
collecting information from several different evaluators with the purpose of obtaining an 
extensive knowledgebase and to provide companies with information from a broader 
perspective. Our study reveals that the immediate manager conducts the evaluation once a 
year and this is because he/she possesses suitable knowledge and information needed in order 
to perform a qualitative evaluation. Furthermore, Skanska conducts interviews with its 
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expatriates twice a year, these interviews are carried out by a representative from the HR 
department who also evaluates the entire project when completed. To some extent Skanska is 
utilizing a 360-degree evaluation approach as the company is using different sources when 
evaluating.  
 
Suutari and Tahvanainen (2002) state that there are several organizational factors which 
determines how the evaluation approach of a company is characterized. These aspects are; 
company and host unit size, a company’s level of internationalization, position of an 
expatriate in the organizational hierarchy and task type, the host unit location and 
organizational structure. However, it is explained that the standardized organizational culture 
of Skanska enable them to carry out the same evaluation strategy regardless of location or 
project. 

5.1.2 Within-Case Analysis – SCA  
 
Adjustment 
 
     Job factors – Andreason (2003) claims that managers undertake a role when carrying out 
its assignment, most of the times this role is standardized without consideration to the 
environment. However, when organizations predetermine the role of a manager a possible 
role conflict is likely to appear. According to SCA expatriate managers do not behave any 
differently in the host-country than he/she would in the home-country. Our data show that role 
conflict is not apparent among SCA’s expatriates since they appear to exhibit modesty in their 
role discretion. However, the company partially agrees that role discretion inhibits adjustment 
by explaining that an expatriate manager whose style of leadership does not correlate with the 
local circumstances risks removal from office.  
 
Andreason (2003) explains that role novelty occurs due to the fact that a foreign assignment 
requires new skills and behaviors, since it creates a drastically different setting than the 
expatriates are used to. One of the efforts that companies can make is to train the expatriate in 
the duties that are expected by him/her in the foreign assignment and especially for those 
assignments where cultural novelty is higher. This goes in line with SCA’s approach as the 
company provides the expatriate with cultural as well as job training before and during an 
assignment, however, this strategy remains the same regardless of the level of role novelty.  
 
According to Andreason (2003) organizations that clearly define a set of expected behaviors 
will assist the expatriate in his/her adjustment. This do not correspond with our study since 
evidence at SCA shows that a manager’s role is highly connected to his/her personality and is 
difficult to change. The only guideline that SCA provides to the expatriate is that he/she 
should conform to the ethical codes of a country and that he/she should be an excellent 
representative of SCA’s values. It could thereby be stated that role clarity and role discretion 
are not considered important by the company. 
 
     Organizational factors – Due to the fact that SCA is a decentralized organization with a 
standardized organizational culture there are no chances for the expatriate to experience any 
kind of organizational culture novelty. The only instance where organizational culture novelty 
is evident is in newly acquired businesses where it could be difficult for management to adjust 
to the new organizational culture. In many circumstances the organization eventually has to 
dismiss the manager in order to make the transition successful. However, since this is not 
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concerning activities of expatriation Anderson’s (2003) theory regarding differences in 
organizational culture and its inhibiting effect on adjustment could not be applied.  
 
According to Andreason (2003) social and logistical support can work as a stress buffer for 
expatriates in their work adjustment. Although SCA has no outspoken social support 
strategies, it is evident that the company put a lot of emphasis on those activities. SCA 
develops social networks in the foreign country, with the purpose for the expatriate and 
his/her family to ventilate and reflect in a forum of equals. The organization tries to bring 
together expatriates from the same nationality or origin in order for them to remain their 
familiar social bounds. It is important to have in mind that SCA’s values are based on care 
and compassion for every employee and for that reason there is always someone to talk to 
when difficulties arise. However, SCA still considers the support carried out from superiors 
to co-workers as the most crucial support strategy. They have the knowledge and experience 
to brief the expatriate so that he/she can become familiar with his/her workplace. In addition, 
the introduction introduces the employee to the organization, by presenting him/her with its 
products, its way of producing, marketing, the organization etc. The employee is also 
presented with the organization’s values and policies. Moreover, logistical support is 
organized from the company by appointing relocation firms. These firms take care of practical 
issues associated moving to a new country, this is done in order to facilitate adjustment at a 
much faster pace so that the expatriate can focus directly at his/her work tasks. 
 
     Positional factors – When investigating the expatriation strategies of SCA it is important 
to have in mind that the company’s approach do not differ for an employee of higher rank or 
someone with different work tasks. To maintain this standard all contracts and policies are 
handled from Sweden in order to ensure that everyone is treated equally. Andreason (2003) 
claims that employees with higher positions have to pay additional attention to role discretion. 
As explained earlier in this thesis, managers at SCA tend to exhibit a standardized approach in 
their style of leadership and show little evidence of role discretion. Moreover, Andreason 
(2003) states that previous international assignments appear to be decisive for work 
adjustment. At SCA it is noticeable that the whole process becomes more effortlessly the 
more often people move as they learn how to manage changes. The reality is that the majority 
of the expatriates who leaves the home country for a mission abroad advance in their career 
by moving on with other tasks in other countries. Another aspect which is pointed out by 
theory (Andreason, 2003) is that the national origin of the expatriate is decisive for how well 
the adjustment will be carried out. No conclusions could be drawn at SCA whether this really 
corresponds with its reality. However, it is apparent that SCA considers expatriates’ previous 
international assignments as a determining factor for adjustment.  
 
     Nonwork factors – According to Andreason (2003) culture novelty is found to inhibit non-
work adjustment since expatriates’ are likely to experience cultural shock in the foreign 
environment. In addition, it is evident that spouses’ inability to adjust is the number one 
reason for the expatriates’ discontent in the new environment. SCA is aware of this fact and 
has for that reason developed a strategy for supporting the family both financially and 
logistically. As and example, the families are handed a pension plan and employment when it 
is possible. However, a majority of the wives do not want the company to find them a job in 
the new country since they are accustomed to a situation where the wife stays at home with 
the children. Nevertheless, SCA always compensate its expatriates for children’s education 
and day-care. Andreason (2003) further states that many of the potential expatriates can even 
turn down overseas assignments due to family reasons. Conversely, this is very rare but still 
existing in SCA’s case. It is evident that some candidates turn down an opportunity to work 

50 



DATA ANALYSIS 

abroad since they do not believe that their family will enjoy it there. However, that is very 
unusual and those cases are most often linked to expatriates being placed in developing 
countries. 
 
     Individual factors – There are a number of characteristics that individuals should posses in 
order to make them a successful expatriate. Andreason (2003) points out self-efficacy, 
relational-skills and perceptional skills as the most important traits for success. For that reason 
firms tend to seek those managers who have a; drive to communicate with the local people, 
broad based sociability, cultural flexibility, a cosmopolitan orientation and collaborative 
negotiation style. SCA’s view differs to some extent from the aspects pointed out by 
Andreason (2003), as the company put emphasis on self-awareness and flexibility as a key for 
a successful assignment. These aspects are tested carefully before an expatriate is selected. In 
addition, expatriates who are sent on foreign assignments always has the qualities of being a 
good worker and competent in the field of finance or engineering. As a final aspect 
Andreason (2003) explains that language fluency is a neglected factor by companies, 
however, it has been found that this aspect has a great impact on the expatriate’s ability to 
adjust. Language fluency is especially important in functional head and operative jobs, 
whereas it becomes less important for the top subsidiary management positions. This goes in 
line with SCA’s philosophy as employees with operative tasks must master the language, 
especially from a safety perspective. However, when it comes to more demanding positions 
such as specialist or international consultants then the shared and most accepted language is 
English.  
 
