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ABSTRACT
This conceptual paper examines the role of performance management in the development and maintenance
of cultural control in multinational enterprises. A framework is presented showing elements of cultural
control and their links with the performance management process, as part of bureaucratic control within
multinational enterprises.
Key Results
The framework proposes an ongoing socialization role for performance management in MNEs.
Implications for control in MNEs are discussed and research questions posed for empirical investigation of
the framework.

C U L T U R A L AND BUREAUCRATIC CONTROL EV MNEs: THE R O L E OF EXPATRIATE
PERFORMANCE MANAGEMENT

Managers in multinational enterprises (MNEs) must balance the tensions inherent in the simultaneous need
for global integration and local sensitivity in an increasingly diverse and complex international business
environment. The dilemma is to allow sufficient autonomy at the subsidiary level to cater for local
responsiveness, while maintaining overall control without constraining effective performance
However, performance management and control presents specific challenges. As Pucik (1985) suggests,
five major features of an M N E s operations summarize the M N E performance control challenge. First, M N E
management must focus simultaneously on global performance (the 'whole' of the M N E ) and subsidiary or
regional performance (the 'parts'). Second, performance data obtained from one subsidiary/region may not
be comparable with that obtained from another due to local differences. The third feature is that separation
by time and distance further complicates judgments about the degree of fit between expatriate performance
and the long-term strategy of the M N E . Fourth, success may be defined differently according to the
economic or political volatility of the system in which the subsidiaries operate. Finally, the level of market
maturity may vary between each subsidiary and the parent organization and more time may be required to
generate results in some subsidiaries.
This paper is based on two fundamental observations drawn from the extant literature : first, that an
integrative approach to performance management in M N E s is necessary and desirable; and second, that
changes to the mix of control used in MNEs are evident, with a trend towards less tangible (cultural)
controls. We focus on the role of performance management in the control systems of M N E s , and the use of
staff transfers in the form of expatriate assignments for control purposes. In particular, we explore issues
relating to the use of cultural control in MNEs.
With regard to our first observation, we suggest that performance management integrated with other
management policies and practices is an essential, complementary bureaucratic control mechanism in a
strategy of cultural control. In the context of international human resource management (IHRM),
performance management provides expatriates with socialization, control and support for the duration of the
international assignment (Black, Gregersen & Mendenhali, 1992; Gregersen, Hite & Black, 1996; Harvey,
1997). Thus, it forms part of the "glue technology" of the M N E (Evans, 1992: 85). This has implications
for management in an international business environment with diverse cultures and organizational forms.
With regard to our second observation, we suggest that an increasingly common approach for M N E
management to achieve control of organizational and individual performance is through increasing
emphasis on cultural control, defined as a combination of personal control and control by socialization
(Baliga & Jaeger, 1984). Typically, this is accomplished by transferring staff from headquarters to
international subsidiaries.
The apparent assumption is that expatriates highly committed to the
headquarters way of doing things will inculcate host country and third country nationals with organizational
values and practices. Such control relies on a level of self-management and control of performance through
the internalization of M N E goals, objectives and practices. Self-managed performance will contribute to
M N E performance by mitigating against control problems of coordination, consistency and compliance
inherent in M N E s .
Our paper contributes by addressing a gap in the I H R M literature. While there has been substantial research
on organizational and individual control (see for example, Child, 1973; Pucik, 1986; Scullion, 1994), and on
organizational commitment (see for example, Mathieu & Zajac, 1990; Mowday, Porter & Steers, 1982;
Palich, Horn & Griffeth, 1995), little has been done to explore the application of expatriate assignments for
organizational development purposes such as subsidiary control and performance management. Nor has the
role of performance management been discussed as part of the technology of cultural control.
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In order to develop issues relevant to performance management and cultural control in MNEs, we have
constructed a framework (shown in Figure 1) of key elements and their inter-relationships. These are
discussed in the following sections.
T H E MNE C O N T R O L MIX
Organizational control is generally accepted as an important component of the managerial function: it is
responsible for ensuring that the organization's strategic goals are met and that deviations from standards
are corrected for effective performance outcomes (Jaeger & Baliga, 1985). In this context, according to
Ouchi (1977), there are two phenomena that can be monitored and evaluated: behavior and output. Thus,
control mechanisms that measure and monitor performance are designed and implemented so that behaviors
and outputs are linked with M N E strategy. By its very nature, the control function involves the exercise of
influence, if not power. It is this characteristic which gives control its negative connotation of deliberate
manipulation of organization members.
