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Abstract 



The following report is on the topic Managing Global Human Resources. The issues discussed are HR challenges of international business, how inter-country differences affect HRM; what are the global differences and similarities in HR practices; how to manage companies’ global human resources; what are the main themes in the topic, for example, the various ways of staffing global organizations, the staffing of expatriate employees, how to train and maintain expatriate employees etc.; some of the important tools and strategies that can be used by management like the implementation of Human Resources Information Systems (HRIS) or the implementation of global HR systems. 

The report attempts to summarize the key factors necessary in understanding the issue of managing global human resources and provide insights on the authors’ thoughts and understandings of the topic from their academic and practical experiences. The authors strongly believe that the effective management of global human resources for companies is extremely crucial as it serves to lay down the foundation for the dynamics and interactions between companies’ employees and between the individual employee and their companies. Therefore, if the management is effective the dynamics and interactions will be conducive and will be the driving force for success, however, if management is not effective it will bring companies down. 
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Introduction 

A part of every human resource managers’ work scope is to deal with issues concerning their companies’ employees. When these companies’ reaches go beyond the national level and into the international level, the task of managing the employees becomes even more difficult. Managers are faced with questions on how to tackle inter-country differences affecting their employees, how to improve on international assignments, how to train and maintain international employees, etc. As such, the study and understanding of managing global human resources is one of great importance and requires sound analysis. 

The first section of this report will discuss: a) the nature of global human resources; b) what it means to manage global human resources; and c) managing global human resources in the 21st century. The second section will state some important factors or components in managing global human resources i.e. a) how to staff global organizations; b) some key factors to note when staffing global organizations; and c) some key factors to note when assigning expats. The third section will discuss some of the effective tools and strategies that can be applied in managing global human resources and they include a) training and maintaining employees; b) establishing global pay systems; c) implementing human resource information systems portals; and d) implementing a global HR system. 




1 What Are Global Human Resources? 

Global human resources can be defined as the collective group of employees that belong to a company in both its home country boundaries and its host country boundaries. So for example, a company like IBM would consider its global human resources as those employees working within the United States as well as those working outside of the United States for its overseas operations. 

On the other hand, a company which only operates within its home country and does not have employees working overseas does not possess “global human resources” so to speak. However, the increasing trend of globalization and modernization have seen to it that no matter how large or small a company may be their success very much depends on also marketing and managing overseas, in turn, meaning that more and more companies today do possess global human resources. 

Global human resources consist of individuals from different nationalities, socio-economic backgrounds and environments. Hence they differ in their cultures and their political, legal and economic environments in which they work. 




2 What It Means to Manage Global Human Resources 

The obvious differences that exist among employees in companies’ global human resources coupled by the issues that arise from the barrier of distance are enough to pose a great challenge for managers attempting to manage these invaluable resources spread around the world. Managers must take into account specific inter-country differences such as those in cultural factors, economic systems, legal, political, and labor relations factors as well as ethics and codes of conduct and deal with them individually. 

If even the slightest difference is overlooked or ignored it may be the cause for miscommunication and lack of good judgment. For example, there are often discrepancies in labor relation factors from country to country i.e. in some countries labor unions are very strong like those in China on the other hand there are also countries where labor unions are unheard off. Each of these situations poses advantages and disadvantages for the company and must be understood and dealt with appropriately. Another example can be seen in the differences in legal rights that exist between countries i.e. in some countries employees have the legal right to a voice in company policies, which is known as codetermination, on the other hand in other places such rights do not exist. Therefore managers would need to find out about these differences so that they know how best to operate in the different environments. 

As well as trying to spot the differences and adapting accordingly, companies also need to set some basic common grounds throughout their global operations not only for the sake of simplicity and ease of work but also for that of having uniformity and being able to retain its own corporate culture. Therefore it must work to install management systems such as for example, organization structures, managerial controls, worldwide banking relationships, human resource management systems for recruiting, selecting, training, and appraising and compensating its workers abroad etc. In this process companies and their managers will be faced with a number of challenges and critical decisions like whether or not they should staff their offices overseas with home-country, host-country or third-country nationals and how to do that; how to appraise expatriate employees working overseas; how to deal with labor unions in their offices abroad; how to identify, train and maintain employees sent to the overseas offices; how to spread information throughout the company and to all its relevant employees around the world efficiently and effectively etc. 