Compensation 
 
Suutari and Tornikoski (2001) explain that there are three types of compensation approaches 
that companies can utilize; home-country, host-country and the hybrid system. SCA’s 
approach towards compensation is based on the home-country system. The system is 
described by Suutari and Tornikoski (2001) as an approach towards equal salaries between 
expatriates and home-country employees. This strategy is the most common among 
multinational companies. By utilizing this strategy companies allow its expatriates to live as 
they are used to in their home-country.  This description corresponds with SCA’s strategy of 
compensating, as the company strive towards creating a fair balance between expatriates’ and 
home-country employees’ compensation. The compensation that an expatriate receives is 
always based on the gross-salary of the home-country, with taxes taken care of by the 
company. This means that the expatriate should not automatically expect a pay-raise when 
accepting a foreign assignment.  
 
Suutari and Tornikoski (2001) put emphasis on that the compensation package should be 
consistent and equal for all international employees. The diversity of compensation system for 
different types of expatriates and between expatriates and local staff has been pointed out as a 
major challenge for organizations. Although SCA has a consistent and equal system for all its 
expatriates, differences still remain due to the fact that expatriates’ salary is based on home-
country policies. Thus the difference in salary between employees from low-wage countries 
compared to employees from high-wage countries. It is obvious that jealousy can occur when 
two expatriates from different nationalities are confronted with each other, for that reason 
SCA enlightens that salaries should not openly be discussed. 
 
The expatriate is always compensated for the inconvenience of moving to another country. 
Suutari and Tornikoski (2001) explain that by utilizing the home-country strategy it allows 
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expatriates to live as they are used to in their home-country. Typical payments for this 
strategy could be overseas premium, the cost-of-living allowance, housing allowance, 
education allowance, hardship allowance and car allowance. This goes in line with SCA’s 
approach as the company has four types of reimbursement for compensating the expatriates’ 
endeavors, hardship allowance, mobility incentive, relocation allowance and compensation to 
the spouse. The hardship allowance is paid to compensate the expatriates for the adjustment 
that they have to endure in the new country. The allowance becomes higher the more the 
country differs in religion, culture, language and customs. The mobility incentive is utilized in 
some instances to compensate the couple’s reduction in total income as the spouse commonly 
resigns from her/his job. The relocation allowance is handed out in order to compensate the 
expatriate and his/her family for the costs of setting up a new home in the new country. The 
expatriate’s spouse can expect to receive a 5000€ payment with the purpose of encouraging 
her to take language courses, proceed with a hobby, start up an own business etc. In addition 
to that, 2750€ is placed in a pension plan every year for the spouse. 
 
Suutari and Tornikoski (2001) point out that the compensation system has to provide the 
expatriate with a stable life-style and economy, in order for him/her to feel comfortable. 
These issues are contributing to the difficulties regarding compensation systems and if the 
companies do not solve these problems correctly it could result in unsatisfied employees. This 
has been adapted by SCA as the company always strives towards maintaining the expatriates’ 
customary living standard. An effective tool that is utilized in order to secure this aspect is the 
COL incentive, which is SCA’s tool for handling the differences in cost of living between two 
countries. It is an indexed list that is continuously updated and reveals the difference in 
percentage between nations. The benefit by using this list is that it effectively adapts the 
expatriate’s salary to the living standards of a country. Furthermore, this is considered an 
equitable system by SCA since it avoids mistreatment of other employees and everyone can 
expect the same cost of living. 
 
Holt and Wiggington (2002) stress that organizations should also be aware of the volatile 
nature of exchange rates as they highly effect the expatriate’s income. An expatriate can loose 
up to half of his/her purchasing power overnight, if they do not have adequate protection from 
their home companies. At SCA the expatriate has the possibility to freely decide how much of 
the salary that should be paid in the local currency. Once this proportion has been decided on 
it is not possible to change it.  
 
Evaluation 
 
According to Suutari and Tahvanainen (2002) one of the most common goal setting systems 
is SMART (Specific, Measurable, Agreed and Realistic). These are referred to as hard goals 
and have the traits of increasing employee effectiveness. A drawback however is that hard 
goals are complicated to apply for managerial positions since they do not produce an output. 
This fact calls for organizations to put more focus on soft goals such as, co-operation, loyalty, 
attitude, skills and efforts. The most import aspect of goal setting at SCA is that the expatriate 
should have clear instructions of what to do during the assignment. However, it is important 
to have in mind that goals are not any different for expatriates than they are for local staff. 
Every employee regardless of position or location has a defined set of goals. The only type of 
goal which exclusively is applied to expatriation is that there must be a purpose of sending an 
employee on a foreign assignment. The hard goals that are developed by SCA are more 
concerned with a specific international operation. An example of such goal is how much the 
company is expecting the turnover to increase at a specific subsidiary.  
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Suutari and Tahvanainen (2002) state that companies can determine their goals before a 
project, however, this is not as common as defining them on a yearly basis. In this case SCA 
oppose with the majority as the company most commonly determine the goals before an 
expatriate is leaving for an assignment, these goals can obviously change and be revised 
during the assignment.  
 
Regarding evaluation of expatriates at SCA it is important to have in mind that only one 
aspect in the evaluation process that differ expatriates from local staff. The overall activities 
of expatriation are scrutinized in order find out if it was a successful assignment or not and if 
it in fact was better than hiring locally. This approach is in disagreement with Black et al. 
(1999) as they claim that headquarter must not expect as much from an expatriate as from a 
manager in the home-country. There are several underlying factors for an expatriate’s 
inefficiency which he/she is unable to control. Examples of such factors are inefficient report 
systems from headquarters transferred to the subsidiary, decision delays is another possible 
explanation for unsatisfactory expatriate performances. 
 
The most common evaluator is explained by Suutari and Tahvanainen (2002) as the 
expatriates’ immediate manager.  Black et al., (1999) claim that they are the most suitable 
persons for evaluating expatriates since their position allows them to evaluate the relationship 
between the assignees’ job performance and the company’s objectives. In SCA’s case the 
employee’s immediate superior is always included as the director of the evaluation, in 
addition he/she develops new goals for the expatriate. In some situations there could be two 
evaluators, the superior from the home-country and the superior in the host-country. The 
objective for those two should be to have close contact with each other so they are fully aware 
of how the employee is performing. Nevertheless, the evaluation and goal setting must always 
be approved by the so called “grandfathers” of the organization, who are the superior’s 
superior. This is done in order to guarantee objectivity by avoiding circumstances where an 
employee receives an unfair evaluation due to aversion between the superior and the 
employee. Theory (Suutari & Tahvanainen, 2002) explains that in some instances people from 
outside the company, such as internal or external customers, can act as evaluators. However, 
in those cases they need to observe the employee on the job in order to make an appropriate 
evaluation. This approach has to some extent been adapted to the strategies of SCA when 
evaluating employees in marketing.  The company includes customers and other co-workers 
in the evaluation process in order to attain a wide insight of how he/she is performing.  
 