The important point, according to Jaeger and Baliga (1985:118), is that: "control systems do not exist in
'isolation' in the organization. Rather, they are embedded in an overall organizational system which fits
with the control system being used". This is particularly pertinent for the M N E , in its quest for
coordination, consistency and compliance of behavior and outcomes throughout its global operations: at
headquarters and at each subsidiary level. The control challenge for the M N E is to achieve the correct
balance between conflicting pressures. On the one hand, close monitoring is required to ensure minimum
levels of duplication, wastage and ineffective processes. On the other hand, autonomy is required to allow
for responsiveness and discretion; to coordinate global activities, yet allow for local responsiveness (Bartlett
& Ghoshal, 1987; Doz & Prahalad, 1984; Mintzberg, 1991).
In their review of the control literature, Fenwick, Welch and De Cieri (1993) concluded that control
mechanisms may be generally divided into two categories, as shown separately in Figure 1: 'cultural' and
'bureaucratic'. Child (1973) identified two approaches to organizational control: personal control systems
(that is, direct supervision) and bureaucratic control systems (that is, rules, regulations and procedures).
Edstróm and Galbraith (1977) added a third system: control by socialization, a form of informal control
through the internalization of behaviors and rules that negates the need for procedures, hierarchical
communication and surveillance. Baliga and Jaeger (1984), in combining the personal system with the
control by socialization system, argued that the resultant cultural control systems relied on organization
members' internalizing and being morally committed to the norms, values, objectives and "ways of doing
things (Jaeger & Baliga, 1985:119). They regarded bureaucratic (formal) and cultural control (informal) as
mutually exclusive control options. Pucik and Katz (1986) suggested that some form of control 'mix' which
combines elements of both bureaucratic and cultural control systems is often found. This latter view seems
robust in the context of changes in the endogenous environment such as increasingly diverse forms of M N E
and changes in the exogenous environment such as increased competition and volatility (Schuler, Dowling
& D e Cieri, 1993).
It would seem that, in practice, MNEs attempt to achieve an optimal m i x , with bureaucratic control (such as
budgets and reporting systems, and formal structure) supported by cultural control (staff movements, and
informal networks). Indeed, in the current climate of flatter organizational structures and devolution of
responsibility through decentralization, cultural control becomes an important supporting mechanism for
such MNEs (see Marschan, Welch & Welch, 1996).
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Figure 1. Control in multinational enterprises: The role of expatriate performance management
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Consistent performance across cultural and functional boundaries might, however, be difficult to achieve in
organizations opting for cultural control through commitment to organizational norms, values and
objectives, and practices (Meyer, Allen and Gellatly, 1990). Welch and Welch (1997:680) argue that
"despite what overt behavioral displays and verbal utterances might indicate, people are bound to differ in
the extent to which they internalize the company's values and are thereby committed to upholding them".
C U L T U R A L C O N T R O L VIA EXPATRIATE ASSIGNMENTS
1

In their study of M N E staff transfers as a control mechanism, Edstrom and Galbraith (1977) identified
three reasons for staff transfers: first, to fill positions in developing countries; and, second, to develop
managers' international experience. The third reason was to develop the organization by modifying and
sustaining the structure and decision processes. In particular, according to Ondrack (1985a, 1985b),
international staff transfers assist in developing a dependable informal control system for the M N E ' s global
operations, as well as a network of personal contacts that enables the bypassing of bureaucratic procedures
when necessary, thus making the organization more responsive.
No amount of plans, reports, or correspondence can replace competent and committed
management in the various parts of the company, and the personal contacts, consultations,
and exchange of views which underlie a control system and breathe life into it (Brooke &
Remmers, 1970: 91).
As shown in Figure 1, cultural control via expatriate assignments relies, first, upon the development of
shared values and organizational knowledge through the socialization of the expatriate and its related
concept, the psychological contract. Second, it relies upon a high level of expatriate commitment to the
M N E . Third, it relies upon the expatriate's ability and willingness to diffuse the requisite values to others in
the organization. Each of these is discussed below.
