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                            ABSTRACT 

The term “glopatriation”, used in this document, has been coined from the following two words: 
global and expatriation. It refers to the transfer of local managerial talent from the foreign 
subsidiaries of multinational corporations (MNCs), where they have been recruited and work, to 
the MNC's headquarters and/or other subsidiaries abroad. In the foreign subsidiaries of MNCs, it 
is quite rare for locals to occupy key senior management positions, due to the distinct advantages 
of using expatriates and the absence of certain qualifications in the profile of locals. Following 
in-depth interviews with 32 directors of French companies operating in Asia, the present empirical 
study revealed that glopatriation is an effective means of improving the transnational capabilities 
of local managers to make them qualified for high-level key management positions. However, 
despite the genuine interest in glopatriation, a number of obstacles stand in the way of its 
implementation. Recommendations are made to ensure that the glopatriation program functions 
effectively. 
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                              EXTENDED ABSTRACT 

As multinational corporations (MNCs) move beyond national borders and expand into 
international markets, the configuration of the top management team in overseas subsidiaries 
becomes a major concern, as it plays a strategically important role in ensuring the successful 
performance of MNCs (Colakoglu, et al., 2009; Collings, et al., 2008; Gong, 2006; Hyun, et al., 
2015; Van & Marsman, 2008). 

When composing the management team, MNCs try to achieve the transnational capability by 
balancing global integration, local responsiveness and organizational learning (Chung & Sparrow, 
2024; Hocking et al., 2007; Mäkelä et al., 2009; Williams, et al., 2017).   To meet this triple 
requirement, a hybrid composition of managers with distinct profiles is often privileged. 
Expatriates and host-country nationals are generally the two main resources deployed (Collings, et 
al., 2008; Lam & Yeung, 2010; Song, 2015; Tung, 1979, August), as it is believed that 
headquarters-sent expatriates and local managers are two complimentary resources who bring 
different skills to the successful management of an international subsidiary. The former facilitates 
global integration and organizational learning, while the latter improve local responsiveness 
(Harzing et al., 2016; Riusala & Suutari, 2004; Rosenzweig, 2006; Sparrow et al.,  2016).   

As operations grow and consolidate in host countries, more and more positions previously held by 
headquarters-sent expatriates are transferred to  local managers (Lakshman & Jiang, 2016, Li & 
Scullion, 2010; Schaaper, et al., 2013; Song, 2015). Indeed, by implementing management 
localization, companies can not only achieve local responsiveness, which translates into in-depth 
knowledge of local markets and customers, access to the local business network and contacts with 
local authorities, but also make significant savings on management costs, reduce frequent job 
rotation and improve the retention of local talent (Colakoglu et al, 2009; Keeley, 2001; Hailey & 
Harry, 2008; Kühlmann & Hutchings, 2010).   As a result, the localization of expats’ positions as a 
strategic measure is widely practiced in MNCs’ subsidiaries (Lakshman & Jiang, 2016; Li & 
Scullion, 2010; Schaaper, et al., 2013; Song, 2015).   

However, a closer look at the localized positions reveals that the majority of them are mid-level 
positions. It is quite rare for localization to go as far as key senior management positions. There is 
some resistance to entrust these positions to host country nationals (Bose & Dey, 2018; Kühlmann 
& Hutchings, 2010; Li & Scullion, 2010; Jaussaud & Schaaper, 2006; Mellahi & Collings, 2010; 
Situmorang 
& Japutra, 2019; Song, 2015). It is believed that that expats enjoy certain specific advantages that 
are rarely found among host country nationals, such as control, coordination, communication with 
head office and knowledge transfer (Brock & Hydle, 2018; Edström & Galbraith, 1977; Harzing, 
2001; Petison & Johri, 2008). Meanwhile, locals have certain weaknesses, including a lack of 
sufficient international work experience, coordination and communication skills outside the home 
subsidiary, which prevent them from being promoted to key senior management positions 
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(Farndale et al., 2010; Kühlmann & Hutchings, 2010; Mellahi & Collings, 2010; Situmorang & 
Japutra, 2019).   