Suutari and Tahvanainen (2002) reveal that frequent evaluation is generally accepted and that 
empirical evidence shows that employees prefer when evaluation is carried out more 
frequently. In this case it is apparent that the management of SCA is not content with the 
frequency and commitment that evaluators have put into the matter. The effectiveness and 
frequency of the evaluation is often determined by the ambitiousness of superiors.   
 
The objective with the evaluation process is to locate those performances within the 
subsidiary that are exceptional in order to reward them (Black et al., 1999). Our study reveals 
that in order to increase sincerity it is important to detach the salary negotiations from the 
performance evaluation process. Otherwise employees might feel hesitation towards 
ventilating sensitive issues, simply because it could fall back at them. Although the evaluation 
is detached from the salary negotiations it still constitute for the foundation of the 
forthcoming salary negotiations. During the evaluation the expatriate is judged on a four 
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levelled scale, with each number representing an expected increase of salary. This is done in 
order to praise those employees who perform well. 
 
Suutari and Tahvanainen (2002) claim that there are several organizational factors that 
influences the nature of the evaluation process. This corresponds with the data collected from 
SCA as it is explained that minor companies are more likely to evaluate their expatriates 
much more thoroughly. While major companies on the other hand consider their expatriates 
as any other employee and for that reason they tend to have a more standardized approach 
towards evaluation.   

5.2 Cross-Case Analysis 
This section will provide the reader with a comparison of the within-case analysis conducted 
for each of the two companies, Skanska and SCA in the previous section. 

5.2.1 Facilitating Adjustment 
In Table 5.1 the data obtained and analyzed through within-case analysis are summarized in 
order to provide an overview of the similarities and differences between the two companies’ 
approach towards facilitating adjustment.  
   
Table 5.1: Facilitating Adjustment 

Facilitating Adjustment 
Concepts Skanska SCA 
1. Understanding of 

role and 
leadership in 
work adjustment 

− Role Conflict 
− Role Novelty 
− Role Clarity 
− Role Discretion 

Yes 
Yes 
Yes 
Yes 

No 
No 
Partial 
No 

2. Considerations to 
organizational 
factors 

− Organizational 
culture novelty 

− Co-worker 
support 

− Superiors’ 
support 

− Logistical 
support 

No 
 
No 
 
Yes 
 
No data 

No 
 
Yes 
 
Yes 
 
Yes 

3. Expatriation 
approach in 
regard to 
positional factors 

− Hierarchal level 
− Functional area 
− Vector 

No 
No 
No 

No 
No 
No  

4. Family considerations in order to 
facilitate adjustment 

Yes Yes 

5. Determining individual characteristics − Flexibility 
− Sensitivity 
− Entrepreneurship

− Flexibility 
− Self-awareness 
− Good worker 

− Curiosity − Language skills 
Source: Authors’ own construction (2006) 
      
     Job factors – Regarding job factors, which solely contains different aspects of roles, it is 
evident that the companies have a widely different opinion in the matter. SCA claims that role 

54 



DATA ANALYSIS 

clarity is not relevant since the style of leadership is connected to a person’s personality and is 
for that reason difficult to change. Although SCA informs expatriates in management 
positions to be aware of certain aspects connected to leadership, the company does not expect 
the expatriate to unerringly obey those guidelines. Skanska on the other hand claims that role 
clarity is a mean to prepare the expatriate for their assignment abroad. Role clarity should be 
provided on the location and the difficulties should be exaggerated in order to be the most 
effective. However, this is not the reality of how it works at Skanska, it is rather a vision of 
how the company would like it to work. In reality Skanska still puts a lot of emphasis on role 
clarity but it is provided to the expatriate before he/she leaves for a foreign assignment. 
Precise and direct guidelines are provided about how a role of a manager differs in the foreign 
country. In some instances it is important to adapt one’s role in order to assimilate with local 
circumstances, hence the importance of role discretion. At Skanska role discretion is very 
important since the Swedish style of leadership is not appreciated everywhere and in some 
cases it becomes important to withdraw from that role. Yet again SCA states that, since we 
are who we are, it becomes difficult to change our personality and therefore a more 
standardized approach of leadership is apparent. Since role discretion is an important factor to 
consider at Skanska the company also explains that expatriates are likely to experience 
different levels of role novelty, which subsequently creates a potential role conflict. This fact 
was not supported by SCA as the company claims that a standardized style of leadership 
circumvents the occurrence of role novelty and as a result role conflict does not appear. 
However, when an expatriate’s style of leadership does not correlate with local circumstances 
he/she risks to be replaced. 
 
     Organizational factors – Skanska claims that the company has not experienced 
organizational culture novelty as a noticeable factor in the organization. An explanation is that 
Skanska’s organizational culture and structure is always conveyed when developing 
international projects. This is in correspondence with SCA as its standardized, yet 
decentralized, organization avoids any instances where an expatriate might experience 
organizational culture novelty. Currently Skanska has no official plan of how to carry out 
social support from co-workers to the expatriate. However, the company has in the past 
utilized mentors from the home-country as a mean to provide with co-worker support, but it 
soon proved to be unsuccessful and thereby discontinued. Although SCA has no outspoken 
support strategies between co-workers the company still develop social networks with the 
purpose of creating a forum for expatriates and their families to ventilate and reflect with 
others. The social support from superiors is regarded as a vital factor both by SCA and 
Skanska in order to facilitate expatriate adjustment. In both cases the assignees are being 
familiarized with his/her new environment during a briefing carried out by the immediate 
superior. They become familiarized with the project/assignment and the environment. 
Moreover the two companies state that the immediate manager is always there to assist the 
expatriate when difficulties arise. SCA hires relocation firms in order to provide with 
logistical support and consequently facilitate adjustment at a much faster pace. By 
outsourcing this activity SCA ensures themselves that the company always has competent 
people with experience who deals with the practical issues needed to function in the new 
environment. The only distinguished logistical support strategy that Skanska points out is its 
activities of language training, other factors than that the company considers as a type of 
compensation.  
 
     Positional factors – Skanska’s objective is to treat every employee as equals the company 
always strive to be as fair as possible. As a result all its expatriates can expect the same living 
standard, similar houses, the same type of car etc. However, the project manager may at times 
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have a larger house with more commodities but this is due to practical reasons. This goes in 
line with SCA’s perception of how employees should be treated. SCA always tries to 
implement a standardized approach towards its employees regardless of his/her location or 
position. For that reason all contracts and policies are handled from Sweden in order to ensure 
that everyone is treated equally.  
 
     Non-work factors – Both of the companies realize the importance of having tangible 
support systems to the expatriate’s family. However the nature of the support differs to some 
extent. SCA has decided to focus more on providing more with financial and logistical 
incentives in order to facilitate the spouse’s every-day life. A possible explanation for this is 
that a majority of SCA’s expatriates are third-country nationals whose spouses are 
accustomed to a more traditional distribution of tasks. They are more likely to turn down jobs 
which have been arranged by SCA than their Swedish counterparts. In Skanska’s case it is 
evident that the company has decided to put more focus on social support provided to the 
families. Before the actual assignment the family receives thorough training in cultural 
awareness and they have the possibility of discussing their concerns with former expatriates. 
The expatriates’ spouses at Skanska most often have a career of their own, therefore it 
becomes problematic when Skanska are unable to find them a proper job. However, in the 
case where the spouse does not want a job they are encouraged to participate in other 
activities such as, cultural learning’s, language courses or to assist in children’s tutoring. It is 
very rare in both cases that candidates turn down offers due to family reasons. 
 