Shared Values
Given the increased value diversity inherent in international operations, the extent to which individuals
adopt and share values is central in any discussion of cultural control. A value has been defined as a lasting
belief that "a specific mode of conduct or end-state of existence is personally or sociably preferable to an
opposite or converse mode of conduct or end-state of existence" (Rokeach, 1973: 5). Strong organizational
value systems have often been linked with higher levels of employee commitment through internalization
and identification (Zeffane, 1994).
Schultz concluded that interrelationships of values and basic
assumptions are not harmonious, as implied by Schein (1992), but included certain inconsistencies (Schultz,
1990, cited in Stahlberg, 1992). However, individual inconsistencies in values may not necessarily
undermine or prevent cultural control.
The extent to which the value-sharing aspect of organizational culture can be managed is related to whether
culture is viewed as something an organization is or something it has. Practices may be seen as one aspect
of the 'culture' Gestalt - something that an organizational culture has - and therefore, as somewhat
manageable (Hofstede, 1992). This implies that behavior can be controlled through socialization in the
workplace, provided that the requirement to engage in appropriate organizational practices falls within
members' zones of indifference. The zone of indifference is the range of contributions an individual is
willing to make without subjecting these to critical evaluation - that is, to which the person is indifferent.
Practices falling into the zone are agreed to, those falling outside the zone may or may not be agreed to or
may precipitate exit from the organization (Barnard, 1936).

1 Following the bulk of the extant I H R M literature, we use 'staff transfers' as interchangeable with
'expatriate assignments'.
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The distinction between shared values and shared practices is therefore an important one, as it influences the
members' zone of indifference. For example, a commitment to shared values may require a broader zone of
indifference, as it effectively requires agreement to more than work practices. Of course, such control may
have a negative connotation, implying programmed behavior that could only occur if the process were oneway (Willmott, 1993). Hofstede (1992) stated that shared values are the core of an organization's culture.
In a view consistent with that of Ouchi (1977), he suggested that shared values are not directly observable
by outsiders and, therefore, uncontrollable. Rather, shared perceptions of daily practices, observable as
behavior consistent with the values, should be considered.
Organizational Commitment
Organizational commitment has been described as both an input and an outcome for expatriate performance
and cultural control. According to Coopey and Hartley, organizational commitment has been variously
defined according to two main themes: those involving affective attachment and identification "connoting a
sense of devotion, loyalty or allegiance" (1991: 19); and those which focus on behavioral acts and
consistencies. The most frequently cited and enduring definition of organizational commitment is that of
Porter and others (Mowday, Porter & Steers, 1982; Porter, Steers, Mowday & Boulian, 1974), who referred
to organizational commitment as "the relative strength of an individual's identification with and
involvement in a particular organization" (Mowday et al., 1982: 27).
Evans (1992: 89) said of organizational performance control, "one should not delegate or give up hierarchic
control to someone who does not have the capacity for self-control". The comment by Brooke and Remmers
(1970) cited above emphasizes organizational commitment as essential in the cultural control of M N E
performance. Organizational commitment has received much attention in recent research (Mathieu & Zajac,
1990). In addressing the attitudinal - behavioral dichotomy presented in definitions of organizational
commitment, they concluded the construct to be an inter-relationship of both dimensions. O f particular
relevance to this paper is the behavioral outcome of commitment - adherence to a consistent level and
standard of activity.
In practical terms, both attitudinal and behavioral commitment are expected of expatriate employees in
MNEs. A widely held, yet relatively untested, view in international H R M literature has been that expatriate
managers are more committed to the M N E than host country nationals. In one study comparing the related
concept of loyalty of expatriate managers with that of HCNs, Banai and Reisel (1993) found no support for
that view.
The extent to which loyalty or allegiance is achieved may be culturally determined (Baligh, 1994; Downes,
1996; Randall, 1993; Rokeach, 1973). Rokeach (1973) linked values, with attitudes and beliefs, to culture.
For example, some religious beliefs may preclude the development of affective attachment to an
organization (Palich, Horn & Griffeth, 1995). Mathieu and Zajac (1990) grouped the antecedents of
commitment into personal characteristics and situational variables. However, Zeffane (1994) argued that
researchers have not yet reached any substantial agreement on the order of these two categories.
