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ABSTRACT Medicine industry is considered as an emerging industry with the most development potential and the
most influential technology industry on the quality of human life. After the boom in the past century, medicine
industry still remains high profits globally, and the demands are continuously increasing. Nevertheless, in spite of the
population increase, the ageing structure, and the increasing awareness of health, there is still no solution for lots of
serious illnesses that the demands for new medicine and the technical innovation of biopharmaceuticals and genes
become the new challenges in the industry and enhance the industrial transformation and globalized development.
The economic conditions have rapidly changed in the societies in the 21 century and a lot of pharmaceutical
enterprises are investing in internationalized operation and attracting the investment in international research and
development energy, talent, and capital. With strong R and D capability and better production quality, Taiwan has
broken through the dilemma of small market. Most importantly, new drugs are researched and developed for
international marketing; a lot of pharmaceutical manufacturers therefore establish subsidiaries overseas.Taking China
Chemica and Pharmaceutical Co., Ltd. as the research subject, total 200 copies of questionnaires were distributed and
124 valid ones were retrieved, with the retrieval rate 62%. Based on the total weight of the evaluation indices of the
key success factors in the expatriate management in multinational medicine industry, the top five indices, within 20
evaluation ones, contain International Experience, Corporate Culture and Objective, Career Planning and Develop-
ment, Local Cultural Adaptation, and Base Pay. The analysis of the empirical results is expected to provide a definite
guidance and direction for the expatriate management in multinational medicine industry.

INTRODUCTION

In the 21 century, the economicl conditions
invarious societiesarerapidly transforming, and
alot of enterprises are moving towards the op-
eration with international investment. To con-
formtothetrend of thetimes, enterprisesin Tai-
wan have rapidly moved from the early material
processing and industrial stage towards infor-
mation technology. The operation systems are
developed towards free economy and multina-
tional enterprises. Two dilemmasare encountered
in the economy in Taiwan. The prevalence of
internationalization has the global competition
be more severe that the establishment of multi-
national enterprises becomes necessary. More-
over, domestic labor shortage, cost rise, and in-
creasing land costs have reduced the competi-
tiveness of the enterprises in Taiwan that they
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are forced to step into the internationalization
development. Meanwhile, the establishment of
multinational enterpriseshas expatriatesbeem-
phasized and becomethe most popular industry
in thefuture half century.

In spitethat an expatriateisthe bridge of com-
muni cation and connection between two places,
playing therolein the management, supervision,
and control of the parent company, the work per-
formance is the key in the success of an over-
seasenterprise. Nonetheless, alot of task failure
hasthe expatriates return to the country earlier,
resulting in great trouble for the multinational
enterprises. The expatriate management there-
fore would cause serious effects on the opera-
tion of an enterprise. Most domestic research on
expatriates focus on the recruitment of expatri-
ates, cross-cultural educational trainings, and the
repatriation adaptation of expatriates, but little
on thefactorsin theexpatriate management that
therefore becomesthe major motiveof thisstudy
toexplore thekey successfactorsin theexpatri-
atemanagement.
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Factors in Expatriate Management

Corporate expatriation iscommon in themod-
ern globalized environment. However, morethan
ahalf of expatriateswould fail, possible because
of the factors of family, culture, and language;
and, the spent costs are high. Some factors in
the success of expatriation therefore are orga-
nized from the past literatures.

Caligiuri and Di Santo (2001) pointed out the
core skillsfor expatriation, including 1 compe-
tence, 2 knowledge, and 3 personality traits. The
research resultsindicated that both competence
and knowledge could betrai ned, while personal -
ity traitswereinnate, which could hardly beimi-
tated. Such competences could be classifiedinto
psychological, social, and linguistic dimensons
for further explanation: 1 Psychological dimen-
sion contained the psychology of expatriatesand
the comfort of local tasks. 2 Social dimension
covered the cultural model and the daily life
abroad. 3 Linguistic dimension referred to re-
specting local citizens or the interaction with
employees(Chen et al. 2011).