Despite these above-cited arguments, there exist a genuine interest of promoting high performing 
subsidiary local managerial talents to the upper echelons of management team, as it can enhance 
MNC performance significantly (Mellahi & Collings, 2010). Indeed, the culturally diverse top 
management team can, first of all, reinforce country-specific knowledge, which is particularly 
important in culturally remote host countries (Frynas et al., 2006; Gong, 2003); secondly, 
legitimize the company in the host country, which is one of the prerequisites for transforming the 
company into a genuine transnational enterprise (Kostova & Roth, 2002; Sambharya, 1996); 
thirdly, effectively motivate and retain local managerial talent in subsidiaries, which are rare and 
valuable competitive resources for multinationals (Bouquet & Birkinshaw, 2007). It is therefore 
highly important for MNCs to put in place effective measures to integrate high-performing local 
managers into the management team, in order to best meet the three major challenges facing 
multinationals: global integration, local responsiveness and organizational learning. 

A review of existing research reveals that management localization as a research topic has either 
been neglected or studied as the flip side of expatriation. There is a lack of empirical studies 
devoted entirely to the topic (Banai & Harry 2004; Chan, et al., 2016; Hailey & Harry, 2008; 
Sparrow et al. 2004; Wang, 2007). In addition, the study of the development of local managers to 
enable them to qualify for key high-level positions is even rarer, as there is a kind of assumption 
that these positions can hardly be localized (Chan, et al., 2016; Gamble 2000; Song, 2015; Lam et 
al., 2004).    

To fill the gap, this research focuses on how MNCs can develop subsidiary local managerial 
talents into valuable, rare, hard-to-imitate and non-substitutable resources, so that they can best 
fulfill the triple tasks of global integration, local responsiveness and organizational learning, 
required to fill key senior management positions. More specifically, it seeks to find out,   

•   whether local managers currently hold key management positions;   

•  if so, what are the profiles of these people that make companies to entrust them with    
these important posts;   
•  if not, what qualities locals lack that prevent them from being appointed to key positions;   

•   what measures could be put in place to turn them into qualified senior managers.   

Given the paucity of existing research on the subject, and in order to gain an intimate 
understanding of the topic, this empirical study uses the qualitative research method by conducting 
in-depth semidirected interviews with 32 senior executives working in French companies 
operating in four Asian countries: China, Japan, India and South Korea. The interviews lasted an 
average of one and a half hours. Three languages were used for the interviews: French, English or 
Chinese, depending on which languages the interviewees were comfortable with. The interviews 
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were conducted either face-to-face or online, depending on the geographical constraints and 
preferences of the interviewees.    

This research focuses on companies of the same nationality: French. Indeed, previous studies 
indicate that the nationality and origin of the company have a significant influence on the 
strategies of multinationals and the implementation of managerial practices (Kopp, 1994; Pudelko 
& Harzing, 2007; Tung, 1982; Van & Marsman, 2008). Due to differences in national culture, 
administrative heritage, tradition and mentality, companies of different nationalities do not always 
share the same philosophy and management system in the management of their international 
operations (Goshal & Bartlett, 1998). The choice of companies of the same nationality allows the 
researcher to exclude factors of cultural influence and to focus essentially on the strategic and 
managerial aspects. 

Four Asian countries were selected for the study: China, Japan, India and South Korea. Three 
factors contributed to the choice of these countries: firstly, given the significant differences 
between Western and Asian countries, the challenges of global integration, local responsiveness 
and organizational learning faced by multinationals are even greater for French companies in Asia; 
secondly, these are the most important economic powers in Asia; thirdly, French companies are 
mainly concentrated in these four Asian countries.   

