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Emerging issues and challenges in global staffing: a North American

perspective

Ibraiz Tariquea* and Randall Schulerb

aLubin School of Business, New York, USA; bRutgers University and GSBA Zurich, Piscataway, NJ, USA

Multinational enterprises (MNEs) recognize that human resources play an important role in
gaining a competitive advantage in today’s highly competitive global business environment.
While all aspects of managing human resources are important, staffing, continues to be an
essential IHRM activity that helps MNEs in their need for coordination and control across
widely dispersed units. As such, researchers and practitioners alike are interested in addressing
the key issues and challenges in staffing the several types of employees that comprise the global
or multinational workforce. We focus on three issues that have emerged in recent years
regarding how MNEs staff their multinational workforce including: 1) managing different
types of employee groups; 2) selection and management of employees posted to international
assignments; and, 3) receptivity to international careers among early career individuals.
We review these and then describe an empirical study conducted on the third issue.

Keywords: global staffing; receptivity to international careers; staffing trends in North
America

Introduction

The past two decades have witnessed tremendous advancements in the research and practice of

international human resource management (IHRM) (Briscoe and Schuler 2004; Rowley and

Warner 2007; Scullion, Collings and Gunnigle 2007). The field of IHRM is about understanding,

researching, applying and revising all human resource activities in their internal and external

contexts as they impact the processes of managing human resources in organizations throughout

the global environment to enhance the experience of multiple stakeholders (Briscoe and Schuler

2004; Sparrow and Brewster 2006; Schuler and Tarique 2007). The unit of focus in IHRM is the

multinational enterprise (MNE), and the goal of IHRM is to enable the MNE to satisfy primary

stakeholders globally. Increasingly, IHRM is being recognized as central to strategic planning

and strategy implementation inMNEs, leading some researchers to re-label the field with ‘global’

rather than ‘international’ human resource management (Brewster, Sparrow and Harris 2005).

In an effort to understand the role of human resources in MNEs, Schuler and Tarique (2007)

presented a succinct update on the research around thematic developments in IHRM from a

North American perspective. They developed a thematic framework (see Figure 1) which

provides an overarching structure to utilize five thematic areas and highlight sub-themes that

reflect several changes in and evolutions of key IHRM issues since the Schuler, Dowling and

DeCieri (1993) review. Schuler and Tarique’s (2007) framework identities five major themes: 1)

strategic MNE components; 2) exogenous factors; 3) endogenous factors; 4) IHRM issues,

functions, and policies and practices; and, 5) MNE effectiveness. Taken as a whole, the thematic
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approach describes the contributions of previous models of IHRM, and identifies key scholars

and their contributions to understanding and advancing IHRM. To allow for more flexibility in

the use of the research that has been done in IHRM over the past 15 years, Schuler and Tarique

(2007) provide several suggestions for topics to explore in IHRM research organized around the

five themes depicted in Figure 1. In this article we build on the theme ‘IHRM Issues, Function,

Policies and Practices’ and focus more specifically on issues related to global staffing.

Global staffing is defined as the process of acquiring, deploying and retaining a global

workforce in organizations with operations in different countries (Scullion and Collings 2006),

and continues to be an important strategic human resource practice that helps MNEs in their

need for coordination and control across widely dispersed units (Scullion and Collings 2006;

Collings, Morley and Gunnigle 2007a; Mayrhofer, Sparrow and Zimmermann 2007). Over the

years, the staffing function in North American MNEs has evolved from an ‘ethnocentric’ based

function to having a more geocentric role (cf. Scullion and Collings 2006). Traditionally

North American MNEs used parentcountry nationals in their overseas operations at the senior

and middle management levels for a variety of purposes, such as filling a staffing need in markets

where there is an absence of qualified local candidates, maintaining communication,

coordination, and control between subsidiaries and corporate headquarters, and developing

individual employees’ global leadership competence. Now the focus has turned increasingly to

thirdcountry and hostcountry nationals to satisfy international staffing needs (Black, Gregersen,

Mendenhall and Stroh 1999; Tarique, Schuler and Gong 2006). It is important to point out that

there are important distinctions that can be drawn between how North American MNEs structure

the global staffing function and how European or Asian MNEs address the staffing issue.

As shown in Table 1, there are several important staffing practices used by North American firms

conducting business abroad as well as foreign companies doing business in North America.

(See Scullion and Brewster 2001 for a summary of existing literature that highlights the

importance of distinguishing between MNEs, e.g. North American and European.)

Within North America, the field of global staffing has become substantially more important

in every way because of globalization. Several issues have emerged regarding how MNEs staff

Figure 1. Thematic framework of international human resource management in MNEs: 2007 update and
extension. Adapted from Schuler and Tarique 2007.

I. Tarique and R. Schuler1398
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their multinational workforce (see Table 2 for a summary of selected issues). In this article we

focus on three issues: 1) managing different types of employee groups; 2) selection and

management of employees posted to international assignments; and, 3) receptivity to

international careers among early career individuals. So we review these and then describe an

empirical study conducted on the third issue.