     Individual factors – SCA states that self-awareness as a vital quality for expatriates to 
possess, Skanska focuses more on, sensitivity and entrepreneurship. Flexibility is a factor 
which both of the companies considered as important. In addition Skanska puts emphasis on 
the fact that expatriates should have a genuine interest for new assignments and environments. 
Those who are there only to make money or attempt to flee their unresolved personal issues 
are more likely to fail during their assignment. SCA’s expatriates always have the qualities of 
being a good worker, he/she is someone who has an expert’s knowledge in a particular field.  
Language was another important aspect that was brought up by SCA. To know the country’s 
language is especially important for those with operative tasks. 
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5.2.2 Expatriate Compensation 
In Table 5.2 the data obtained and analyzed through within-case analysis are summarized in 
order to provide an overview of the similarities and differences between the two companies’ 
approach towards compensation.  
 
Table 5.2: Expatriate Compensation  

Expatriate Compensation 
Concepts Skanska SCA 
1. Characteristics of 

the compensation 
strategy 

− As the home-
country 

− As the host-
country 

− Hybrid system 

Yes 
 
No 
 
No 

Yes 
 
No 
 
No 

2. Elements to consider when developing a 
compensation system 

− Financially 
secure 

− Satisfied workers 
− Equitable to 

local staff 
− Practicality 

− Financially 
secure 

− Satisfied workers 
− Inconvenience of 

moving abroad  

3. Differences in 
approach 
depending on 
country’s: 

− Taxation system No No 
Partial No − Exchange rate  

Source: Authors’ own Construction (2006) 
      
     Characteristics of the compensation strategies – The companies’ compensation strategy 
have a few similar characteristic, however, there are differences in some aspects. Both 
Skanska and SCA base their compensation strategy on the expatriate’s home-country salary 
and benefits, this is done in order to be as fair as possible towards their expatriates and their 
home-country counterparts. Moreover, the two companies handle the payment of expatriates’ 
taxation as form of compensation. Skanska and SCA have corresponding ideas on how to 
compensate their expatriates, as the incentive is a mean to facilitate their adjustment. They are 
provided with free living, free car, children’s education, insurances and free medical care. 
However, there are some differences between the companies’ approach. SCA takes more 
factors into consideration when deciding on the expatriate’s compensation package. An 
example of such aspect is the COL incentive, which ensures that the expatriate can expect the 
same cost of living regardless of location. On the other hand, Skanska compensate its 
expatriates with free travels to the home-country 1-3 times a year. Furthermore, Skanska 
considers its offering of continuous language training as a kind of compensation.   
 
     Elements to consider – When describing important elements during the development of a 
compensation system, the companies both agreed on a few issues. They claimed that financial 
security and satisfied workers were two important ingredients to consider when constructing a 
successful system. Skanska and SCA utilize the home-country strategy which allows the 
expatriates to live as they are accustomed to at home. Furthermore, SCA states that an 
effective tool which is used in order to secure a stable economy for the expatriate is the COL 
incentive. It is utilized in order to adjust the differences in cost of living between two 
countries by using an indexed list which continuously updates. The benefit by using this list is 
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that it effectively adapts the expatriate’s salary to the living standards of a country. Skanska 
does not have the same formal structure when handling COL differences, the salary is merely 
raised for the expatriates who are working in countries with high purchasing power. 
Skanska’s opinion is that expatriates who are assigned to countries with a high standard of 
living should consider that as compensation by itself.  
 
Furthermore, SCA believes that the compensation system should be developed in order to 
reimburse for the expatriate’s inconvenience of moving abroad. In order to do so, SCA has 
four types of compensations which reimburse the expatriates’ endeavors; hardship allowance, 
mobility incentive, relocation allowance and compensation to the spouse. The hardship 
allowance is paid to compensate the expatriates for the adjustment that they have to endure in 
the new country. The allowance becomes higher the more the country differs in religion, 
culture, language and customs. The mobility incentive is utilized in some instances to 
compensate the couple’s reduction in total income as the spouse commonly resigns from 
her/his job. The relocation allowance is handed out in order to compensate the expatriate and 
his/her family for the costs of setting up a new home in the new country. The expatriate’s 
spouse can also expect an allowance as she/he receives 5000€ with the purpose of 
encouraging him/her to take language courses, proceed with a hobby, start up an own business 
etc. In addition to that, 2750€ is placed in a pension plan every year for the spouse.  
 
Skanska on the other hand, puts a lot of emphasis on being equitable towards its local staff. 
Although the local staff is given a salary above the conditions of the market they still should 
not expect to receive the same salary as the expatriates, since theirs are based on home-
country circumstances. Skanska claims that the company always strives to please its local 
workers as much as its expatriates, hence the high salaries and their possibility of using all the 
facilities at the camp. This is done in order to satisfy the local staff and to show the 
surrounding world that Skanska is a company who values every employee regardless of 
origin. Furthermore, the company states that another important element when developing a 
compensation system is to compensate for practical reasons. As an example, an expatriate 
who is in need of a car for practical reasons will immediately be compensated for that.   
 
     Taxation system and exchange rate – Skanska and SCA are both handling the expatriates’ 
taxes regardless of where the assignment is carried out, thus there are no differences in their 
approach towards taxation. However, the two companies are not equal when it comes to their 
approach on handling fluctuations in the exchange rate. SCA does not utilize different 
approaches for different countries, instead the expatriates have the possibility to freely decide 
how much of the salary that should be paid in the local currency. Once this proportion has 
been decided on it is no longer possible to change it. Skanska on the other hand uses different 
parameters to ensure that its expatriates maintain the same living standard regardless of 
fluctuations in the currency. However, the company does not take action until the currency 
has changed by more than 10 percent. In some cases a solid exchange rate is created in order 
to cover the fluctuations and diminishing the economical risks for the expatriates.    
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5.2.3 Performance Evaluation 
In Table 5.3 the data obtained and analyzed through within-case analysis are summarized in 
order to provide an overview of the similarities and differences between the two companies’ 
approach towards evaluation. 
 