Therefore, managing global human resources can be a cumbersome and painstaking task. It would require managers to really go deep into their situations and analyze differences that exist between the countries they operate within and take them into account when faced with a challenge and also at the same time identify similarities among the countries so as to be able to put into place companywide systems, which can tie the global company together to operate successfully. 




3 Managing Global Human Resources in the 21st Century 

Just as “every coin has two faces”, every situation has a positive and negative side or advantage and disadvantage. Similarly when one thinks about managing global human resources in the 21st century various positive and negative factors and advantages and disadvantages come to mind. However, despite the negative factors and disadvantages associated with such a task companies all over the world are increasingly choosing to do it in the hopes for boosting their bottom lines. Due to this trend and the forces of globalization and modernization, managing global human resources has taken many strides and has also at times caused chaos when not handled appropriately. 

The advent of globalization and increasing modernization day by day has seen to it that there are no longer clear borders between countries’ throughout the world. Every day that passes marks the development of information communications technology (ICT) whether it is through the invention of faster transportation vehicles, the World Wide Web, or improved mobile technology. This improved ICT has allowed people to communicate more, learn more and share more from one another, which in turn have led to a blurring of original identities, for example, that of cultures, ideologies, preferences, policies etc. This phenomenon on one hand has created similarities between countries and their people, but has also allowed more room for misinterpretation, misinformation, and misjudgment. Having said this, it can be understood that the management of global human resources can be both an easy or difficult task depending on how managers approach it. 

If, for example, the manager was to approach his task of managing global human resources solely based on the company’s home-country values and situation without a care of the host country happenings and ignoring all the information and facilities available to them then chances are that management would fail. The company would end up having unsatisfied expatriate employees whose compensations needs have not been met because the manager did not bother to check out living expenses of the country the expat was sent; the company may lose out on profits from an overseas office because the expatriate employees they had sent had no clue about the country he or she was sent for work. However, if managers go the extra step and try to trace the daily tasks of all its employees working in the home and host offices at the same time use the large amount of information and communication resources available to them in this day and age, then they can become knowledgeable as to what should be expected of the employees and what should be given to them. 

In this manner the manager can keep a track of his/ her global human resources by utilizing the fruits of globalization, modernization and improved ICT and meet their needs and see to it that they are meeting the needs of the company, in turn resulting in good management. The challenge however, will keep on increasing as development or lack their off persists, the future will bode well for those who keep a track of their human resources duties and needs in such times of constant change. 




2.0) Important Factors 

There are various components that are necessary to mention when managing global human resources, this report will touch on three specific ones i.e. 1) how to staff global organizations, which will include a range of staffing methods used throughout companies worldwide; 2) some key points to take note of when staffing global organizations, which would serve to help managers in their staffing decisions and finally 3) some of the key factors necessary in staffing expatriate employees, which is a topic that covers a large portion of the tasks involved in managing global human resources. 




1. 

1 Staffing the Global Organization 

There are a number of methods a company may use to staff its global offices; some of the ways are by using locals, using expats, using home-country nationals, using third-country nationals and offshoring. 

Refer to Figure 1 below for the basic definitions of each of these methods: 

























Each of these methods have their advantages and disadvantages , for example, using locals on one hand may mean lower costs and more familiarity and hence better adaptability to the work environment, however, the opportunity cost would be that arising from not using a non-local employee who may offer a different perspective into the workplace. In such situations, it would be necessary to analyze what a particular job requires in terms of employees’ technical knowledge, qualifications, personality and based on the priorities and business convenience of the company, because for example, even if the company would rather have an expat working in one of its headquarters, if it can’t afford this luxury they will have no other way than to perhaps hiring a local. 








