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Executive Summary

During globalization, many companies will start to localize once the local offices are

established. Many factors such as legality, cultural differences, language barriers and cheap

labour forces have contributed to this localization. When global companies start to ‘Think

Globally, Act Locally’, it has become challenging for some to maintain the unified corporate

mission, vision and culture thus companies have to tackle these challenges to sustain their

global strategies.

This consultancy report identifies human resources challenges and makes

recommendations to an energy resource company on their global staffing and talent

development strategies. The recommendations include how the company creates international

projects and assignments and gives opportunities to their staff to enhance the diversity and

cross-cultural communications. Discussions and literature reviews on the pros and cons of

those recommendations are also carried out.

Introduction

Globalization is a process that incorporates the cause, course, and consequences of cross

national and cultural integration of human and non-human activities (Al-Rodhan and

Stoudmann 2006). The power of globalization on economy is so high that many political

decisions have followed the economic evolutions raised by multinational corporations (Dima,



2013). During the globalization of a company, Human Resource Department is often the key

player in leading the performances. While the multinational companies are adopting to

‘Think Globally, Act Locally’, the influences of going localization on the company’s core

values have been discussed (Dudovskiy, 2012; Dessaigne, 2019).

This consultancy report aims to review and make recommendations to a company on its

staffing strategy and talent development during its globalization.

Background of the companies

Company A is a Canadian based energy company having operations in the Asia Pacific

and Atlantic region. Its main operation involves upstream production and the refining of oil.

The company has expanded to Asia Pacific region and selected Hong Kong as the regional

head office to oversee the Asia Pacific’s operation. An interview was carried out with the HR

director (Director A) of the Asia Pacific region who was recruited locally and helped to

expand the operations to other Asian cities, covering over 300 employees.

Another company, Company B, which is comparatively a larger energy company has

been used to compare and take reference from. It has a long-standing history back in early

years of 1900s. Its services cover a wide range oilfield services and has expanded to 120

countries with more than 80,000 employees across the globe. Articles based on the interview

with their HR Chief (Gallup, 2019) and in other aspects were referenced for this report.



As a large population of both companies’ employees is field engineers, which is often

perceived as male’s jobs, a deep focus on diversity and equal opportunity has been placed.

Think Globally, Act Locally

An interview was carried out with Director A in early December 2020 (Appendix 1).

Director A described her biggest challenge was to standardize the company’s vision and

policies across the globe. While the head office is in Canada, it was difficult for her to make

the head office familiarize and understand the cultural differences in the Asia Pacific. ‘As our

head office is based in Canada, a lot of the staff there are hired locally, and they are very

stable in their role. They may not have many experiences in going overseas, thus it is

extremely hard for them to understand what is going on in the other part of the world.” said

by Director A. An example was given to the recent adjustment in the Hong Kong

Employment Ordinance (The Employment (Amendment) Ordinance 2020) on the extension of

maternity leave from 10 weeks to 14 weeks. A discussion was raised by the head office to

suggest that the maternity leave entitlement should be standardized with the head office,

based on the Canadian legislation. However, Director A disagreed and felt that it was difficult

to apply as there is such a huge difference in the employment law between the west and the

Asia, and other factors such as social supports and employee benefits do not support this

standardization.



The cultural differences often have huge impacts in setting up the local HR policies.

Shen et al (2005) suggested four contextual factors including political, socio-cultural,

economic, and legal impact on the IHRM policies and practices. Cares have to be taken to

respect the employee’s expectation in the countries including their specific obligations in

their society, respect to the older generation as well as the hierarchy culture. For global

companies, it is often sensible to have a dual approach by separating the ‘host’ policies from

the “parent’ policies to achieve the best outcome (Shen et al., 2005). Director A added that

‘We do have a global policy from the head office for us to follow but we will modify the local

policy to suit the Asia Pacific Region. For some HR functions such as payroll and benefits,

we have outsourced to an administrator to help. However, we also wish to provide some

special benefits that is distinctive as a global company, for examples, the calculation of

annual leave.’