Table 1. General staffing practices in North American MNCs.

Practice

Importance of career progression*
Broad career guidelines*
Joint placement and career decisions*
Focus on individual contributions*
Desire to develop own career*
No job descriptions*
Emphasis on personal responsibility*
Importance of personal interviews**
Ability to perform the technical requirements of the job**
Proven work experience in a similar jobs**
Ability to get along well with others**
Extensive advertisement***
Formalized selection methods***
Selection based on merit***
Multiple search methods***
Performance rather than seniority as criterion for selection***
Gender de-emphasized in hiring decisions***
Internal and external hires***

Table 1 is an adaptation of Schuler and Tarique (2006)*, Huo, Huang and Napier (2002)**, and Gomez-Mejia, Balkin
and Cardy (2007)***.

Table 2. Selected issues regarding how MNEs staff their multinational workforce.

Issue Sample studies

Key determinants of staffing decisions † Tarique et al. (2006)
† Harzing (2001a, 2001b)

Alternatives to the traditional expatriate assignments † Collings, Scullion and Morley (2007b)
† Mayrhofer et al. (2007)

Managing different types of employee groups † Collings et al. (2007b)
† Mayrhofer et al. (2007)

Staffing strategies and subsidiary performance † Gong (2003)
† Gaur, Delios and Singh (2007)

Staffing subsidiaries in China † Shen (2006)
† Zhou, Lei and Jiang (2005).

Staffing international joint ventures/alliance † Petrovic and Kakabadse (2003)
† Geng (2003)

Selection and management of employees posted † Anderson (2005)
to international assignments † Caligiuri (2000a)

Willingness to relocate internationally/to assume a † Konopaske, Robie and Ivancevich (2005)
global assignment † Van der Velde, Bossink and Jansen (2005)

Receptivity to international careers among early † Wang and Bu (2004)
career individuals. † Tharenou (2002)

Third culture kids as future global † Nette and Hayden (2007)
assignees † Selmer and Lam (2004)

The International Journal of Human Resource Management 1399

D
o
w

n
lo

ad
ed

 b
y
 [

U
n
iv

er
si

ty
 o

f 
G

la
sg

o
w

] 
at

 2
3
:2

3
 1

2
 F

eb
ru

ar
y
 2

0
1
5
 



Managing different types of employee groups

The first issue faced by MNEs is learning how to manage different groups of employees each

having different cross-cultural competency requirements. Prior studies have shown that global

staffing typically involves three ‘classic’ types of international employees to fill key positions in

a MNE system: parent country nationals (PCNs), host country nationals (HCNs), third country

nationals (TCNs), or any mix of the three (Briscoe and Schuler 2004; Mayrhofer et al. 2007).

PCNs (parent country nationals) are defined as employees of the MNE who are citizens of

the country where the corporate headquarters is located. Prior research (e.g. Borg and Harzing

1995) has characterized PCNs as having three fundamental competencies: 1) familiarity with the

MNE’s corporate culture; 2) ability to effectively communicate with headquarters; and 3) ability

to maintain control over the subsidiary’s operations. In general, the presence of PCNs in a

subsidiary provides some assurance that the subsidiary will comply with MNE’s strategic

objectives, policies, and goals. HCNs (host country nationals) refer to employees of the MNE

who work in the foreign subsidiary and are citizens of the country where the foreign subsidiary is

located. HCNs are generally recognized as having two core competencies: 1) familiarity with the

cultural, economic, political, and legal environment of the host country, and 2) ability to respond

effectively to the local requirements. HCNs, however, lack familiarity with the parent country

culture but this deficiency can be addressed through socializing HCNs at the parent

country headquarters. As noted by Tarique et al. (2006), HCNs can further be categorized into

two subgroups: HCNp and HCNH. HCNp refer to HCNs who have been socialized at the parent

country headquarters and HCNH refer to HCNs who have been socialized at the host country

subsidiary. Finally, TCNs (third country nationals) are neither citizens of country where the

MNE is headquartered nor citizens of the country where the foreign subsidiary is located. TCNs

are generally viewed as a compromise between PCNs and HCNs. Similar to HCNs, TCNs can be

socialized at the parent country headquarters to develop familiarity with the MNE’s corporate

culture, and can also be socialized at the host county subsidiary to develop familiarity with

the cultural, economic, political, and legal environment of the host country.

Briscoe and Schuler (2004) and Mayrhofer et al. (2007) have further expanded the thinking

about global staffing by identifying many other types of international employees including

contract expatriates, assignees on short- or intermediate-term foreign postings, permanent cadres

of global managers, international commuters, employees utilized on long-term business trips,

international transferees moving from one subsidiary to another, self-initiated movers who live in

a third country but are willing to work for a multinational, virtual international employees active

in cross-border project teams, immigrants actively and passively attracted to a national labour

market, domestically based employees in a service centre but dealing with overseas customers,

suppliers and partners on a regular basis, and skilled individualsworking in geographically remote

centres of excellence serving global operations (for more information see Mayrhofer et al. 2007).