2 Some Key Factors in Staffing the Global Organization 

As hinted on in the earlier section i.e. 2.1, staffing the global organization is not a task that can be done through a simple trial and error method or through simple will, it must be done by taking into account specific situations and adapting to them in the best ways possible. Specific situations are created through factors such as 1) cost or expense i.e. how much the company is able to spend on assigning an employee for a particular job; 2) the job requirement and the criterions an employee must fulfill i.e. this may include technical experience required, specific qualifications and degrees or even important personality traits; 3) the company’s policies and culture which may restrict them to picking one method over the other, for example, a company’s policies may state that only a certain number of positions can be taken by expats and the rest must be taken by locals; 4) a company’s strong management values which may be ethnocentric ones, polycentric or even geocentric, where ethnocentric values are based on the notion that home-country attitudes, management style, knowledge, evaluation criteria, and managers are superior to anything the home country has to offer, in which case the company would prefer to hire locals or home-country nationals at the headquarters or overseas offices respectively; polycentric values would be based on the notion that only host-country nationals can ever really understand the culture and behavior of the host-country market, therefore the company would most likely choose to assign host-country nationals at overseas offices and locals at the headquarters since they originate from the respective countries and so will be better equipped to work under those conditions; finally geocentric values are based on the notion that the whole management staff must be scoured on a global basis, on the assumption that the best manager of a specific position anywhere may be in any of the countries in which the firm operates. This value is more of an open and flexible value which allows the situation to decide how to staff its global offices. 

Refer to Figure 2 below to for a summary of the mentioned key factors to note when deciding to staff the global organization: 










































3 Key Factors to Note When Assigning Expats 

Assigning expats is a very important component in managing global human resources, especially due to the high costs and extra tasks associated with it; hence it deserves special mention at this stage. The definition of an expat is that he or she is a non-citizen of the country in which they work in, i.e. a foreigner to that particular country. The expats ability to work in a foreign country to him/her will be different from that of a local’s ability; hence it is important that when assigning an expat the HR manager gives their best effort into searching for the candidate who is best suited for working in a foreign country. 

Some key factors and characteristics to note when trying to pick best expat candidates are listed in Figure 3 below: 





































The above listed factors and characteristics have been given based on best practices of various companies’ past experiences, therefore the criterions may differ depending on the nature of the job. It is however best to run screening procedures based on the job requirement and find the right candidate. So for example if an expat is to be chosen to go and work in China, it may be better to choose a candidate who can speak Chinese, can adjust to cold weather etc. In a more formalized manner this procedure would be called an adaptability screening procedure or a person-job match. Although these procedures are extra steps which may not have been required if there was no need for expatriate employees, they are still worth the time and money as they serve to ease the initial stage of identifying potential expatriate employees, increasing the chances of finding candidates who are able to successfully complete their tasks and they allow for better job retention of these employees for the future. 




3.0) Effective Tools & Strategies 

There are some important tools and strategies which are used by companies which try to effectively manage their global human resources and take this task seriously. This section will discuss four of such tools and strategies i.e. 1) training and maintaining expatriate employees before and after they start their work as expatriates; 2) establishing a global pay system for all employees; 3) implementing a human resource information systems portal which can bring together all the company’s human resources through an information and knowledge platform and 3) implementing a global HR system which ties the company in all its procedures. 


2. 




2 Training and Maintaining Expatriate Employees 

The same way companies have the responsibility of satisfying their clients they also have the responsibility of satisfying their employees and trying their best to support their needs. In the case of a company’s expatriate employees the company has a greater role to play and this can be done in four specific manners i.e. pre-departure training, ongoing training, compensation and appraisal. Pre-departure trainings are for the purpose of building awareness of the expatriate employees and include factual information about the country, cultural factors, stereotypes and so on; ongoing training focuses on allowing the expatriate to enhance their skills through for example rotating assignments etc; compensation of the employees serves to take care of their basic financial needs and provide them with extra allowances for support purposes (this can be through the balance sheet approach, which focuses on four groups of expenses- income taxes, housing goods and services and discretionary expenses (like child support, car payments etc.); foreign service premiums, which are financial payments over and above regular base pay (which is usually an additional 10% to 30% of base pay); hardship allowances, which serve to compensate expatriates for hard living and working conditions at certain foreign locations’; mobility premiums which are lump sum payments to reward employees for moving from one assignment to another; and performance incentives which are given based on overall corporate performances through for example stock options.); appraisals which must be conducted in a fair manner so as to take into account all job based advantages and disadvantages of employees. 