Dowling and Schuler, in 1990, proposed three
stages of theexpatriatesin amultinational enter-
priseexecuting tasks, namely selection and train-
ing of expatriates, execution of oversea tasks,
and repatriation of expatriates. Expatriate man-
agement refers to the processes from selecting
and training expatriates, executing tasks, to com-
pleting tasksor repatriating after the expiration
of the term of office, expecting the expatriates
developing the job performance to enhance the
organizational management efficacy. From the
aspect of entering and leaving a different cul-
ture, Moran and Riesenberger (1994) considered
human resourcetraining, personne selectionand
preparation, recruitment of global expatriate can-
didates, sel ection of globalized service gaff, gen-
eral cultura or regiond training, specific cultural
and linguistic training, preparation of logistics
supplement, local practice report, culture shock
and adjusting skillstraining, overseas supervi-
sion and support, individual and professional
coordination and integration with the culture of
expatriation, repatriation preparation, repatriation
changes, repatriation shock and readjustment,
and reall ocation of tasksin the organization and
readjustment in the devel opment of oversea ex-
patriation system. Stroh et al. (1998) pointed out
the differences between native cultureand local
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culturethat it was primary for an enterpriseand
government units providing a useful training
course (Moran and Riesenberger 1994). Gayle
and Judith (1999) revealed that successful
trainings could continue the employee's self-
learning; such a change was considered pos-
sible. It ishelpful to cultivate the relevant abili-
ties, however, favorable learning attitudes, from
the aspect of employees, are more important.
People would try to adapt to local culturein or-
der to surviveand further cultivaterelevant skills
and abilities. Such a point is applicable to the
expatriates (Harrison et al. 2005).

Adaptation is regarded as another factor in
the success of expatriation (Porter and Tansky
1999; Ratiu 1983; Spreitzer et al. 1997). Alot of
research indicates the successful expatriation
relying on the cumul ative experiences of manag-
ersin completing tasksoverseas. In other words,
the relevant experiences allow managers over-
coming the mal adaptation with lesstime, includ-
ing L.roleidentity, discrimination power, conflict
andinnovation at work, 2.organizational culture,
social support, and logisticssupport in theorga-
nization, 3.cultural innovation and spousal sup-
portirrdevant tothework, and 4.individual self-
efficiency, relevant skills, and perceived compe-
tence(Tsai 2010).

Expatriate management also reflectsthegrow-
ing concern for expatriate performance evalua-
tion. Effective performance management nowa-
days becomes more particularly relevant to the
success of multinational companies (Black et al.
1998; Dowling et al. 1999). Expatriates can serve
as key contacts for coordination and to act in a
control function between the parent company
and subsidiaries (Edstrém and Galbraith 1977,
Torbitrn 1982; Ondrack 1985; Borg 1987; Black
et al. 1998). The goalsof the performance man-
agement in the international environment are
consisted of providing mutual feedbacks be-
tween expatriates and parent companies so that
they will know where they stand, developing
valid data for pay, promotion, job assignment
decisions and providing means of communica-
tion of decisions, helping management in mak-
ing discharge and retention decisions, and pro-
viding means of warning employees regarding
poor performance (Barry 1993). Poorly managed
international assignment is disadvantageous, as
productivity of theexpatriatesisdirectly equated
with expatriat€’ sreturn on investment (ROI). If
management assignments proved to be delin-
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guent, the performance and effectiveness of the
expatriateswill belower. Career uncertaintiesmay
arisedue to poor management of the expatriate's
career development and failures of appreciating
theinternational experience. Downward job mo-
bility, increased financial pressures and lack of
expectations communications are other conse-
guences (McNutty 2005).

K ey SuccessFactor in Expatriate M anagement

Aiming at above factors in expatriate man-
agement proposed by Wu and Lu (2011), more
detailed explanation isshown asfollows.