Table 5.3: Performance Evaluation 

Performance Evaluation 
Concepts Skanska SCA 
1. Types of goal − Hard goals 

− Soft goals 
Yes 
Partial 
 

Partial 
Partial 

2. Goal setter − Home-country 
supervisor 

− Host-country 
supervisor 

− Third-country 
supervisor 

Yes 
 
Partial 
 
No 

Yes 
 
Partial 
 
No 

3. Frequency of 
goal setting 

− Standard review 
cycle 

− Natural 
frequency 

No 
 
Yes 

No 
 
Yes 

4. The Evaluator − Immediate 
manager 

− Self-evaluator 
− Peer manager 
− External 

evaluator 
− 360-degree  

Yes 
 
No 
No 
No 
 
Partial 

Yes 
 
No 
No 
Partial 
 
Yes 

5. Frequent formal evaluation Yes Yes 
6. Standardized approach towards 

evaluation 
Yes Yes 

No No 7. Differences in evaluation strategy 
depending on the traits of the 
organization 

Source: Authors’ own Construction (2006) 
 
     Types of goal – Primarily, Skanska utilizes hard goals when developing its project’s 
objectives. This is due to the fact that hard goals are less complicated to measure and thereby 
more friendly to the evaluation process. However, the company sometimes utilizes soft goals 
and especially when developing objectives for expatriates in leader positions. SCA puts 
emphasis on two important factors that organizations should be aware of; clear instructions of 
what he/she should do during the assignment and there must be a developed purpose of 
sending an employee on a foreign assignment. Moreover, SCA utilizes hard goals when 
developing objectives towards a whole international operation. An example of such goal is 
how much its expected turnover should increase at a specific subsidiary. 
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     Goal setters – Both Skanska and SCA determine their goals in the home-country and they 
are settled by the home-country supervisors. However, the two companies further explain that 
these goals could change during the assignment and new goals could be developed. When 
these situations occur, the supervisors in the host-country most often are involved in the 
development of the new objectives. 
 
     Frequency of goal setting – Skanska and SCA have similar approaches when handling the 
frequency of goal setting. The two companies consider that goal setting in a natural frequency 
such as before a project or an assignment has more advantages than in a reviewed cycle. 
Furthermore, they explained that settled goals could be changed during the project or 
assignment. 
 
     The evaluator – Neither of the two companies are utilizing self-evaluators nor peer 
managers in the evaluation process. However, both involve the immediate manager who they 
claim possess suitable knowledge in order to conduct a successful evaluation. Nevertheless, in 
order to guarantee objectivity and by avoiding circumstances where an employee receives an 
unfair evaluation due to aversion between the superior and the employee, SCA utilizes a 
praxis where the evaluation and goal setting must always be approved by the so called 
“grandfathers” of the organization, who are the superior’s superior.In addition to that SCA 
also includes external evaluators such as its costumers. They are foremost involved when 
SCA evaluates expatriates who are working in market divisions throughout the company. 
Furthermore, the company includes co-workers in its evaluation and this is done in order to 
attain a wide insight of how he/she is performing. Skanska on the other hand has two people 
involved in the evaluation process, the immediate manager and the project manager. Apart 
from the evaluation of expatriates, the project manager is assigned to evaluate employees but 
with the objective of evaluating the whole work group. The project manager gathers 
information in order to see if the group performs without any problems. Furthermore, the 
immediate manager and the project manager meet on a regular basis in order to discuss the 
expatriates’ performances. Interviews with its expatriates is carried out, in addition to the 
regular evaluation, these interviews are carried out by a representative from the HR 
department.  
 
     Frequent formal evaluation – According to Skanska evaluations of the expatriates is 
carried out at least once a year and interviews with the expatriates are performed twice a year. 
The two companies further agree that frequent evaluation and feedback is appreciated by the 
expatriates. Nonetheless, SCA claims that the effectiveness and frequency of the evaluation is 
determined by the ambitiousness of superiors. Moreover, the company claims that in order to 
increase sincerity it is important to detach the salary negotiations from the performance 
evaluation process. Otherwise employees might feel hesitation towards ventilating sensitive 
issues, simply because it could fall back at them. Although the evaluation is detached from the 
salary negotiations it still constitutes the foundation for the forthcoming salary negotiations. 
 
     Different evaluation strategies depending on organization – Skanska and SCA have a 
standardized evaluation process for the entire organization. This is due to the fact that both 
companies have a strong organizational culture which widely spread throughout the entire 
organizations. However, SCA points out that minor companies probably evaluate their 
expatriates much more thoroughly, since it is a more unfamiliar activity that they have 
engaged. 
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6 FINDINGS AND CONCLUSIONS 
 

he previous two chapters presented our collected empirical data as well as analyses of 
the data. This chapter will provide the reader with the answers to the research questions 

that were stated in chapter one. This will be done by drawing conclusions from our findings 
and thereby reaching our stated research purpose, which is to provide a better understanding 
of MNCs’ expatriation strategies in connection to the during-assignment phase. Finally, 
implications for, theory, practitioners and future research is presented. 

 T

 
The purpose of this study was to provide a better understanding of MNCs’ expatriation 
strategies in connection to the during-assignment phase. In order to serve this purpose we add 
the following research questions. How can MNCs’ efforts in facilitating expatriates’ 
adjustment be described? How can MNCs’ compensation as an incentive to expatriates be 
described? How can MNCs’ evaluation of expatriates’ performances be described? 
  
Before answering the research questions, we consider it significant to explain that our 
findings only are based on two case studies. Therefore, they do not provide sufficient ground 
for any kind of generalization. Nevertheless, Skanska and SCA are two well establish 
Swedish MNCs with years of experience in the field of expatriation. For that reason their 
expatriation strategies in the during-assignment phase might be indicative of other MNCs’ 
behavior.  
 
When performing the interviews with the two companies we discovered that their 
organizational structure differed from each other. For instance, when Skanska sends 
expatriates to a foreign assignment, they are assigned with the purpose of constructing a 
project which has an end date. These projects could be located far from modern environments 
and therefore the expatriates live close together in camps that are constructed like small 
villages. While SCA sends its expatriates to assignments which are conducted in connection 
to a foreign office often located in larger cities were the expatriate do not live as closely as 
Skanska. Moreover, our study revealed that Skanska’s expatriate mostly originate from 
Sweden, whereas only eight percent of SCA’s expatriate are Swedes. Obviously this diversity 
is a result connected to the fact that the companies operate in different industries. Moreover, it 
could also be an explanation why the two companies differ in their expatriation strategy 
during the assignment.   
 
Again, in the process of research for this study we found that the expatriate failure rate is 
significantly lower compared to the reviewed theory. This may be a result of the fact that most 
of the research covering the topic has been conducted in the US. Moreover, a conclusion 
could be drawn that expatriates from Swedish MNCs are less likely to fail compared to 
expatriates from USA. In addition it became apparent in our study that respondents have 
experienced that expatriates from the US have more difficulties of adapting into new 
environments. It is our opinion that American companies are more dependent on having 
formal and structured strategies for their expatriate activities compared to Swedish firms. If 
this might be the case it could be an explanation towards the lack of formal rules in some 
aspects of Swedish MNCs’ expatriation strategies. The fact that they have such high 
confidence in their expatriates could be the answer to why Swedish MNCs treat their 
expatriates in the same manner as they do with their home-country employees.  
 

61 



FINDINGS AND CONCLUSIONS 

Many of the reviewed theories suggest that companies send expatriates in order for them to 
develop and learn new things and then to return the acquired knowledge back to the company. 
However, in our study we found that the main reason why companies send expatriates is 
rather the opposite as the objective is to develop and teach the local staff in host-countries 
how the company business should be conducted.    