As the above discussion suggests, the increased variety of employees presents an increased

range of challenges; effectively managing these employees can be difficult and more complex

than managing a foreign workforce. For the past 25 years many North American organizations

operating internationally adopted the human resource practices of the parent country to the local

conditions. In addition, these organizations used their expatriates (including PCNs and TCNs) as

a major means of staffing the senior management cadre of local subsidiaries. Current trends,

however, suggest that while managing expatriates continues to be a significant practice and an

active area of research, it no longer dominates IHRM in North America (Schuler and Tarique

2007). With the rising costs associated with expatriates, North American MNEs have decreased

their reliance on the ‘traditional expatriate’ (Tarique and Schuler 2007) and have turned to TCNs

and HCNs as vital sources of staffing, for both non-managerial and managerial positions

I. Tarique and R. Schuler1400
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(Reynolds 1997). In doing this, the MNEs shifted their staffing focus from one primarily driven

by the parent country to one better described as ‘global’.

An important challenge here is to establish an appropriate distribution or composition of the

various employee groups. Schuler et al. (1993) note that MNEs maintain an appropriate

multinational workforce composition in order to balance the needs of autonomy, coordination,

and control, and thus, enhance global competitiveness, flexibility and learning. The differential

distribution of the various employee groups or the optimal staffing composition should have an

impact on the various measures of organizational effectiveness (e.g. Colakoglu and Tarique

2006), and should support an organization’s competitive strategy (e.g. global, multidomestic,

region-specific). Regarding an organization’s competitive strategy, different competitive

strategies require different employee competencies and therefore different staffing practices to

implement them (Schuler and Jackson 2005). Much progress has been made in capturing the

complexity of the competitive strategy–staffing composition relationship. These are important

moderators of the effect of competitive strategy on staffing composition such as country level

characteristics (psychic distance between home and host country), MNE level characteristics

(industry) and subsidiary level characteristics (business strategy, mode of entry, role of the

subsidiary) (see Gong 2003; Colakoglu and Tarique 2006 for more details). It is important to

note that these variables operate at different levels of analysis to account for substantial

differences in the competitive strategy–staffing composition relationship.

Future research

This area of research is of particular interest as companies are actively exploring ways to

effectively utilize TCNs and HCNs to satisfy international subsidiary staffing needs. As Collings

et al. (2007a, p. 1) note:

Much of the research effort has been dedicated to providing an understanding of expatriation from a
headquarter perspective and on unearthing explanatory factors and situational issues associated with
the expatriation of parent country nationals. Comparatively less is known about the utilization of
host country nationals (HCNs) and third country nationals (TCNs) in staffing key positions in MNC
subsidiary operations.

Future studies could explore issues related to training and socializing HCNs and TCNs to

think and behave like PCN expatriates. Since a variety of training interventions exists, staffing

scholars may examine and describe the extent to which training and socialization interventions

differ for each employee type. Another area that warrants investigation is developing the

capability of TCNs and HCNs to work in emerging markets such as those in Eastern Europe,

India and China. Scullion et al. (2007) note that that there is growing demand for expatriate

employees who possess both the desire and the specific competences needed to manage in these

emerging markets. Another area for future research would be to identify, theorize, and

empirically test the increasing demand for TCNs and HCNs in firms other than large

multinationals or transnationals such as public organizations, small and medium international

enterprises, and international strategic alliances (Scullion and Brewster 2001; Scullion et al.

2007). It is important to note here that while the use of more TCNs and HCNs may solve staffing

needs, it raises concerns about the ability to satisfy the needs of coordination and control, and the

transfer of learning across regional units (Schuler, Budhwar and Florkowski 2002).

Selection and management of employees posted to international assignments

The second issue faced by MNEs is planning effectively for the selection of individuals for

global work or work involving international responsibilities. Errors in the selection process can

have a major negative impact on the success of overseas operations (Briscoe and Schuler 2004).

The International Journal of Human Resource Management 1401
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The specific criteria used to select an individual for global work has a lot to do with his/her future

success of living and working in a new culture and/or interacting with people from different

cultures (cf. Caligiuri and Tarique 2006). An expatriate’s success or failure on a foreign

assignment is largely determined by his/her cross-cultural adjustment skills (Mendenhall,

Kuhlmann, Stahl and Osland 2002). Successful expatriates tend to share certain capabilities,

competencies, and personality traits (see Caligiuri and Tarique 2006 for more details) such as

cultural intelligence (e.g. Earley and Ang 2003), global mindset (e.g. Levy, Beechler, Taylor and

Boyacigiller 2007), cultural flexibility, people orientation, low ethnocentrism (e.g. Shaffer,