The expatriate management is divided into
Selection Standard, Performance Appraisal,
Training and Management, Repatriation Mecha-
nism, and Salary and Benefit. For the expatriate
management, an enterprisemostly expectstolook
for the proper culture for the corporate and a
suitable talent for the expatriation position to
avoid the cost of the failure. For thisreason, 1.
Sdection Sandard isdivided into Aptitude Con-
sideration, Professona Competence, Linguistic
Competence, Internationa Experience, and Fam-
ily Support; 2. PerformanceAppraisal isdivided
into Key Performance Indicator, Loyalty, Overall
Performance, Norm of Life, and Feedback to
Mother Company; 3. Salary and Benefit is di-
vided into Bonus, BasePay, and Benefit; 4. Train-
ing and Management is divided into Corporate
Culture and Objective, Professional Training,
Loca Cultural Adaptation, and Linguigtic Train-
ing; and, 5.Repatriation Mechanism is divided
into Career Planning and Devel opment, Expatri-
ateTerm, and Repatriation Training and Prepara-
tion.

RESEARCH DESGN AND METHODS

Delphi Method

According to the above factorsin Expatriate
Management, Delphi Method is applied to es-
tablishingthe AHPcriteria. Del phi Method, also
named expert investigation, isacommunication
techniquedelivering the problemsto theexperts
separately and organizing the comprehensive
opinionsfrom the retrieved opinions. Such com-
prehensive opinionsand the predicted problems
arefed back totheexpertsfor revising their own
opinions, which are further organized. Repeat-

ing such processes for several rounds, a conver-
gent predicted result is then acquired. Accord-
ing to the system program in Delphi Method,
anonymous opinions are collected. In other
words, the experts would not discuss with each
other, but with the facilitator, to avoid the hori-
zontal connection. Investigating the experts
opinions about the questionnaire with repeated
enquiries, conclusion, and revision, the conver-
gent consensus is then used as the predicted
result. Such an approach revealsthe reiability
with the broad representativeness.

Egablishment of Evaluation | ndex

The questionnaireis e-mailed to the experts
invariousdomains. The Expatri ate M anagement
theories and factors are first organized for the
considered items. Thefactorswith similar prop-
ertiesare then classified and mailed back to the
experts for the opinions. The major classifica-
tionsare concluded after several rounds. An ex-
pert meeting isthen held to draw up thekey suc-
cess factors in the expatriate management in
multinational enterprise, namely Selection Stan-
dard, PerformanceAppraisa, Training and Man-
agement, Repatriation Mechanism, and Salary
and Benefit. Based on such factors, the corre-
spondent criteria are applied to establishing the
AHP questionnaire. Figure 1 shows the concep-
tual framework after the revision with Delphi
Method.

Resear ch Subject

ChinaChemical and Pharmaceutical Co., Ltd.,
established in 1952, has devoted to enhancing
innovation, R and D, production, service, and
quality, and closdly connected to the health of
human beings by promoting advanced medical
treatment, healthcare equipment, and health ser-
viceto various levelsof hospitalsand clinics as
wd| asfamilies Suzhou ChinaChemica and Phar-
maceutical Co., Ltd., establishedin 1998, isau-
thorized dynamic GMPin China. Besdes, it ver-
tically integrates the resources of the relative
companies, concentrates on the investment in
developing high threshold technology Active
Pharmaceutical Ingredients and Generic Drugs
for international markets, and presents the re-
search team with themost scale and uniquetech-
nologies. In the business strategies for interna-
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tionalization, China Chemical and Pharmaceuti-
cal Co., Ltd. isin charge of research and devel-
opment, looksfor CRO and CMOfor BE tests, is
approved FDA, and hasuniqueR and D teamin
theUS assist in themarketing. China Chemical
and Pharmaceutical Co., Ltd. therefore presents
great experiencesin expatriation management.

Taking China Chemical and Pharmaceutical
Co., Ltd. asthe research subject, the managers
and employees who have been or are presently
expatriated and the managers and employeesin
local subsidiaries are distributed the question-
naires. Total 200 copiesof questionnairesaredis-
tributed, and 124 valid ones areretrieved, with
theretrieval rate 62%.