When many global companies adopt to ‘Think locally, Act locally’, it is risky for the

companies to lose their global strategies over time. Director A added that the staffing strategy

in Company A mainly focused in hiring local labour force. ‘When the regional office was first

set up, many of the staff were hired from overseas, however, once the company was

stabilized, the expatriates had gradually reduced from 30% to 9% and the development of

senior staff was focused in the regional area.’” Said by Director A. As supported by Raletic-



Jotanovicet et al (2015), when the quality of the human resources in the host country is

getting bigger, the need for hiring employees from other countries will be reduced, the focus

will then be bringing local labour force of high potential to help in the development of the

company.

Comparatively, Company B has a different vision in developing global leaders as they

are committed to borderless careers. ‘The fact that we’re always trying to do something

different created opportunities for people. And those opportunities create a dynamic flow of

people in the organization.’, said by Direct B (Gallup, 2019). The company sets up an intranet

system that allows any manager to view any employee’s complete career networking profile,

their aspirations and career background and performances. This has encouraged the manager

to search for talent they need thus encouraging growth and development of staff. However,

the challenge for this mobility is that HR directors have to give up some forms of algorithm

but to focus on agile instead. In a fast-developing industry where new sets of technologies are

introducing frequently, they also have to develop a talent base that is able to learn and

develop quickly, as the market simply does not have suitable or ready-made candidates

available. The company will therefore have to invest heavily and have a well-developed

training program for their staff. This dynamic culture can also be a challenge for the

recruitment process thus campus selection has been identified as an important part of the

recruitment process (Singh et al., 2017), where they have higher chances of getting talented



young people who look for international opportunities and development.

Recommendations

It was appreciated that both companies have excellent visions on diversity. However,

Company A seemed to have localized in their HR staffing strategies during globalization,

which has resulted the challenges that Director A described. This will also lead to shortage of

international management talent which will constraint the implementation of global strategies

(Collings and Scullion, 2006). Despite this, Company A should not follow the strategy of

Company B as the size of company varies, and the cost of maintaining a borderless career is

relatively high.

Company A’s lack of overseas opportunities has restrained the development of their

talent. This has become a risk to a global company when employee across the globe do not

share skills, knowledge, and most importantly, the company’s vision. Director A commented

‘We do not have many international exchange opportunities for our employee, and it is

something that is good to think about as when the Asia Pacific Region has now become

stable, the career path for the staff has gradually diminished’.

To solve this problem, the company should improve on their global strategy on staff

planning and talent development, with the aim to increase the diversity from a global aspect.

The benefit of global staffing is that the diversity enables sharing of knowledges and



skills and is an excellent opportunity for the potential leaders to develop their global mindset.

However, employing expatriates is not as easy as one thinks, and it often encounters various

issues which explains why many global companies have localized in the host country. The

willingness of the expatriates to go abroad; the retention of expatriates’ employment; and

high employment cost are often the challenges of global staffing (Collings et al, 2007)

There are many ways that a company can enhance their diversity through global staffing.

For example, ethnocentric, polycentric or geocentric (Collings and Scullion, 2006). The

characteristics of each is listed in Table 1. As according to the interview with Director A, the

company first took the ethnocentric strategy at the initial stage of globalization, however,

when the local office was established and more local talents were developed, the strategy

transformed to polycentric. Since the company is already localized, it is difficult to reverse

their staffing strategies to ethnocentric to increase the diversity, as the cost to employ such a

global talent is extremely high.

Ethnocentric All key positions in subsidiary operations are taken up

by citizens of the country where the Headquarter is

based.

Polycentric Primarily positions are taken up by the citizens of the



host country

Geocentric Filling positions with the best candidates, disregard of

the country of nations.

Table 1. Global staffing strategies and their characteristics

However, the company should consider setting up some global assignments that involve

teams of staff with different locations and cultural backgrounds. Through this, the company

will enhance its internal communications as well as giving the opportunity for the staff to

develop as global leaders..

The quickest and cheapest way to do such a project is through Global Virtual Teams

(GVTs). Virtual teams are defined by a group of people working together while located in

different places and using technologies to conduct a project without the need for meeting face

to face (Kupa, 2020). With the modern technologies and network, people can communicate

anytime and anywhere, and the recent COVID-19 pandemic has proven its feasibility and

adaptation by the world. GVTs are flexible, cost efficient, and can serve the purpose of

increasing diversity in any assigned projects. It can be done quickly in a short period of time

and increase the diversity of the resources available. Staff will receive more learning

opportunities and resources, thus enhancing the problem-solving skills (Jimenez et al., 2017).