Harrison, Gregersen, Black and Ferzandi 2006), self monitoring (e.g. Harrison, Chadwick and

Scales 1996), among others. The construct of ‘expatriate success’ is complex and has been

conceptualized and measured in a variety of ways including cross-cultural adjustment

(e.g. Parker and McEvoy 1993), job performance (e.g. Caligiuri 1997), completion of the foreign

assignment (e.g. Shaffer and Harrison 1998), and organizational commitment (e.g. Florkowski

and Fogel 1999). Expatriate success has also been associated with the construct of expatriate

failure. The debate surrounding expatriate failure suggests that actual expatriate failure rates are

less than 10% rather than the commonly reported levels that range from 30–70%, regardless of

location of the MNC (Harzing 2002).

Several studies have examined the relative impact that individual characteristics

(e.g. personality) have on expatriate success (e.g. Caligiuri 2000a). As greater attention is

directed to this area of research, it will be useful to consider the role of bio-data predictors in the

expatriate selection process. An important bio-data predictor is prior international experience.

The study of international experiences has gained increasing theoretical and empirical attention

during the last few years (e.g. Carpenter, Sanders and Gregersen 2001). This stream of research

has conceptualized and operationalized ‘international experience’ into three categories: past

experience; current experience; and future (potential) experience (Takeuchi, Tesluk, Yun and

Lepak 2005). Within each category, experience is further classified as relating to either work or

non-work domains (Tarique and Takeuchi 2007). A common theme among these studies is that

international experiences may be critical to the development of cross-cultural competencies

(Takeuchi, Tesluk and Marinova 2006). In a recent study Takeuchi et al. (2005) examined,

among other things, the effects of expatriates’ current assignment experience and past

international experiences on cross-cultural adjustment. Based on the study of 243 expatriates and

their supervisors, the authors found support for the unique moderating effects of past

international experiences on the relationship between current assignment tenure and general and

work adjustment. In another study, Takeuchi et al. (2006) integrated three streams of research

(work experience, adjustment and cultural intelligence) to develop and partially test a typology

of international experiences. Their study offered some preliminary evidence for the relationship

between prior international experiences and cultural intelligence (CQ) (Earley 2002; Earley and

Ang 2003) (CQ refers to an individual’s capability to deal effectively with people from different

cultural backgrounds and consists of four facets: meta-cognitive, cognitive, motivational and

behavioural). Building on that study, Tarique and Takeuchi (2007) examined the influence of

two facets (number and length) of international non-work or travel experiences on four facets

of CQ. Using results from multiple regression analysis and social learning theory, Tarique and

Takeuchi (2007) found that the number of international travel experiences was positively related

to all four facets of CQ. In addition, the number of international travel experience had a stronger,

positive effect on meta-cognitive and motivation facets of CQ for individuals with shorter length

of international travel experiences while it had a weaker effect for individuals with greater

length of international travel experiences.

The international experience research has important implications for scholars and

professionals facing global staffing issues. From an academic perspective, the empirical

I. Tarique and R. Schuler1402
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findings support the argument that international travel experience matters in distinct ways with

respect to its influence on cross-cultural adjustment, meta-cognitive CQ, motivational CQ, and

work performance. In addition, the empirical findings highlight the importance of examining the

interplay between different modes of international experiences (Tarique and Takeuchi 2007).

The results also show discriminant validity for the different ‘operationalizations’ (Takeuchi et al.

2005) of the international experience construct. The challenge here is to understand how to use

international travel experience constructs to plan effectively for the selection of individuals for

global work or work involving international responsibilities. For instance, IHRM professionals

could encourage ‘high potentials’ to take multiple non-work related trips of short duration.

In addition, IHRM professionals could consider the use of international travel experience

variables (e.g. the number of international travel experiences or time spent abroad) in the

decision-making process when selecting individuals for global work.

Future research

An important task for future research is to distinguish between current and past international

experiences (work or non-work), and address the qualitative nature of international experiences.

Future research can also address the role of time in the development of the knowledge structures or

cognitive maps of individuals with extensive international experiences. For example, researchers

could examine the relationship between the length of time spent in a specific country and the

richness of the particular international experience. One might posit that that the length of time can

influence an individual’s ability to acquire and retain international experiences. Researchers could

also examine the influence of time on the development of cultural general experiences (how

cultures vary in general) and cultural specific experiences (facts about a specific culture). It could

be argued that longer time periods in a specific country lead to greater cultural specific experiences

as living in a specific country for a longer period of time provides individuals with opportunity to

interact with locals. It could be argued that shorter time periods in different countries should be

associated with higher levels of cultural general experiences as living in a variety of countries

provides individuals with more unique opportunities to explore different cultural backgrounds

and to develop a variety of experiences for cross-cultural encounters in general.