DataAnalysis

Having completed the weights of all hierar-
chies, therd ativeimportancewasdistributed into
theindicesto show theimportance of thefactors
in various hierarchies in the entire evaluation
system aswell as to present the total weight of
the key success factors in the expatriate man-
agement in themultinational enterprise (Table 1).

Based on thequegtionnaireanalysis, Table 1,
thefollowi ng conclusions were summarized. Se-
lection Standard in Hierarchy 2 was mostly em-
phasized, with thewei ght 0.338, 33.8% of theto-
tal weight, which wasfollowed by Training and
Management (weighted 0.227), Repatriation
Mechanism (weighted 0.185), PerformanceAp-
praisal (weighted 0.142), and Salary and Benefit
(weighted 0.108). Apparently, Selection Standard
was mostly emphasized in the expatriate man-
agement in the multinational enterprise. The
weightsof theevaluation indicesin Hierarchy 3
wereranked asbelow :

1. The evaluation indicesin Selection Stan-
dardwereranked International Experience, Fam-
ily Support, Linguistic Competence, Professional
Competence, Aptitude Consideration; 2. The
evaluation indicesin PerformanceAppraisal were
ranked Overal Performance, Key PerformanceIn-
dicator, Loyalty, Feedback to Mother Company,
and Norm of Life; 3. The evaluation indicesin
Salary and Benefit were ranked Base Pay, Ben-
efit, and Bonus; 4. The evaluation indices in
Training and Management were ranked Corpo-
rate Culture and Objective, Local Cultural Adap-
tation, Professional Training, and Linguistic
Training; and 5. Theevaluationindicesin Repa
triation Mechanism wereranked Career Planning

and Development, Repatriation Training and
Preparation, and Expatriate Term.

CONCLUSON

According totheanaysisof theempirical re-
aults, the following conclusions are proposed,
expecting to provide adefinite guidance and di-
rection for theexpatriate management in multina
tional medicineindustry. From the total weight
of the evaluation indices of the key success fac-
torsin theexpatriate management of the multina-
tional enterprise, thetop five indices appear In-
ternational Experience, Corporate Culture and
Objective, Career Planning and Development,
Loca Cultural Adaptation, and Base Pay.

From the above analysis, alot moremedicine
enterprises would recruit expatriate managers
with international experiences, as they present
better global perspective, are capable of expatri-
ate management, and more importantly, would
cultivate team work and management tacit un-
derstanding in the expatriate management. Cor-
porate cultureis regarded as an organic compo-
sitionin the social cultural system, the compre-
hensive reflection and performance of national
culture and modern awareness in medicinein-
dustry, the corporate features and group aware-
ness generated from the effects of national cul-
ture and modern awareness, and the behavioral
norms generated from such awareness. In order
toreally step into themarket, develop afast and
efficient way, congtantly enhancethe quality, and
coordinately develop the economy, medicine
enterprise must popularize and deepen the cor-
porate culture and objectivesand have the expa-
triates understand the corporate culture and ob-
jectivesto promotetheoverall performanceand
key performanceindicators. Theintroduction of
control systems therefore would be the optimal
control mechanism. When facing highly cultural
distance, highlyfinancial instability, and highly
political risks, an organization must introducethe
control, recruitment, employment, and perfor-
mance eval uation to themultinational enterprise
S0 as to enhance the competitive advantages in
the country. In such an extreme environment, the
selection of expatriates becomes critical. In re-
gard to Career Planning and Development, the
career devel opment of expatriates and the repa-
triation are the most difficult issues for the hu-
man resource department in international expa-
triation management. After the expatriates accept-
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Dimension Weight in Order in Index Weight in Order in Total Overall
hierarchy hierarchy hierarchy hierarchy  weight order
Aptitude
consideration 0.108 5 0.014 20
Professional
competence 0.139 4 0.033 17
Selection 0.337 1 Linguistic
Standard competence 0.206 3 0.035 14
International
experience 0.296 1 0.103 1
Family support 0.251 2 0.063 6
Performance 0.142 4 Key performance
Appraisal indicator 0.267 2 0.045 10
Loyalty 0.192 3 0.043 11
Overall performance 0.348 1 0.053 7
Norm of life 0.072 5 0.032 16
Feedback to mother
company 0.121 4 0.033 15
Salary and 0.108 5 Bonus 0.190 3 0.036 13
Benefit Base pay 0.483 1 0.070 5
Benefit 0.327 2 0.041 12
Training and 0.227 2 Corporate culture
Management and objective 0.423 1 0.096 2
Professional training 0.163 3 0.049 9
Local cultural
adaptation 0.316 2 0.071 4
Linguistic training 0.098 4 0.025 18
Repatriation 0.185 3 Career planning
Mechanism and development 0.546 1 0.083 3
Expatriate term 0.116 3 0.023 19
Repatriation training
and preparation 0.338 2 0.052 8