There are numerous other ways of maintaining and keeping expatriate employees satisfied i.e. by providing mentors for the employees or through Global Buddy Programs which link expatriates with other employees; by improving orientation programs by making them more informative and useful; by improving the benefits packages of the expats; by shortening the length of their assignments as much as possible; helping expat-spouses get jobs in the new country; by increasing safety and protection measures and seeing to the expat and his/her family’s overall wellbeing; through providing repatriation services which allow the expats to get back to their home countries and continue with their companies for longer. Such methods and many more are available to keep expats motivated and focused in their jobs in foreign land. 

Refer to Figure 5 below for a summary of the various ways of training and maintaining expatriate employees: 







































8 Establishing a Global Pay System 

Having a global pay system is a crucial component in managing global human resources and is probably also one of the most challenging tasks as different employees deserve or need different pay scales. Therefore, creating a global pay system which is fair and appropriate and communicating it to the whole organization adequately is necessary. Such a task may be approached in the following 5 step method in order to systemize the pay system and allow it to be easily communicated to the employees throughout the organization: 

Step 1: Global Philosophy Framework: First, step back and ask how you want each pay component to help achieve the companies’ strategic goals. 

Step 2: Identify Any Gaps: Next, review your existing rewards programs around the world. The question here is, “to what extent do our pay plans around the world support our strategic aims?” 

Step 3: Systemize Pay Systems: Next, systematize job descriptions and performance expectations around the world. For example, create more consistent performance assessment practices, and establish consistent job requirements and performance expectations for similar jobs worldwide. 

Step 4: Adapt pay policies. Fourth, review your global pay policies (for setting levels, incentives and so forth). Next conduct surveys and analyses to assess local pay practices. Then fine tune the firms global pay policies so they make sense for each location. 

Step 5: Ongoing Program Assessment: Finally, periodically re-evaluate the global pay policies, given your firm’s strategic needs and competitors’ pay practices. 




9 Implementing a Human Resources Information Systems (HRIS) Portal 

A Human Resources Information Systems (HRIS) Portal is one that is necessary for every company, small or big, whether they have global offices or not. The HRIS can be defined as a tool which organizes companies’ immense amounts of data about and for its human resources. HRIS portals are particularly crucial for companies which have global human resources since they constitute a more complicated network of employees who vary from one another. The HRIS portals can take care of a large amount of information like those of worldwide safety, benefits administration, payroll, succession planning, lists of management talent, compensation plans, training administration etc. 

In essence, the HRIS portals serve as a one stop information point for company employees throughout the world; it allows the company to adhere a system of knowledge-based management. This system proves to not only speed up processes but provide employees with a support system in their daily work schedules making it a wonderful tool and strategy in the management of global human resources. 




10 Implementing a Global HR System 

To put the cherry on the topping, the one final tool and strategy important in managing global human resources is to create and implement a global HR system. Global HR systems vary from company to company, and there is no “one size fits all” strategy that can be approached, every company must find a set of functions that works for them. Refer to Figure 5 below to see a list of best practices in implementing a global HR system mentioned by various companies: 

















Forming global HR networks refer to the linkage of the human resources throughout the company. This functions to allow employees to be able to interact more, share information and learn from one another. This mental proximity can go beyond the differences caused by geographic distances and can be the source of increased rapport, in turn creating a conducive work environment which invites success. 

Next, the role of standardizing procedures is to simplify procedures so employees understand the main goal and aims of different tasks and are able to have a set of basic guidelines in their day to day activities. Here it is important to remember that it’s more important to standardize ends and competencies than specific methods. 

The next task mentioned i.e. installing global systems is for the purpose of enabling the company to truly accept its global presence as a blessing by exploring tasks which can be done globally into its employees’ everyday activities. So for example, a company may decide to create global workforces for specific projects so as to make sure the company and its employees start harnessing a more global mindset. The notion here is that global systems are more accepted in truly global organizations. 