Receptivity to international careers among early career individuals

The third issue faced by MNEs is to understand how early career recruits differentially seek out

international careers. Recent evidence suggests that most organizations have a shortage of

managers with the necessary competencies and experiences to work effectively across cultures

(Briscoe and Schuler 2004; Collings et al. 2007b). A large number of firms with global

operations have designed educational and developmental programmes to prepare early career

individuals (e.g. business students) for international careers in the public and private sectors (see

Scullion and Collings 2006 for more information). The challenge for many MNEs is to identify

early career individuals interested in international work as well as those interested in permanent

international careers. The construct of ‘receptivity to international careers’ (e.g. Tharenou 2003)

is useful in this regard. Receptivity to international careers is conceptualized as an individual’s

attitude toward international careers and is one of the most frequently studied factors in

assessing why people undertake careers in international work (e.g. Adler 1986; Hill and Tillery

1992; Tharenou 2003).

Scholars in the area of international careers (e.g. Hill and Tillery 1992; Wang and Bu 2004)

as well as in global staffing (Scullion and Collings 2006) have found that most early career

individuals such as undergraduate and graduate business students prefer international

The International Journal of Human Resource Management 1403
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assignments and perceive that a career in international business is important for career success.

This stream of research has identified antecedents, covariates and consequences of receptivity to

international careers such as self-efficacy, martial status, and family attachment (see Tharenou

2002, 2003 for more information). One type of antecedent that has not been given much

attention by researchers is prior non-work or international travel experience (Tarique 2005).

In this section, we focus on two facets of prior international travel experiences and examine how

the variety of international travel experience and length of international travel experience

interact to affect receptivity to international careers and whether the personality traits of

openness to experience and extroversion influence these relationships.

We use social cognitive career theory (e.g. Lent, Brown and Hackett 1994) to provide an

understanding of how individuals develop international career interests and aspirations. This

theory is derived from social learning theory and uses the concepts of self-efficacy and outcome

expectations to explain how individuals make career choices (Wang and Bu 2004). As Wang

and Bu (2004, p. 650) note, ‘an individual’s interest in pursuing a certain career goal is

positively associated to his/her belief that he/she is capable of performing the responsibilities

involved in such a career (self-efficacy) and that such a career will bring desired benefits

(outcome expectations)’. The process of developing career interests explained by social cognitive

career theory can be used to describe how international travel experiences relate to receptivity to

international careers. We argue that individuals with greater variety of international travel

experiences are more likely to have high self-efficacy about their ability to understand the

norms and behaviours that are appropriate in cross-cultural settings (necessary to manage

uncertainty and anxiety) and to have greater expectation that an international career will result in

positive outcomes relative to a domestic career (cf. Tharenou 2003; Wang and Bu 2004)

Several scholars have argued (e.g. Takeuchi et al. 2005) that examining the interplay between

different measurement modes of international experiences is important. We propose that there

will be an interactive effect of variety and length of international travel experiences on receptivity

to international careers such that the length of international travel experience will moderate the

influence of the variety of international travel experience on receptivity to international careers.

Greater length of international travel experience exposes individuals to the nuances of the new

culture (Takeuchi et al. 2005), and over time they are likely to acquire competencies that enables

them to function more effectively in new cultural environments (Tarique and Takeuchi 2007).

Such individuals are more likely to have high self-efficacy in their ability to work and live in

countries other than their own, and greater expectation that an international career will result

in positive outcomes. Therefore, it is possible that when individuals have greater length of

international travel experience, the variety of international travel experience has a stronger effect

on receptivity to international careers. On the contrary, the opposite is also possible. As time

passes, individuals experience a local culture and integrate with the host culture (Takeuchi et al.

2005); the capability to enact the necessary behavioural responses becomes routine or automatic

(Tarique and Takeuchi 2007). This may lower self-efficacy in the ability to differentiate between

different norms and behaviours. It is possible then that the variety of international travel

experience has stronger influence on receptivity to international careers when the length of

international travel experience is shorter. To fully understand these opposite interactive effects,

one must examine the interaction within the context of individual attributes.

One individual attribute variable that has received considerable attention in the global career

literature is personality. Prior research has shown that personality traits are enduring character-

istics which predispose people to behave in certain ways, given particular situations such as

travel and cross-cultural interactions (Caligiuri 2000a). While many personality characteristics

exist, research has found that five factors provide a useful typology or taxonomy for classifying

them (Digman 1990; Goldberg 1992). These five factors have been found repeatedly through
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factor analyses and confirmatory factor analyses across, time, contexts, and cultures and are

labelled the ‘Big Five’. The Big Five personality factors are: 1) extroversion; 2) agreeableness;

3) conscientiousness; 4) emotional stability; and 5) openness to experience.

Several domestic and international studies have examined the individual level influence of the

Big Five on a variety of work and non-work related variables. The domestic literature includes

studies that examined the effects of the Big Five on job performance (Barrick and Mount 1991;

Salgado 1997), social behaviour (Paunonen 2003), and conflict management styles (Antonioni

1998). Similarly, the international literature includes studies that examined how the Big Five are

related to an expatriate’s desire to terminate the assignment/supervisor-rated performance (e.g.