The evolution of human resource management has included a progression through compliance-based to
employee commitment-based achievement of organizational goals (Guest, 1989; Zeffane, 1994). Ogilvie
(1986) concluded that human resource management practices can best influence commitment levels when
offered as a systematic and pervasive program rather than as the addition of random interventions such as a
new benefit or a new training program. The ideal scenario for building high commitment levels would be
for senior management to identify organizational commitment as a critical element of business strategy and
to support such an effort. Subsequent development of human resource management practices that consider
individual employees' different needs and preferences might therefore be valuable.
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Psychological Contract
Length of service and its attendant investments (cf. Becker's 'side-bets', exchange-based approach)
influence the development of organizational commitment (Becker, I960; Hrebiniak and Alutto (1972).
Related to this view of organizational commitment is the notion of a psychological contract. This term is
used to describe an employee's belief regarding the terms and conditions of a reciprocal exchange
agreement between that employee and the employer (Robinson & Rousseau, 1994). Psychological contracts
may be transactional (based on economic exchange theory) or relational (based on social exchange theory).
Trie latter form has been linked to organizational commitment (Rousseau, 1989, 1995).
Psychological contracts recognize that most people seek to balance their contributions (what they put into an
organization) and their inducements (what they get from the organization in return). "Within the boundaries
of the psychological contract therefore, employees will agree to do many things in and for the organization
because they think they should" (Schermerhorn, Hunt & Osborn, 1982: 480). This implies that adherence to
organizational practices, an essential outcome of cultural control, requires the individual to operate within a
relatively narrow zone of indifference (Baliga & Jaeger, 1984). Interestingly, while psychological contracts
are by definition subjective and therefore different for each individual, employers may reflect organizational
values, goals and objectives during the negotiation process. Thus, a certain degree of standardization can
often be found (Shore & Tetrick, 1994). However, the subjective nature of the psychological contract
makes it highly susceptible to perceived violation, and may act as a mediator between expatriates and
commitment to their organizations (Guzzo, Noonan & Elfron, 1994).
Socialization
Socialization has been defined as "a process by which an individual comes to appreciate the values,
abilities, expected behaviors, and social knowledge for assuming an organizational role and for participating
as an organization member" (Lois, in McDonald & Gantz, 1991: 72). Thus, it may be considered part of
information technology within MNEs.
Socialization of staff provides what Bartlett and Ghoshal (1987) termed the "coordination glue" which binds
the organization together. Similarly, Evans (1992: 88) suggested that the integration challenge comprised
three elements: "direction (goal visions, targets), control, and coordination". He postulated that M N E
management will implement the "differentiated network structure" so labeled by Bartlett and Ghoshal
(1989).
They subsequently identified a clear, shared understanding of the company's mission and
objectives; the visible behavior and public actions of senior management; and the organization's personnel
policies, practices, and systems as three important tools affecting the psychology, or culture (Hofstede,
1992), of the organization (Bartlett and Ghoshal, 1992). Network relationships will be characterized by a
shared superordinate vision, individual self-control, and the capacity to negotiate individual differences. In
achieving integration of coordination and control, senior management must pay close attention to the
"steering mechanisms" of the firm; strategic and operational goal-setting and "control mechanisms
("values")" (Evans, 1992: 96).
As suggested in Figure 1, expatriates themselves must first be socialized before they can socialize others.
Thus, our framework presents socialization as the motif in this discussion of cultural control in MNEs. It is
considered as both the outflow of the control mix and a key driver of expatriate and subsidiary performance.
Edstróm and Galbraith (1977) hypothesized that managers in some organizations are transferred in order to
develop a control process based on socialization. The importance of expatriates in facilitating control
continues to be emphasised in more recent research such as that by Kobrin (1988), Scullion (1994),
Torbiorn (1994) and Roth (1995). For example, Roth (1995) stressed the value of expatriate assignments
for developing potential chief executive officers' awareness and understanding of the interdependencies and
interpersonal networks in MNEs in order to control operations effectively.
When considering the role of performance management in expatriate socialization and support, the content
and stages of organizational socialization warrant attention. In Louis's (1980: 231) terms: "Ideally, during
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socialization, especially during the encounter stage, the newcomer's role-relevant abilities are identified,
others' expectations are conveyed and negotiated, and incentives and sanctions are clarified, with the aim of
enhancing motivation to perform". Such content areas are contained in an integrated performance
management system. Stages of socialization include the transition from newcomer to insider and the
subsequent addition of new roles to "portfolios of life roles". It would seem that socialization must be
ongoing as M N E management adapt strategies and practices in anticipation of or response to changes in
their exogenous and endogenous environments (Schuler et al., 1993). Welch and Welch ( E M J 1997)
question the degree to which a person needs to be socialized (inculcated) in order to be effective in ensuring
compliance. We also question the nature and level of socialization required.