Furthermore, it has been suggested that companies ought to investigate the differences and similarities that exist for its global human resources in order to understand to what extent they would need to standardize their procedures and to what extent to customize them based on the needs of individual situations. This is especially important for cases when a pressure is created by company factions asking for special privileges in the name of perceived differences between factions. Therefore it is important to investigate into such cases and find out there legitimacy. 

The list goes on to suggest the need for working within the context of strong corporate cultures, which is important in order to effectively communicate within the company and outside it what it’s all about. Moreover it serves to create a niche and an identity for the company in the minds of its employees and in those of outsiders. 

Next, probably one of the most important functions in creating a global HR system is to keep a constant channel of communication because without this information will not be spread and even when it is it may be misunderstood, hence a constant channel for communication would see to it that even if misunderstandings do occur they are dealt with immediately without lingering on them for too long. 

Finally, it has been suggested that dedicating adequate resources is important, because without these it would be difficult if not impossible to get work done especially one on a global scale, in the most optimum manner possible. 

These above-mentioned suggestions for implementing a global HR system cannot be properly completed exclusively, they along with other proven best practices must work hand in hand to create a strong global HR system. Refer to Figure 6 below for a summary of do’s and don’ts in implementing global HR systems: 
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Figure 6: Do's and Don'ts in Implementing Global HR System 

4.0) Conclusion 

Managing global human resources is a task that requires careful scrutiny. Due to the advent of globalization and increasing modernization the ability for companies to manage its global human resources becomes enhanced yet at the same time the task becomes more challenging. Therefore, companies must conduct periodical analyses of workplaces and their changing dynamics. Company employees must be kept within the loop of all such analyses if not asked to get directly involved in them, since they are the ones who will be affected by the resulting decisions. After thorough analyses of the differences and similarities of the global companies’ offices as well as the global employees’, the company must then work together with all its factions to put into place suitable tools and strategies which can work to complement the changing dynamics and their consequences. There are a myriad of tools and strategies companies can choose from that can provide desirable results, the main two discussed in this report are through the implementation of Human Resource Information Systems (HRIS) portals and a global HR system. 

Companies and managers must take note that if this task of analyzing and putting into place effective tools and strategies is performed carelessly it may lead to chaos for the company’s global human resource management, however, if approached with care and innovation it can be the base for success for any company possessing invaluable global human resources. 


















Appendix 


Appendix 1: Questionnaire 



1. In managing global human resources, companies must treat local people as equal partners in system development. T/F 

2. Global human resources can be defined as the ___________________that belong to a company in both its home and host countries. 

3. Citizens of countries other than the parent or the host country are called _______________. 

4. Having local employees abroad do jobs that the firm’s domestic employees previously did in-house is called _______________. 

5. Polycentric practices are conscious beliefs that only the host-country managers can ever really understand the culture and behavior of the host-country market. T/F 

6. Some key factors to look for when assigning an expat are, whether he/she is motivated, extroverted, and sociable. T/F 

7. Appraisals should be conducted in a fair manner which takes into account all job based_____________. 

8. Implementing a global HR system requires dedicating adequate resources. T/F 

9. Selecting an expatriate means selecting an individual with skills to do a particular job. T/F 

10. Employees selected as expatriates need to be selected not solely on technical expertise, but also on cross-cultural fluency. T/F 

11. The cost of an expatriate failure is high: it is estimated to be ___________ expatriate’s annual salary plus the cost of relocation. 

12. A global mindset is often acquired early in life from a family that is ____________________, lives in foreign countries, or learns foreign languages as a regular part of family life. 

13. Historically, most firms focus more on employee training than on: 

(a) Management development (b) Implementing global HR 

(c) Appraisal (d) Employee motivation 

14. A critical issue in the training and development of expatriate managers is preparing them for reentry into their_________________. 