Caligiuri 2000a), expatriate adjustment (e.g. Mendenhall, Osland, Bird, Oddou and Maznevski

2008), expatriate selection (e.g. Ones and Viswesvaran 1999), and cross-cultural training effec-

tiveness (e.g. Lievens, Harris, Van Keer and Bisqueret 2003). In the context of international travels,

certain individuals will have personalities better suited for engaging in travel and cross-cultural

interactions (cf. Caligiuri 2000b; Caligiuri and Tarique 2006). Building from this broad review of

the literature, we will hypothesize that two of the Big Five personality traits, namely, openness

to experience and extroversion will predispose individuals for travel and cross-cultural interactions

(cf. Caligiuri 2000b) that in turn will influence the interactive effect of variety and length of

international travel experiences on receptivity to international careers. More specific literature

for each of these personality traits is reviewed and accompanied with one hypothesis for each.

Openness to experience

Individuals high on openness to experience aremore likely to establish interpersonal relationships

with people from different cultures and are more interested in new experiences than those low in

this trait (Ones and Viswesvaran 1999; Caligiuri 2000a, 2000b; Herold, Davis, Fedor and Parsons

2002). Caligiuri (2000a) argued that individuals high on openness to experience are likely to

engage in new settings with a strong level of curiosity, have a willingness to assess what is

required to adapt to new environments, and have the ability to develop relationships with people

from different cultures. Herold et al. (2002) suggested that openness to experience tends to

increase an individual’s curiosity about one’s environment, and a willingness to explore new

experiences. It can be argued that openness to experience is expected to moderate the joint effect

of variety and length of international travel experiences on receptivity to international careers.

Consistent with social cognitive career theory (Lent et al. 1994), the need to seek out new

experiences and to engage in interpersonal interactions should help those with greater variety of

international travel experience and greater length of international travel experience develop high

self-efficacy in their ability to work in international settings, and greater expectations that an

international career will result in positive outcomes. Thus, it is hypothesized that

Hypothesis 1: Openness to experience will moderate the interactive effects of length and

variety of international travel experiences on receptivity to international careers

such that the interactive effect will be stronger among individuals who are high

on openness to experience

Extroversion

There is considerable evidence from the expatriate management literature that extroversion may

help facilitate interpersonal interactions. Caligiuri (2000a) argued that extroverts are more likely

to seek social activities and put forth the effort necessary to interact effectively with people from

different countries. Similarly, Huang, Chi and Lawler (2005) argued that relative to introverts,

The International Journal of Human Resource Management 1405

D
o
w

n
lo

ad
ed

 b
y
 [

U
n
iv

er
si

ty
 o

f 
G

la
sg

o
w

] 
at

 2
3
:2

3
 1

2
 F

eb
ru

ar
y
 2

0
1
5
 



extrovert are more willing to speak actively with their local subordinates, colleagues or boss, and

they tend to socialize more with host country nationals. Building on these studies we argue that

because extroverts have a need for social interaction and prefer activities that involve other

people, extroversion is expected to moderate the joint effect of variety and length of

international travel experiences on receptivity to international careers. Consistent with social

cognitive career theory (Lent et al. 1994), the need for social interaction and for activities that

involve other people should help those with greater variety of international travel experience and

greater length of international travel experience develop high self-efficacy in their ability to

work in international settings and greater expectations that an international career will result in

positive outcomes. Thus, it is hypothesized that

Hypothesis 2: Extroversion will moderate the interactive effects of length and variety of

international travel experiences on receptivity to international careers such that

the interactive effect will be stronger among individuals who are high on

openness to experience.

Method

Datawere collected as part of a larger project on international experiences. The sample included207

participants from 43 countries including North and South America, Europe, Middle East and

SouthEastAsia. Participants averaged25.10 years of age (SD ¼ 5.45)with a rangeof 18 to 55years

old with 64% being female. Full-time or part-time employment accounted for 78%. Participants

were enrolled inmanagement courses at amedium-sized university located inNewYorkCity,USA,

and received course credit in return for their voluntary participation. Data were collected at two

points in time.At Time1 (4weeksbefore the end of the academic semester), the first authormetwith

each class and offered the students the opportunity to participate in a research project for extra credit

points toward their course grade. After reading and signing the informed consent form, participants

completed the first questionnaire developed to measure demographics, control variables, prior

international experiences, and personality traits. At Time 2 (last week of the academic semester),

participants completed the second questionnaire designed to assess the dependent variable.

Measures

Based on Takeuchi et al.’s (2005) work on prior international travel experiences participants

were asked to identify the name of the countries to which they had travelled in chronological

order from most recent and the length of each trip. These international travel histories were used

to derive three forms of prior international travel experiences. The length of international travel

experiences was created by summing each reported experience in days (mean was 168.81).