6.1 RQ 1: How can MNCs’ efforts in facilitating expatriates’ adjustment 
be described? 

During our investigation of how different roles can affect an expatriate’s work adjustment, it 
was apparent that MNCs have two alternatives. They can either give clear directions of an 
expatriate’s expected behavior or they can simply let the expatriate utilize his standardized 
role. Each of these approaches obviously has some advantages and drawbacks which 
eventually leads us to some recommendations of how to utilize the two strategies effectively. 
A standardized role approach towards an assignment enables the expatriate to behave in a way 
that he/she is familiar with. The expatriate’s confidence is likely to be boosted for two 
reasons, he/she knows that the approach has appeared successful in the past or he/she is aware 
of a certain behaviors that need to change. This fact inhibits the occurrence of role conflict as 
the experienced confusion is diminished and the level of role novelty is kept at a minimum. 
However, MNCs should be aware of the fact that there is always a risk that the standardized 
approach is not appropriate in every environment. For that reason the expatriate should be 
prepared that he/she could eventually be replaced in the occurrence of a mismatch. Although, 
organizations do not signal an expected behavior it still was evident in our study that 
informing the expatriate of accepted behaviors in the foreign environment is of high 
importance.  
 
The second alternative that MNCs can choose from is rather more complex has it calls for an 
adaptation of a desired behavior. An important aspect to have in mind is that organizations 
must put a lot of efforts in realistic and understandable role clarity. Clear directions should be 
given to the expatriate so that he/she has an exceptional understanding of what is expected 
from him/her. It was found that role clarity operates as a mean to prepare the expatriate and is 
the most effective when carried out on the location for the assignment. Another positive 
aspect to consider is to exaggerate the difficulties of the assignment, this is in order to ensure 
that the expatriate has comprehended the information. The expatriate often have their mind set 
on leaving the country for a pleasant time abroad. Prior to the departure they often experience 
a similar feeling to the one mostly connected to an upcoming vacation. To adapt the role to 
local circumstances calls for high levels of role discretion, this could be done by preparing the 
assignee that for example certain management styles are not appreciated everywhere and 
therefore adaptation might come in hand. When role discretion is utilized it creates a situation 
where the expatriate’s role differs from previous roles and the occurrence of role novelty 
becomes more evident. Therefore our findings show that a high level of role novelty is likely 
to increase the experienced amount of role conflict. 
 
Regarding organizational culture novelty it was apparent that organizations with a strong 
culture spread among it subsidiaries enhances the expatriates’ adjustment to the work place. 
This is because the expatriate arrives at place where he immediately knows the procedures of 
their way of working. He/she can more rapidly focus on his/her given task without having to 
familiarize as much with the organizations way of working. 
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When covering the topic of social support we became aware of the complexity of utilizing 
social support, especially the one provided by co-workers who are situated in the home-
country. While many expatriates feel that there is no need for sharing thoughts with, most 
often, an unknown person others might feel a constant need for expressing their thoughts and 
raising concerns. For that reason MNCs should strive towards creating social networks for the 
expatriate at the location for the assignment. This could be done by presenting the expatriate 
and his/her spouse to other expatriates in the surrounding in order for them to ventilate and 
reflect with others in the same situation. Although the co-worker support is an important 
factor, MNCs should put substantial efforts in acknowledging the relationship between 
expatriate and his/her immediate superior. The immediate superior has the day-to-day insight 
in the expatriate’s life as he/she works in close contact throughout the assignment. Our study 
revealed that the immediate superior should always be there for the expatriate when 
difficulties arise. He/she also have the opportunity of facilitating the expatriate’s adjustment 
by showing him/her around, both at the work place and outside, introduce him/her to social 
clubs and informing of other practical aspects. Regarding logistical support it was found that 
MNCs can increase the pace of the work adjustment by hiring relocation firms. They are hired 
with the purpose of facilitating practical issues that are connected with moving to another 
country. The advantage by utilizing these kinds of firms is that they have an expert’s 
knowledge of what the expatriate should be assisted and provided with in order to function in 
the new environment.  
 
It was apparent in our study that MNCs tend to have a standardized approach towards their 
employees and therefore expatriates are not treated any differently than an employee in the 
home-country.  The objective is to treat everyone as fair as possible by giving them equal 
opportunities, compensate them accordingly and supporting them as any other employee. We 
also discovered that a strategic tool that can be utilized in order to maintain this standard is to 
handle all contracts and policies, concerning HR, from the home-country.  
 
Although the family’s inability to adjust to the new environment is considered the number one 
explanation for expatriate failure, the numbers in our study still remain relatively low. 
However, we discovered that companies put a lot of efforts into the matter. Our study 
revealed two different approaches. MNCs can choose to either provide the family with social 
support, or with financial and logistical incentives. These approaches obviously not exclude 
the other as they both can be combined in order to achieve desirable outcomes. Dual-career 
couple is often of concern for MNCs as it often is difficult to find the spouse a job that lives 
up to her/his expectations. It is however a fact that those expatriate wives who are from 
countries with traditional gender roles often show reluctance towards working in general. For 
that reason, the inability of finding a job never becomes an issue. We also found out that 
MNCs should always encourage the spouse to pick up a hobby or to take language courses, 
cultural training or to participate in social gatherings. The purpose is to motivate the spouse to 
learn more about the foreign environment, since he/she is often the one who has a higher 
involvedness in the culture’s everyday life. The spouse does not have the same social comfort 
zone as the expatriate is offered at the workplace. 
 
There are a number of individual characteristics that came up during our study which was 
considered as decisive for a successful assignment. The expatriate should first of all show a 
high tendency of flexibility, meaning that he/she should possess the ability to adapt 
him/herself to the environment, rather than the opposite. Curiosity and entrepreneurship are 
two other factors that MNCs look for in their candidates. It was also discovered that 
expatriates who attempt to flee unresolved personal issues or those who try to patch up their 
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relationship never have a reasonable chance of succeeding. Another important aspect that 
became evident was language skills of the expatriate, however these skills could be trained on 
the location and therefore pre-knowledge of the language is not as important. Nevertheless, 
the person must possess a sincere openness towards learning new languages and should also 
have the qualities of a good learner. 
 
These are the specific conclusions that can be drawn regarding research question one: 
 

• Role directions should be exaggerated and carried out on the location to overcome the 
distraction that a future expatriate can experience. 

• Organization’s with a strong wide-spread organizational culture facilitates work 
adjustment since organizational culture novelty never becomes a factor. 

• The most important source of support is the expatriate’s immediate manager. 
• Local relocation firms facilitate work adjustment by letting the expatriate focus 

directly on his/her work tasks.   
• MNCs do not treat their expatriates any differently from their home-country 

employees.  
• The difficulties with dual career couples do not appear to be a factor for those who 

originate from countries where traditional gender roles are considered. 
• Flexibility, curiosity, entrepreneurship, and the ability to learn new languages are 

aspects that assist the expatriates in their adjustment.  

6.2 RQ 2: How can MNCs’ compensation approach as an incentive to 
expatriates be described? 

 
When exploring the area of compensation it became evident that monetary incentives is the 
first thing that came to people’s mind. However, according to our findings there are a number 
of different factors to include in the expatriate’s compensation package. When we discussed 
the characteristics of a compensation strategy our study revealed that Swedish MNCs utilizes 
a compensation strategy which is based on the expatriates’ home-country circumstances. This 
means that the salary is in relation to the expatriates’ home-country co-workers’. Our findings 
also disclosed that the main reason why MNCs utilizes the home-country strategy is because 
of its fairness to other employees. In addition it creates a solid satisfaction among the 
companies’ expatriates and home-country workers.  
 