ing the expatriation, the position isthen substi-
tuted by other suitable people. It thereforecould
result in the outflow because thereisnot aposi-
tion for them, or the arranged position cannot
present the value when they repatriate. Losing
such important human resourceswould directly
affect the employees’ intention of expatriation
and further obstruct the internationalization of
the company. Career Planning and Deve opment
therefore needs to be emphasi zed.

RECOMMENDATIONS

Fromtheconclusion, International Experience,
Corporate Culture and Objective, Career Plan-
ning and Development, Local Cultural Adapta-
tion, and Base Pay arethekey factorswith com-
parativeimportance. Thefollowing suggestions
are further proposed in this study.

1 Theexperiencesin local expatriation are

thefirst consideration for therecruitment.
Relevant international experiencesor the

major in local languages and the under-
standing and preference of the culture
could be the optionsfor the preparation of
expatriation, including the expatriatesand
the expatriate-to-be, in order to cope with
the expatriate shortage in amultinational
enterpriseand the urgent expatriation tasks.
A completeplan to cultivatecross-cultural
talents and enhance the international ex-
periences and the deeper understanding
of the corporate culture and objectives
could havethe expatriatesunderstand the
local culture, enhancetheloca cultural ad-
aptation, and reducethetrainingtime. The
expatriates could have ampletimefor work
handover and family arrangement.

When executing tasks in the expatriation
country, thetraining should be continued,
including the cultural impact and the cop-
ing strategies. After arriving in the coun-
try, the expatriates accumulate more expe-
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riencesin the cross-cultural adaptation that
thetraining reveals moreinteraction. With
experience sharing and discussion, the
cross-cultural impact could be efficiently
reduced.

3. Regarding thecareer planning and devel-
opment, the expatriateswill need tore-in-
tegrate into the native culture and the or-
ganizational culture after therepatriation,
and the personal value might be changed
after the long-term expatriation. In this
case, the second adaptation might appear
after the repatriation, as the expatriates
have adapted to the overseasworking en-
vironments, but are strange to the parent
company. Besides, the working environ-
ment in the parent company might be
changed during the expatriation that the
expatriates need thetraining for adapting
to the parent company to avoid the
mal adaption causing low mood and bad
performance, which further affect the or-
ganizational performance.

4. The expatriates knowledge and experi-
ences after the repatriation could contrib-
utetothe organizational memory, assuch
knowledge and experiences aretheimpor-
tant assets of the organization. Neverthe-
less, the interviews with a lot of compa-
niesshow that the expatriates’ knowledge
and experiences are not organized as the
organizational experiences; such employ-
ees are invited to share the experiences
merely when necessary. In this case, when
an expatriate encounter the similar situa-
tion, the organization will not be able to
provide systematic assistance. Besides,
such experienceswould disappear after the
expatriatesleaving thejob or retiring. Ac-
cordingly, theexpatriates knowledge and
experiences after the repatriation should
be effectively organized as the organiza-
tional memory for the future devel opment
of the company.
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