The variety of international travel experiences was operationalized as the number of different

countries participants had travelled (mean was 2.08). The number of international travel

experiences was created by counting the number of experiences listed, however, this measure

was highly correlated with the variety of international travel experiences (r ¼ 0.91, p , 0.01)

and highly redundant. Consequently, this variable was dropped from the analysis.

Openness to experience was measured using Saucier’s (1994) mini-markers. The scale

included eight adjectives that reflected the trait. Participants rated how accurately each adjective

described them on a 9-point scale (ranging from 1 ¼ extremely inaccurate to 9 ¼ extremely

accurate). Example adjectives included creative and philosophical. Saucier’s mini-markers have

been extensively used and validated in prior studies (e.g. Bauer, Erdogan, Liden and Wayne

2006). Mean of this scale was 3.13 and alpha was 0.73.
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Extroversion was measured using Saucier’s (1994) mini-markers. The scale included eight

adjectives that reflect the trait. Participants rated how accurately each adjective described them

on a 9-point scale (ranging from 1 ¼ extremely inaccurate to 9 ¼ extremely accurate). Example

adjectives included creative and philosophical. Saucier’s mini-markers have been extensively

used and validated in prior studies (e.g. Bauer et al. 2006). Mean of this scale was 5.71 and alpha

was 0.76.

In order to measure receptivity to international careers participants were asked to indicate

their agreement from (1) little extent to (7) great extent to five items adapted from Adler (1986).

Items were averaged, with a higher score indicating greater receptivity to international careers.

A sample item from this scale is ‘I view international work experience as a prerequisite for my

future career advancement’ and ‘I want an international career which would be a series of

international jobs’. The mean of the scale was 4.40 and alpha was 0.93

Based on previous research on receptivity to international careers, it is likely that

gender, number of international business courses taken, and martial status may affect the

dependent variable in this study. Therefore, these variables were included as control variables in

the analysis.

Results

The descriptive statistics and correlations for all variables in this study are presented in Table 3.

Unstandardized means and standard deviations are listed for informational purposes only

because standardized variables are used in all the analysis. Moderated regression analysis was

used to test the two hypotheses. Table 4 reports results of the moderated regression (Aiken and

West 1991). Predictors were entered in five steps. Step 1 included the control variables, Step 2

included the two facets of international travel experiences, Step 3 included the personality traits

of openness to experience and extroversion, Step 4 included all the two-way interactions, and

Step 5 included the three-way interactions. This five-step process allowed the variance due to the

three-way interaction terms to be observed (Cohen and Cohen 1983).

With respect to Hypothesis 1, Table 4 shows a significant three-way interaction in step 5

(b ¼ .33, p , .05) (model 5), thus, model 5 was the appropriate model to examine the individual

coefficients (Cohen and Cohen 1983). To further analyse the three-way interaction, we plotted

receptivity to international careers atþ /2 1SD from the means of variety of international travel

experience and length of international travel experience at two different levels of openness

to experience. Visual inspection of Figure 2 suggests that for participants high on openness to

experience the relationship between variety of international travel experience and receptivity

to international careers was stronger among participants with greater length of international

travel experience. For participants low on openness to experience, the relationship between

variety of international travel experience and receptivity to international careers was positive

and stronger for individuals with shorter length of international travel experience, while the

relationship was negative and weaker for individuals with greater length of international travel

experience. These results provide support for Hypothesis 1.

With respect to Hypothesis 2, the three-way interaction was significant in step 5 (b ¼ 2 .23,

p , .05) (model 5). We plotted receptivity to international careers at þ /2 1SD from the means

of variety of international travel experience and length of international travel experience at two

different levels of extroversion. Visual inspection of Figure 3 suggests that the trends were not in

the expected direction. For participants high on extroversion, the relationship between variety of

international travel experience and receptivity to international careers was stronger among

participants with shorter length of international travel experience, while the relationship was

weaker for individuals with greater length of international travel experience. For participants
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Table 3. Means, standard deviations, reliabilities and intercorrelations for all variables used in this study a,b.

M SD (1) (2) (3) (4) (5) (6) (7)

1. Age 25.10 5.45 –
2. Gender .53 .50 2 .02 –
3. International business courses 2.5 2.33 .11 .10 –
4. Variety of international travel experiences 2.11 1.90 .24** .19 .18** –
5. Length of international travel experiences 169.81 434.99 .07 2 .02 .08 .11 –
6. Openness to experience 3.16 .90 2 .03 2 .09 2 .02 2 .05 .12 (.73)
7. Extroversion 5.71 .69 .01 .13 .03 .03 .07 2 .23** (.76)
8. Receptivity to international careers 4.40 1.67 .18* .33** .15* .59** .21** .05 .30

a n ¼ 207; bReliabilities are noted on the diagonal; *p , .05; ** p , .01 (two-tailed tests).
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low on extroversion, there was no interaction among the three variables. These results do not

provide support for Hypothesis 2.