Furthermore, we found that MNCs also compensate their expatriates with several other means 
than simply money. The expatriates are provided with free living, free car, free education for 
their children, insurance and free medical care. These types of compensations are conducted 
for practical reasons and in order to offer the expatriate a safe and secure environment where 
he/she can feel comfortable. However, our findings also exposed that MNCs focus on two 
different aspects when selecting their approach to compensation. They either seem to be more 
focused on creating a stable and fair economy for the expatriate or they take practical aspects 
such as free travelling, sports club accessibility and thorough language training into higher 
consideration.  
 
According to our study there are a number of important elements that MNCs should take into 
consideration when constructing a compensation system. First of all, MNCs always strive 
towards satisfying their workers, this is done mainly by providing expatriates with financial 
security. Nonetheless, we found that some elements were more significant to include in the 
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compensation system than others. An example of such element is companies’ incentive to 
support the expatriate with additional financial reimbursements in order to compensate 
him/her for the inconvenience of moving abroad. Furthermore, it came to our awareness that 
the system should be equitably constructed towards the local staff since their satisfaction is of 
high importance for the completion of an assignment. Another factor which we did not find in 
the literature but became apparent during our data collection was the fact that expatriates 
should be compensated in order to facilitate his/her practical needs.  
 
When it comes to protecting the expatriate from different tax rates our study disclosed that 
MNCs take care of the taxation problem by paying for them. In order to diminish the possible 
fluctuation of exchange rate our findings revealed that companies can utilize three strategies 
to overcome the problem. Firstly, companies could give the expatriates the possibility to 
freely decide how much of the salary that should be paid in the local currency. This is done in 
order for the expatriate to have a possibility to affect the development of his/her savings. 
Secondly, companies could use different parameters to ensure that their expatriates maintain 
the same living standard regardless of fluctuations in the currency. This could be done by 
deciding on a percentage where the company should take action. Finally, companies could 
create a solid exchange rate in order to cover the fluctuations and diminish the financial risks 
for the expatriates.    
 
These are the specific conclusions that can be drawn regarding research question two: 
 

• The benefit of the home-country strategy is its fairness towards every employee as it 
creates a comprehensive satisfaction. 

• Compensations are conducted for practical reasons as a mean to enhance the 
expatriate’s comfort. 

• Financial security and satisfied workers are important elements in the compensation 
package. 

• Taxes are paid by the organization in order for the expatriate to withstand his/her net-
income. 

• Companies compensate their expatriates for fluctuations in the local currency. 

6.3 RQ 3: How can MNCs’ evaluation of expatriates’ performances be 
described? 

 
When describing the evaluation process one should have in mind that goal setting plays an 
important role in the overall activity. This is because goals provides with a starting point for 
companies’ evaluation. According to our study MNCs tend to have different strategies when 
developing goals. Our findings suggest that MNCs use both hard and soft goals to some 
extent. However, the following two factors were also found as important factors when 
developing expatriation goals. Firstly, the expatriates should have clear instructions of what to 
do during the assignment, expectations should be developed in a realistic and feasible fashion. 
Secondly, there must always be an overall purpose of sending an employee on a foreign 
assignment, hence the raised question whether a local employee could do the same task with 
similar outcome.  
 
In our study it was found that goals are developed through the home-country supervisor 
before the expatriate leaves for an assignment. As a result the process remains the same for 
goal setting in a home-country context and in the instance when expatriates are utilized. 
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However, these goals could change several times throughout the assignment, but this was not 
considered as a complex factor among the companies. In addition, our study further reveals 
that MNCs set their goals before an assignment or project. 
 
After the goal setting process is completed companies should proceed by following up how 
the expatriate has performed in context to the defined objectives. An important aspect in the 
process of evaluating is to regard who should be the assigned evaluator. Our findings suggest 
that Swedish MNCs frequently chose the expatriate’s immediate manager to be in charge of 
the evaluation. Furthermore, we found that Swedish MNCs are not only dependent on one 
evaluator, instead they often include several people in the process and this is foremost done in 
order to gain a broader perspective from different sources. This could be done by utilizing 
customers, co-workers and/or managers in different levels of the organization. Our study 
revealed that peer managers and self-evaluators are not frequently used in the evaluation 
process. Our study also revealed that the evaluation should be approved by the evaluators’ 
supervisor in order to guarantee objectivity by avoiding circumstances where an employee 
receives an unfair evaluation due to aversion between the superior and the employee. Our 
investigation disclosed that in order to increase sincerity it is important to detach the salary 
negotiations from the performance evaluation process. According to our findings Swedish 
MNCs were positive to perform evaluation at a quite frequent rate. However, they further 
claimed that the effectiveness and frequency of the evaluation is determined by the 
ambitiousness of superiors.  
 
The final aspect that was investigated in the fields of evaluation was how different traits of an 
organization affect the evaluation process. Our study revealed that minor organizations are 
more likely to investigate their expatriation activities much more thorough. An explanation 
for this could be that sending employees over-seas is an unfamiliar activity that they have 
engaged in.  
 
These are the specific conclusions that can be drawn regarding research question three: 
 

• Clear instruction of what is expected of the expatriate as well as an overall purpose of 
sending an employee on a foreign assignment should be developed.  

• Equal goal setting approaches are utilized both for home-country employees and 
expatriates. 

• The immediate manager is the most frequent person to be in charge of the evaluation. 
• The effectiveness and frequency of the evaluation is determined by the ambitiousness 

of superiors. 

6.4 Implications and Recommendations 
The stated conclusions in the above sections will work as guideline to construct the following 
implications. This section will thereby bring up implications for theory, implications for 
practitioners and finally, implications for future research. 

6.4.1 Implications for Theory 
The purpose of this study was to provide a better understanding of MNCs’ expatriation 
strategies in connection to the during-assignment phase. This was done primarily by 
describing expatriation and the already existing theories within our stated research questions. 
However, we also explored the expatriate’s during assignment phase by collecting new data 
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through two interviews with Swedish MNCs and we thereby begun to explain by answering 
our stated research questions. Our findings and conclusions both confirmed and strengthen the 
theories at several points. However, we were able to add a few variables to the existing 
theories, such as; factors concerning role clarity, MNCs’ perception of their expatriates, 
elements when developing compensation system and the standardized approach towards 
evaluation. These factors became apparent during our study and they all have an affect on the 
expatriate’s adjustment. Furthermore, it was found that expatriates should possess the 
qualities of being flexible and have a genuine curiosity.   

6.4.2 Implications for Practitioners 
This section will bring up implications for practitioners which can be seen as suggestions to 
managements as they are based on our collected data and findings. The following implications 
are based on empirical data, analysis and conclusions conducted during this study. 
 
This study has on several occasions pointed out the many factors that are determent for 
expatriate success. It also became evident that both Skanska and SCA already have taken 
consideration to the many aspects pointed out in theories. However, there are a number of 
factors that have not been included which calls for additional attention. These factors are 
presented in the bullet points below: 
 

• Management should acknowledge that expatriates who are about to leave for a foreign 
assignment tend to have their mind set on having an enjoyable time in another country. 
To overcome this problem more emphasis must be done on supplying the expatriate 
with clear directions of what is expected of him/her. This is preferably carried out on 
the location and with exaggerations of the difficulties that he/she could be faced with. 