However, the setup and preparation of GVTs are key factors to success. The team must

set clear objectives and dedicated leaders to achieve best outcomes. The team must also



consider the potential challenges such as language barriers, time differences and the lack of

social presence and have constructive plans to overcome these challenges before

implementation.

When assignments for the GVTs are set, the priority of HR should be focusing on

supporting and training of the right candidates to lead the GV Ts. The timing of this should be

kept short e.g. 3-6 months and the first GVT should commence the project as soon as possible

to keep the motivation.

Once the project has started, team leader should monitor the progress and systematic

reviews should be done in between meetings to ensure the best outcome achieved. Upon

completion, there must be evaluations to review the effectiveness of the GVTs in all aspects,

including the meeting time, cost and budget, the communication tool, the selection of

candidates, the effectiveness, as well as identifying areas of improvement.

Although GVTs facilitate diversity and cross-cultural communications within a

company, the real impact in developing global leaders was limited and insufficient. The

company must have a long-term strategy to develop leaders with the global mindset. To do

this, short-term or commuter international assignments which allow employee to have project

based, international exposures within a short period of time should be considered.

The head and regional offices need to decide the location of the assignments and the

number of talents required. The duration of these assignments needs to remain short, for

10



instance, one to twelve months; and the cost planning should include transportation and

accommodation allowances, visa application, taxation, insurance coverage, as well as laying

out clear guidance on the coverages of necessary expenses.

The opening should be posted to all global offices for fair opportunity. Clear objectives

of the assignments and detailed roles and responsibilities should be set at this point to manage

expectations from the host country and the assignees. Selection of candidates and interviews

will then be carried out. The interviews should be done through online platforms, which

allows applicants across the globe to apply.

During this process, HR should assist in transferring the assignees and focus on preparing the

selected assignees in adapting to host country. Appropriate trainings such as cross-cultural

differences and communication skills should be provided. The assignment should be led by a

leader in the host country, who acts as a mentor of the assignee and provides appropriate

guidance in all aspects. This also gives an advantage to the leader to have experience in

leading someone from overseas, with different cultural background, thus enhancing their

global mindset and communication skills. Before repatriation, a review by the mentor and the

assignee should be done to summarize the outcome and have reflections on the whole

experience. Upon repatriation to the home country, the assignees should share their

experiences with their colleagues which can be part of the training and development

programme by the HR to attract further candidates for future assignment.

11



Bozkurt and Mohr (2011) reckoned that such international assignments can build social

capital in multinational companies and they are valuable for young employees. Caligiuri and

Bonache (2016) suggested that global mobility through these assignments can develop

capabilities of leaders by enhancing their cross-cultural skills and their openness to diverse

ideas. It can also enable them to understand the global strategies of the organization by

integrating knowledges. The shorter assignments allow global teams to be developed at lower

cost and avoiding issues regarding relocation, expatriate failure and repatriation difficulties

(Mockaitis et al.,2018). Despite this, many assignees finish the project with a feeling that the

competencies are no longer required upon repatriation (Caligiuri and Bonache, 2016) and

there are also negative impacts on such personal development as personal changes by the

assignee can affect their relationship with the spouse upon their return (Starr & Currie, 2009).

Therefore, the company should support the assignees upon repatriation and provide clear

career path and opportunities should they take up this development as future global leaders.

Conclusion

When global companies start to localize in the host countries, it is risky to lose the core

values which is detrimental in maintaining the global strategies. While understanding the

necessity of ‘Think Globally, Act Locally’, companies should regularly review their global

staffing and talent development strategies and incorporate opportunities for staff to develop at

12



a global level, which in return will be beneficial to develop global mindset for future leaders.
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Appendix 1- Interview with Director A

Date:

10 December 2020

Mode of interview:

Phone Interview

Interview Questions:

1. Can you talk a bit about your current role in your company

in Hong Kong, and your role in the Asia Pacific Region?

2. What are the main challenges you have when overseeing the

Asia Pacific Regions?

3. How can you bring the company’s visions across the globe?

4. In terms of recruitment, do you tend to employ people

locally or globally?

5. Although you are from a global company, you seems to

have set up many local policies which are quite different

from your head office, is that right?

6. Ifyou are overseeing the whole Asia Pacific Region, what

do you recognizes as the major differences between these

Asia Cities?
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