INTEGRATED PERFORMANCE MANAGEMENT AS A BUREAUCRATIC C O N T R O L
Considering the above, socialization prior to the expatriate assignment may not be sufficient to maintain
commitment. For example, one Australian M N E using expatriate assignments as a control mechanism
structures a period of several months home visit for a "culture fix" (Welch, Fenwick & De Cieri, 1994:
485). A more formal strategic alternative is to introduce elements of bureaucratic control to reinforce
socialization and commitment, as Figure 1 indicates. One such mechanism used to measure and monitor
performance is performance management.
Ouchi (1977) described the control process as 'people treatment' which consists of selection/screening;
training (skills and values); and monitoring (behavior and output). These activities are often determined,
and commonly performed, by the human resource management (HRM) function. Strategic international
human resource management (SIHRM) is comprised of M N E strategies and practices that mirror the
relationship between H R M and strategy in domestic (single-country) organizations (Schuler et al., 1993).
Performance management, as an element of SIHRM, is the process of transforming strategic objectives into
action, monitoring progress, and rewarding results (Cannon, 1992; Fenwick & De Cieri, 1995a; Hitchcock,
1992). The term has been defined as
a process for establishing shared understanding about what is to be achieved, and an approach to
managing and developing people in a way which increases the probability that it will be achieved in
the short and longer term" (Armstrong, 1994: 23).
It has been described as the process which converts core values into standards, and vision and behavior into
activities and tasks with a view to continuous improvement (Cannon, 1992). As stated in the introduction,
the added structural complexity of an M N E appears the consequence of seeking to balance the loose-tight
management required to enact the aphorism "think global, act local". This, with the control function
previously discussed, presents a major challenge to achieving effective performance management (Adler,
1990; Bartlett & Ghoshal, 1987; Prahalad & Doz, 1987; Schuler etal, 1991; Welch et al., 1994).
The characteristics of an integrated H R M performance management system are: links to the organizational
strategy; setting individual performance goals; providing feedback on progress towards goal achievement;
providing opportunities for improvement through appraisal feedback and training and development (T&D);
and, links between results and rewards (Bevan & Thompson, 1991; Hitchcock, 1992). These characteristics
reflect Ogilvie's (1986) views about H R M and building commitment, and each is briefly outlined below.
Links with MNE Strategy
Bevan and Thompson (1991) stressed the need to develop a shared vision of the organization's objectives.
The necessity for strategy to be clearly articulated and communicated throughout the organization as an
ongoing activity has been emphasised in management literature (Hitchcock, 1992; Peters & Waterman,
1980; Mintzberg, 1994; Wright & McMahan, 1992). Communicating strategy in M N E s is more
complicated due to their competitive arena and the latitude, inherent in their strategies, to respond to
competition differently, both strategically and organizationally (Bartlett & Ghoshal, 1992; Schuler et al.,
8

1993). Even with recent advances in information technology, face-to-face communication is still necessary
to assure and monitor understanding of H R M strategy as part of the H R M strategy. Language is an
important dimension. The ability to diffuse values depends on communication skills, including the ability to
communicate in the language of the subsidiary and the common company language (Marschan, Welch &
Welch, 1996).
Setting Individual Performance Goals
This process should occur with extensive employee involvement and in the context of both the immediate
position and the whole organization (Bevan & Thompson, 1991; Hitchcock, 1992). The identification of
relevant, practical and reliable performance criteria upon which performance goals are based is difficult
enough in domestic organizations.
The need for both quantitative and qualitative criteria has been
emphasised, and a behav i orally-based approach is widely supported (Bernardin & Beatty, 1984; Kaplan &
Norton, 1992; Schuler et al., 1991; Smith, 1976). Therefore, performance criteria in MNEs must recognize
the constraints on strategy-level performance appraisal and management shown in Figure 1.