The results of the research revealed that in all the companies studied, few local managers currently 
occupy key management positions. Until now, these positions have mainly been filled by 
expatriates sent by head office. On the other hand, most of the managers surveyed consider it 
extremely important and necessary to localize management positions, as this is crucial for the 
career development of local management talent and for better integration of local operations into 
the company's global operations.   

In line with existing research, the main weaknesses of local managers that prevent them from 
being promoted to key positions identified by this study are their lack of global vision and 
insufficient communication skills. These two aspects are essential to facilitating global 
coordination and knowledge transfer between subsidiaries and head office. In addition, a lack of 
trust is also an obstacle for local managers, as they are unfamiliar with the key decision-makers at 
head office and the general managers of other operations abroad.   

The research results also revealed that the measure that can improve the qualifications of local 
talent is Glopatriation.  The term ‘glopatriation’, coined by the author between ‘global’ and 
‘expatriation’, refers to the transfer of local managers from foreign subsidiaries of multinational 
companies to their headquarters and/or other foreign subsidiaries for a certain period of time.    

During their stay, glopatriates will have the time and opportunity to express themselves and 
demonstrate their skills. Frequent contact and socialization with senior managers at head office 
and/or in other operations helps locals to be known and gain the confidence of senior 
management, which is essential for being appointed to key management positions in subsidiaries.   
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At the same time, glopatriates can significantly improve their communication skills in terms of 
language, English and a second foreign language, and above all the appropriate modes of 
communication. The internal network built up during their stay helps gain support for their 
proposals, as they know which door to knock on to get support and to solve problems. 

International experience gained at head office and in other foreign operations can broaden 
glopatriates' vision and give them a better understanding of the company's global strategy, which 
in turn can improve their coordination skills and enable them to better integrate the local operation 
into the company's overall strategy.    

Glopatriation also contributes to organizational learning in two directions: from subsidiaries to 
headquarters and vice versa. During their stay, glopatrates bring with them valuable knowledge 
gained in local operations and integrate local perspective into the company's global perspective. 
The presence of intricate knowledge on foreign markets at the headquarters is especially beneficial 
for MNCs (Tan & Mahoney, 2006; Van & Marsman, 2008). After their stay abroad, the locals will 
bring back to their home subsidiary the knowledge they have acquired during glopatriation in 
terms of organizational culture, management practices and communication styles.   

With international exposure, local managers can be expected to improve significantly their 
transnational capabilities, which translate into a broader international vision, better 
communication skills and greater ease of knowledge transfer. These newly acquired skills, 
combined with their specific advantage in local responsiveness, will ultimately transform them 
into valuable competitive resources. This experience can also increase their loyalty to the 
company, as the skills and knowledge acquired through glopatriation are company-specific and 
difficult to use in another company such as the trust gained with top management, the internal 
network and knowledge of the company culture.   

In short, glopatriation can be an effective practice of significantly raising the profile of local 
managers, enabling them to acquire transnational capabilities that can best meet the triple 
requirements of global integration, local responsiveness and organizational learning, making them 
ready for key management positions in subsidiaries.   

 

However, despite all the recognized benefits of glopatriation, few companies have implemented a 
welldesigned program that facilitates the systematic transfer of managerial talent across different 
operations. The main obstacles identified are as follows, 

•       the difficulty for subsidiaries to strike a balance between the immediate needs of local          
managers in their current positions and the medium-term career development needs of 
local managers.   
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•       local mobility constraints. Not all local managers are willing to work for long periods 
outside their home country due to family problems and the absence of clear prospects for 
their positions after glopatriation.    
 
•       lack of sufficient support from headquarters for concrete measures and financial means 
to systematize the glopatriation program.   ​   

This research contributes to the existing literature in the field of international human resource 
management in terms of key senior management localization and the career development of 
highpotential local talent in MNCs’ overseas subsidiaries. It also provides practical advice to HR 
practitioners in their management of high- potential local managerial talents.    
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