 
• Organizations should always strive to include the expatriate’s spouse in the company’s 

support activities. It is not sufficient to only find a job and than leave the spouse by 
him/herself. Have in mind that spouses often lack the secure environment that the 
expatriates’ work place offers them. 

• Theory points out (Suutari & Tornikoski, 2001) that the host-country compensation 
strategy has become increasingly popular over the years. Managements who wish to 
utilize this strategy therefore have to acknowledge that an expatriate’s compensation 
package should attract and retain expatriates where they are needed. For that reason 
compensating by the host-country approach becomes complicated in developing 
countries. Although the cost of living drastically decreases, it definitely increases the 
unattractiveness of accepting such assignment.  

 
• There are three different ways for management to solve the problem of fluctuating 

exchange rates. Firstly, management could give the expatriates the possibility to freely 
decide the percentage of the salary that should be paid in home-country’s currency. 
Secondly, management could use different parameters to ensure that their expatriates 
maintain the same living standard regardless of fluctuations in the currency. Finally, 
management could create a solid exchange rate in order to cover the fluctuations and 
thereby diminishing the economical risks for the expatriates. 

 
• Management should include several persons in the evaluation process in order to gain 

all embracing knowledge from different sources. 
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• In order to obtain an effective and frequently performed evaluation, management 
should focus on delegating the evaluation to highly ambitious supervisors. The quality 
of the supervisor conducting the evaluation is how higher concern than the quantity.  

6.4.3 Implications for future Research 
We have throughout the thesis been trying to explain how MNCs facilitate adjustment for the 
expatriate in his/her during assignment phase. It is important to have in mind that expatriation 
as a strategy and as a staffing approach constantly changes. Managements need to be up to 
date with the new findings regarding expatriation since they constantly evolve. Our study 
investigated expatriation as a phenomenon with a somewhat broad perspective and only 
briefly investigated the areas of different roles for the expatriates, ethical issues regarding 
compensation, goal setting and how different traits of an organization could affect the 
evaluation process. Therefore we recommend the researchers to consider the following: 
 

• More research could be performed on the benefits and drawbacks of having 
standardized roles. 

• Further research could be made on the benefits and drawbacks with expatriates that 
adapt their role when moving to foreign country. 

• Researchers could investigate how companies compensate their local staff compared 
to their expatriates. 

• More research on how definite goals could have a positive effect on the expatriate’s 
performances. 

• The goal setter should further be investigated by analyzing his/her characteristics and 
the objectives with goal setting. 

• More research could be made on how different characteristics of an organization could 
affect the evaluation process. 
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INTERVIEW GUIDE – ENGLISH VERSION 
 
General Questions 
 

• Respondents name and title. Years of experience within the covered area. 
• Company background. 
• Company’s history of internationalization. 
• IHR strategy. 
• Expatriation strategies in general. 
• Expatriation strategies in the during-assignment phase. 

 
Research Question 1: 
How can MNCs’ efforts in facilitating expatriates’ adjustment be described? 
 

1. What is the company’s strategy regarding the job factors as a mean to facilitate 
adjustment? 

− Role conflict 
− Role novelty 
− Role clarity 
− Role discretion 

 
2. What are the organization’s support strategies? 

− Social support from co-workers 
− Social support from superiors 
− Logistical support 

 
3. Is there a difference in the organizational culture depending on the location? How does 

the company facilitate the expatriate’s adjustment to the new environment? 
 

4. How does the company’s expatriation approaches differ depending on: 
− Hierarchal level? 
− Functional area? 
− Vector? 

 
5. How does the company facilitate adjustment outside the work place for the expatriate 

and his/her family? 
 

6. What is your opinion on the correlation between adjustment and individual 
characteristics? 

 
Research Question 2: 
How can MNCs’ compensation as an incentive to expatriates  be described? 
 

7. How is the company’s compensation strategy distinguished? 
− As the home-country 
− As the host-country 
− Hybrid system 

8. What are the important elements to consider when developing a compensation system? 
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9. How does the compensation package differ depending on the country? 
− Taxation 
− Exchange rate 

 
Research Question 3: 
How can MNCs’ evaluation of expatriates’ performances be described? 
 

10. How are the goals of the expatriate developed? 
− Hard goals (numbers) 
− Soft goals (skills) 
− Goal setters 
− Frequency 

 
11. When is the evaluation carried out? 

 
12. The evaluator 

− Selection 
− Characteristics and position 
− Number 

 
13. How is the evaluation carried out? 

 
14. What is your opinion on adapting the evaluation strategy depending on the traits of the 

organization? 
− Company and host unit size 
− A company’s level of internationalization 
− Position of an expatriate in the organizational hierarchy and task type 
− The host unit location 
− Organizational structure 
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INTERVIEW GUIDE – SWEDISH VERSION 
 
Generella Frågor 
 

• Respondentens namn och titel. Antal års erfarenhet inom det behandlade ämnet. 
• Företagsbakgrund. 
• Företagets internationella historia. 
• IHR strategi.  
• Generella expatriatstrategier. 
• Expatriatstrategier under uppdraget. 

 
Forskningsfråga 1: 
Hur kan MNF:s ansträngningar för att underlätta expatriaters anpassning beskrivas? 
 

1. Vad har företaget för strategi gällande jobbfaktorer i syfte att underlätta anpassning? 
− Rollkonflikt  
− Rollskillnader 
− Rolltydlighet 
− Rollkänslighet  

 
2. Vilka är företagets supportstrategier? 

− Social support från medarbetare 
− Social support från överordnad 
− Logistik support 

 
3. Finns det skillnader i organisationskulturen beroende på belägenhet? Hur underlättar 

företaget för expatriatens anpassning till den nya miljön? 
 

4. Hur skiljer sig företagets expatriatstrategier beroende på: 
− Rangordning? 
− Arbetsuppgifter? 
− Härkomst? 

 
5. Hur underlättar företaget anpassning för expatriaten och hans/hennes familj utanför 

arbetsplatsen? 
 

6. Vad är er åsikt angående kopplingen mellan anpassning och personliga kvalitéer? 
 
Forskningsfråga 2: 
Hur kan MNF:s synsätt på kompensation som en uppmuntran för expatriaten beskrivas? 
 

7. Hur är företagets kompensationsstrategi uppbyggd? 
− Som hemlandet 
− Som värdlandet 
− Blandsystem 

 
8. Vilka element är viktiga att ta hänsyn till när man utvecklar ett kompensationssystem? 

 
9. Hur skiljer sig kompensationspaketen mellan olika länder? 
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− Skatt 
− Växelkurs 

 
Forskningsfråga 3: 
Hur kan MNF:s  utvärdering av expatriatens prestationer beskrivas? 
 

10. Hur utarbetas målen för en expatriat? 
− Hårda mål (siffror) 
− Mjuka mål (färdigheter) 
− Vem sätter målen 
− Hur ofta 
 

11. När utförs utvärderingen? 
 

12. Utvärderaren 
− Val 
− Utmärkande drag 
− Antal 

 
13. Hur utförs utvärderingen? 

 
14. Vad är er åsikt gällande anpassningen av utvärderingsstrategi beroende på hur 

organisationen ser ut? 
− Storleken på företaget och på avdelningen i värdlandet 
− Företagets Internationalisering 
− Expatriatens position i företaget och typ av uppgift 
− Lägesposition på avdelningen i värdlandet 
− Organisationsstruktur 
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