Providing Feedback on Progress Towards Goal Achievement
Feedback provided through the performance appraisal activity is central to performance management and
has two distinct purposes, evaluation and development (Cascio, 1991). In addition to generating a
consistent set of performance standards, better performance appraisal systems can enhance productivity by
giving ongoing feedback (Day, 1989) and by assessing performance and not personal characteristics (Fox,
1987; Kramer, McGraw & Schuler, 1997). The extent to which the process is interpreted with distrust or as
an insult differs across cultures (Adler, 1990; Dowling et al., 1994; Imada, Van Slyke & Hendrick, 1985).
In addition to the international environment and performance criteria that have been discussed above, great
physical distance, which often exists between subsidiaries and the parent organization, can result in lack of
meaningful, effective observation, support and supervision of expatriates. Opportunities for thorough
headquarters performance reviews may also be minimal due to both distance and time-zone differentials
(Dowling et al., 1994; Howard, 1987). Failure to provide such feedback might violate the psychological
contract between the expatriate and the M N E , in addition to preventing corrective action in the event of
ineffective performance. These problems highlight the difference between domestic and international
performance management in terms of being able to deliver timely, relevant, and therefore effective,
feedback (Cascio, 1991; Harvey, 1997).
Providing Opportunities for Improvement Through Appraisal Feedback and Training and
Development
As previously mentioned, performance appraisal feedback has a developmental purpose. A great deal of
training and development has focused on developing expatriates' ability to adjust to a new culture.
Certainly, cross-cultural adjustment has been shown to influence performance (see for example, Black &
Mendenhall, 1991; Mendenhall & Oddou, 1985; Tung, 1982). However, providing opportunities for
improvement through appraisal feedback and T & D is an ongoing performance management activity aimed
at continuous improvement and socialization to desired organizational practices. In the context of
socialization and support, ongoing access to T & D for expatriates appears necessary to manage performance
both within headquarters and in the overseas location. This is particularly relevant when organizational
development requires 're-socialization' as policies and practices change. Again, the role of such resocialization is questioned by Welch and Welch (1997) who comment that it may be psychologically
difficult for those who are 'true believers' to modify or alter value systems.
A significant control issue in international performance management is the issue of conflicting expatriate
loyalty to the subsidiary and headquarters. While this may also be identified as an issue between divisions
and headquarters of a large domestic organization, again the broader perspective, scope and activities
required, and greater risk exposure in the international environment differentiate domestic T & D from that in
9

MNEs. It has been suggested that T & D may also facilitate the development of dual allegiance in
expatriates, thus ensuring balanced bonds with both headquarters and subsidiary (Black et al., 1992).
Links Between Results and Rewards
Linking expatriate rewards to performance has been problematic due to difficulties in establishing valid and
reliable performance criteria, as outlined earlier. For MNEs, additional problems in rewarding expatriates
have concerned internal and external equity; taxation and the cost of allowances; relocation; housing and
education (Fenwick & De Cieri, 1995b; Harvey, 1993). A n important performance management
requirement for M N E s which exemplifies the difference between intra-and inter-national performance
management is the need to ensure that individuals are not financially disadvantaged by accepting an
international assignment, moving to another location or re-entering headquarters (Crandall & Phelps, 1991;
Dowling et al., 1994). In terms of integrated performance management, the major concern about this
imperative is that there is often no link to expatriate performance.
CONSISTENT INDIVIDUAL AND SUBSIDIARY PERFORMANCE
The view that positive organizational commitment of individuals tends to improve organizational
effectiveness and efficiency has been one of the most contentious in this field (Zeffane, 1994). However,
Naumann has concluded that, at least, the contention that performance leads to satisfaction has generally
been supported in research. "Therefore, an individual's performance level is generally thought to be
positively associated with satisfaction, commitment and involvement" (1992: 512). In their discussion of
the relationship between organizational commitment and organizational adaptability, Angle and Perry
(1981) suggested that there is some ideal or optimal level of commitment required for effectiveness. That is,
enough commitment to elicit necessary employee behaviors beyond explicit role requirements, but not so
much as to provoke the hiatus of individual judgment in favor of organizational principles. In terms of
expatriate management, this optimal level has been identified as "dual allegiance"; a simultaneous, balanced
commitment to both the headquarters and the subsidiary (Black et al., 1992). However, we believe that this
raises the questions of whether dual allegiance is desirable and or achievable in all circumstances? Black et
al.'s (1992) view seems to conflict with the notion of cultural control which implies commitment to the
headquarters as the priority; the tension typifies the 'think global - act local dilemma'. However, from a
control perspective, the concept of dual allegiance does not preclude adherence to headquarters' policies and
practices or sensitivity to local conditions.