15. Employees should not only be selected for technical expertise, but also for: 

(a) Cross-cultural fluency (b) Performance 

(c) Common sense (d) HRM Functions 

16. Expatriate failure is the premature return of an expatriate manager to his or her: 

a) Home country (b) Home 
(c) Expat’s Previous Job (d) Expat’s previous office 

17. To assess the assignees’ and spouses’ probable success in handling a foreign transfer Global HRM uses: 

a) Cultural measures (b) Courtesy screening 

(c) Adaptability screening (d) Family situation 

18. The test through which identification of the characteristics and attitudes international assignment candidates should have is known as the: 
a) Overseas assignment inventory (b) Realistic Previews 

d) Cultural Practices (e) Competencies test 

19. Financial payments over and above regular base pay is called: 

a) Hardship allowances (b) Mobility Premiums 

(c) Foreign service premiums (d) Split Pay 

20. Which of the following describes a situation when employees have the legal right to a voice in setting company policies? 

a) Codetermination (b) Employment at will 

(c) Economic system (d) Work councils 

21. Third-country nationals are the citizens of the country in which the company’s headquarters is based. T/F 
22. In the polycentric corporation there is a belief that foreign subsidiaries should have local managers. T/F 
23. Performance appraisal can be distorted by cultural differences. T/F 
24. Expatriates who experience problems fitting back into the organization often leave, and the firm loses a valuable resource. T/F 
25. Failure in international assignments is usually not based on technical competence but on _________ problems. 
(a) Corporate (b) Family and personal 
(c) Financial (d) Interpersonal 
26. In a(n) ________ corporation, the prevailing attitude is that home-country managers are superior to those in the host country. 
(a) Eccentric (b) Polycentric 
(c) Ethnocentric (d) Homocentric 
(e) Geocentric 
27. A(n) ________ staffing policy seeks the best people for key jobs throughout the organization regardless of nationality. 
(a) Eccentric (b) Polycentric 
(c) Ethnocentric (d) Homocentric 
(e) Geocentric 
28. On developing a more effective global HR system, research have found effective worldwide HR systems to: 
(a) Form global HR networks (b) Be flexible 
(c) Develop teams (d) Develop new HR systems 
(e) All of the above 
29. Identify two best practices of effective implementation of global HR systems. 
30. Despite many companies’ claims, there is generally little or no systematic selection and training for expatriate assignments. T/F 







































Appendix 2: Answers to Questionnaire 



1. T 
2. Employees 
3. Third country nationals 
4. Offshoring 
5. T 
6. T 
7. Advantages and disadvantages 
8. T 
9. T 
10. T 
11. Three times 
12. Bilingual or multilingual 
13. (a) 
14. Home country 
15. (a) 
16. (a) 
17. (c) 
18. (a) 
19. (c) 
20. (a) 
21. F 
22. T 
23. T 
24. T 
25. (b) 
26. (c) 
27. (e) 
28. (a) 
29. Forming global HR networks; work within strong corporate cultures 
30. T 
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Figure 1: Methods of Staffing Global Organizations 
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Figure 2: Key Factors to Note When Staffing Global Organizations 
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Figure 3: List of Factors & Characteristics to Note When Selecting Expatriate Employees 


Pre-departure Training 

E.g. Cultural information, building awareness on the environment, factual knowledge, stereotypes, language etc. 


Ongoing Training 

Compensation 

E.g. Skill enhancement, rotating assignments etc. 


E.g. The balance sheet approach, incentives: foreign service premiums, hardship allowances, mobility premiums, performance incentives etc. 


Appraisal 

I.e. In a fair manner which takes into account all job based advantages and disadvantages 

Other Support Functions 

E.g. Mentoring facilities (through Global Buddy Programs), improved orientation, improved benefits package, shortening of length of assignment, helping expat-spouses get jobs, safety & protection measures, repatriation services, etc 
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Figure 4: Ways of Training & Maintaining Expatriate Employees 


Figure 5: Implementing a Global HR System 


Forming Global HR Network 

Standardizing Procedures 

Installing Global Systems 

Investigating Differences & Similarities 

Working Within Strong Corporate Culture 

Communicating Regularly 

Dedicating Adequate Resources 

Implementing a Global HR System