Discussion

The finding that openness to experience moderated the joint effect of variety and length of

international travel experiences on receptivity to international careers advances the global

staffing research. The career development literature has shown that dispositional differences

influence career outcomes (e.g. Judge, Higgins, Thoresen and Barrick 1999) but very little is

known about how dispositional differences impact attitude toward international careers. Our

study theoretically examined the importance of personality traits in providing conditions under

which international travel experiences lead to greater interest in international work. In addition,

the finding extends the person-environment (PE) fit literature by highlighting the importance of

congruence between openness to experience and international travel experiences. The PE fit

concept (see Kristoff 1996 for a review of the literature) has been examined from several

different perspectives (Roberts and Robin 2004); however, there has been a paucity of research

on the fit between personality and international experiences. This study makes a contribution in

remedying this gap in the literature. Finally, this study provides support to the social cognitive

career theory (Lent et al. 1994) as a viable theory for explaining how openness to experience and

international experiences relate to interest in international careers.

Table 4. Results of moderated regression analysis of receptivity to international careers on international
travel experiences.a

Variableb 1 2 3 4 5

Step 1
Age .17** .063 .07 .06 .05
Gender .32* .28** .25** .26** .250
Number of international business courses .101 .019 .09 2 .01 .01

Step 2
Variety of international travel experiences .46** .46** .48** .47**

Length of international travel experiences .16* .13* .16* .15*

Step 3
Openness to experience .14** .13** .14**

Extroversion .27* .26* .28*

Step 4
Variety £ Length 2 .13 2 .24
Variety £ Openness to experience .05 .13
Length £ Openness to experience .10 .04
Variety £ Extroversion 2 .05* 2 .03
Length £ Extroversion .10 .10

Step 5
Variety £ Length £ Openness to experience .33*

Variety £ Length £ Extroversion 2 .23*

Overall F 12.16** 24.70** 23.58** 14.90** 14.00**

R2 .15 .38 .45 .48 .50
Change in F from Model 1 12.17** 37.00** 13.25** 1.96 4.93*

a n ¼ 207, Values are standardized estimates; bAll standardized variables (z-score transformation); *p , .05; **p , .01
(two-tailed);
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A surprising finding was that Hypothesis 2 was not supported. It may be the case that

extroversion does not predispose individuals for learning from international experiences or

cross-cultural interactions. Another possibility is the limitation of the measure (e.g. eight

adjectives) rather than the absence of a moderation effect. There are many different measures

of agreeableness (e.g. NEO-PI) that could be examined and assessed to estimate the effect

of extroversion on receptivity to international careers. The results, however, do show that

extroversion was positively related to receptivity to international careers (r ¼ .30 p , .01).

Future research on how extroversion predicts receptivity to international careers is needed. It is

possible that because extroverts have a need for social interaction and prefer activities that

involve other people, whether in person or through telecommunications, they will have greater

receptivity to international careers.

Figure 2. Interaction plot for the variety of international travel experience £ length of international travel
experience interaction with respect to receptivity to international careers for individuals with high and low
openness to experience.
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As with all empirical studies, there are limitations to this study. First, the sample includes

students from one university. This limits the generalizability of the findings. Although large diverse

sample sizes are both desirable and encouraged, it is somewhat challenging to gain access to several

business students with international travel experiences. Future studies should attempt to sample a

broader number of universities to improve generalizability of the findings. In addition, future

studies should test the two hypotheses with samples from different populations such as students

from non-business majors. Second, common method bias is a potential problem whenever data are

collected from a single source. However, care was taken to reduce potential biases in this study.

We attempted to reduce this bias by following the procedural remedies suggested by Podsakoff,

MacKenzie, Lee and Podsakoff (2003) such as creating a temporal separation by introducing a time

lag between the measurement of the predictors and the dependent variables. However, future

research should gather data from multiple sources to minimize the shared method variance.

Figure 3. Interaction plot for the variety of international travel experience £ length of international
travel experience interaction with respect to receptivity to international careers for individuals with high
and low extroversion.
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Despite the above limitations, the findings and issues discussed in this study may have

implications for IHRM professionals. As mentioned earlier, given the shortage of effective

global managers, organizations are increasingly recruiting business students with early

international travel experiences with the propensity for later international career growth.

Human resource professionals are in need of data that can assist them in making informed

decisions about the use of international travel experience variables in the decision making

process when recruiting and selecting business students. The finding that variety of

international travel experiences, length of international travel experiences, and openness to

experience interact to effect receptivity to international careers has important implications for

recruiting, selecting, and developing early career individuals or business students. IHRM

professionals can use the findings to select applicants who have strong inclinations toward the

individual characteristics examined in this study. That is, IHRM professionals should consider

the use of variety of international travel experience, variety of international travel experiences,

and openness to experience in the decision making process when selecting early career

individuals.
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