As Figure 1 indicates, in MNEs applying cultural control, the performance management concept might
require broadening to include recruitment and selection. When hiring, an organization may select members
on the basis of skills and existing personal work-related values - that is, buying values; or it may hire people
and attempt to socialize them towards a set of required values - that is, making values (McDonald & Gandz,
1992). In this way, H R M managers play a critical role as 'gatekeepers' for the organizational culture. They
may consciously maintain hero models for the organization which are then reflected in H R M practices such
as recruitment and selection. Selecting those with the 'right' values, or the potential to acquire those values,
is a strategy for preserving the culture (Hofstede, 1992). Again, the process is not unidirectional - an
individual may also select an organization on the basis of its perceived 'right' values. Whether a 'makevalues' or 'buy values' approach is adopted during the selection process, an organization requires some
degree of socialization, and training programs may be used to achieve this. Recruitment and selection is
only one aspect of the H R staffing role. Placement of staff is also a factor - that is, matching individuals,
skills and job requirements - and this is critical when the organization has diverse operations in different
countries.
CONCLUDING REMARKS AND IMPLICATIONS FOR FUTURE RESEARCH
We have proposed a framework drawn from our observations of extant international management literature.
The framework predominantly takes an organizational perspective, a reflection of the common themes in
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this discourse, which places the individual as object (cf. Coates, 1994). The relationships between elements
presented in our framework, particularly between organization and individual, require further investigation.
For example, meeting the performance expectations of both headquarters and host country superiors
becomes a career development issue for expatriates (Feldman & Thomas, 1992).
We suggest a number of areas requiring attention in future research. Researchers may elect to further
explore each of the framework elements, or links between the elements. We present our framework as an
exploratory model of the role of performance management in M N E control systems. It is likely, and to be
encouraged, that researchers will seek to adapt and revise the framework, as understanding of the field
develops. In order to do so, researchers may choose to develop research questions, or specific propositions
or hypotheses, that operationalize their particular research focus. As an example, research in progress
involving case studies of Australian MNEs will generate data to extend and develop the ideas discussed in
this paper, by exploring the following broad research questions:
1. To what extent is cultural control explicit in the control strategies of MNEs?
2.

What is the role of I H R M policies and practices such as performance management in the control
mix of MNEs?

3.

How is cultural control achieved and maintained in MNEs?

Complexities of operating in the global marketplace - with its features of increasing levels of competition,
rapid pace of change and high levels of uncertainty and ambiguity - make it difficult for MNEs to
continually realign for Tit' (Fenwick et al., 1993). The relevant extant literature on the topic of M N E
control reveals two major issues: first, that despite the growing body of research on the subject of M N E
control and coordination, an integrative approach has yet to emerge. This may be partly explained by the
seeming preoccupation in the field of international business with the development of theoretical advances
on the formulation aspects of strategy rather than on the implementation side, especially international
coordination mechanisms (Martinez & Jarillo, 1991). Second, while control remains a critical component of
the managerial role, the way it is achieved in MNEs appears to be changing from a previous bias towards
direct mechanisms to reliance on more indirect methods, such as through staff transfers.
Cultural control will be increasingly employed in MNEs as a means of dealing with changing organizational
forms and increasing diversity to achieve the desired consistency, coordination and compliance of behavior
and outcomes throughout global operations. Despite their cost, suggestions that some managers and
researchers see control as a somewhat disreputable purpose for the employment of expatriates (Scullion,
1994), and suggestions that they may be no more loyal to the M N E than local managers (Banai and Reisel,
1993), expatriates continue to be regarded as best able to "transfer the corporate culture to local people, who
can later convey it to other local people" (Solomon, 1994: 97). This technology reflects age-old practice, not
confined to the.modern M N E . The desired behaviors and outcomes of cultural control through expatriate
assignments are self-managed performance linked to the M N E strategy and the socialization, both for the
expatriate and for subsidiary staff, as shown in Figure 1. Integrated performance management is one
bureaucratic control mechanism, an element of "glue technology" (Evans, 1992: 85), by which expatriate
organizational commitment might be developed and maintained. Thus, an appropriate M N E control mix of
cultural control, complemented by integrated performance management as a bureaucratic control, might be
achieved.
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