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Abstract
Drawing on human capital theory, we explore the impact of 
global mobility on individuals and their employing firms. We 
also investigate the role of cultural distance between work-
ers who move across country borders and the local culture, 
and the role that HRM may play to improve capitalizing on 
global talent mobility. We use a big data set comprising the 
entire population in one country, including about 30,000 
expatriates from 143 countries employed by 15,000 firms, 
over 11  years of data covering about 100,000 observa-
tions on expatriates and 80,000 on their firms. Our findings 
support the existence of positive impact of global firms on 
performance (6.7% higher revenues after labor costs) and 
individuals' wages (10%–20% higher salaries). Both relation-
ships are statistically and economically significantly influ-
enced by cultural distance for the performance of global 
firms, leading to HRM implications.
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1 | INTRODUCTION

Managing the global mobility of people and human capital, in particular among expatriates and migrants, has emerged 
as a major challenge for global firms as well as nations (Deloitte, 2021)–and is gaining increasing attention from 
the international business research community (Fan et al., 2021; Shin et al., 2017; Sullivan & Al Ariss, 2021). Global 
mobility of individuals is part of both migration trends (Latukha et al., 2021) and corporate management of expatia-
tion and repatriation (Schmutzler et al., 2021) via strategic HRM policies and strategies (Bader et al., 2021; Vaiman 
et al., 2012). As talent flow has moved from local to global flow (Carr et al., 2005), the effective use of people and 
staffing is critical for firm performance and for achieving strategic objectives, especially for global firms (Cascio & 
Boudreau, 2016; Ogbari et al., 2018). Global talent flow is a significant phenomenon due to the knowledge trans-
fers (Carr et al., 2005), capacity building (Cohen, 1992) and capability-building (Kim et al., 2022) that may transpire 
because of cross-border mobility.

The premises of globalization are critical for global businesses, including HRM (Farndale et al., 2019, 2021). Global 
talent flow is essential for gaining competitive advantages (Doherty et al., 2011) and strategic objectives (Collings & 
Isichei, 2018), enabling economic growth and enhancing productivity (Kerr et al., 2016). For individuals, global mobil-
ity is positively related to promotion and income (Andresen et al., 2022). Global talent flow has come under threat 
from nationalistic ideologies, which can affect traditional assumptions concerning talent flow and HRM-related value 
creation (Horak et al., 2019). Such macro environmental changes can potentially reduce global talent movements, 
with significant negative implications for individuals, organizations and nations (Vaiman et al., 2018). The COVID-19 
pandemic has further exacerbated these challenges, increasing the need for careful management of talent and for 
flexible “flow to work” models (Caligiuri et al., 2020; Lazarova et al., 2023; McKinsey, 2021).

However, there are limited theoretical developments from a macro-perspective (Khilji et al., 2015; see Vaiman 
et  al.,  2018, for an exception) leading to empirical findings which investigate global mobility to peripheral coun-
tries (Andresen et al., 2015). While mobility plays out at the individual level, the trend is relevant to national level 
outcomes (Horak et al., 2019). Studies focusing on talent flow into peripheral countries tend to be anecdotal, often 
concentrating on the specific individual or organizational cases; a more comprehensive analysis of the global mobility 
phenomenon could help develop a new understanding of the impact of cross-border mobility, both on the income 
and careers of individuals, as well as on firm performance, especially one examining expatriates from 143 coun-
tries. This study is vastly relevant for most countries, as at the firm level, global firms are and becoming even more 
influential players in the labor market and in the local economies, via the activities of subsidiaries and other stake-
holders. They are significant players in a wider career and labor market ecosystem (Baruch, 2015) where individual, 
organizational and environmental factors play a role (Li et al., 2022). Yet. although HRM is a critical factor on firm's 
performance (Crook et al., 2011; Delaney & Huselid, 1996), the research community has directed less attention to 
the movement of human capital on the global stage. Existing analyses in management have been limited to specific 
case studies, rather than using comprehensive data sources representative of the entire population. We respond to 
the need of scholarly examination of global talent moves at a wide scale, to answer outstanding issues in global talent 
moves (e.g., Mayrhofer et al., 2020), by building on theoretically based analysis utilizing a big data set.

Taking departure from the above ‘state of the field’, we advance our knowledge about the factors that may 
impact on individuals' careers and on firms' performance in relation to the flow of global talent. We achieve this with 
substantial explanatory power as result of analyzing a big data set comprising the working population in one country, 
including about 30,000 expatriates from 143 countries employed by 15,000 firms, restricted to only those firms who 
have some international presence among their workforce, over 11 years of data. In addition, we consider the relation-
ships between Cultural Distance (CD) and firm and worker performance, which provides robust and comprehensive 
support for both individual and firm level hypotheses.

We offer the following contributions to the field of global mobility (Kraimer et al., 2016), within the context of 
international HRM (Vaiman et al., 2021). First, drawing on human capital theory (Becker, 1975), as well as the Career 
Ecosystem Theory (CET) (Baruch, 2015; Baruch & Rousseau, 2019), our work advances contemporary knowledge of 
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BARUCH et al. 3

the impact of global mobility on both individual and organizational outcomes. We expand the scope of the career 
ecosystem to the global level, where human capital is the main ‘currency’ in labor markets. Second, making use of 
the cultural distance framework, based on Hofstede's (1980) seminal study, we contribute to a more nuanced under-
standing of the impact of CD on the effects of global mobility for individuals and firms. Third, our study leads to 
practical recommendations for the management of global talent flow.

2 | THEORETICAL FRAMEWORK

Many interrelated and connected stakeholders can influence internal and external organizational processes (Meyer 
et al., 2011). Value chain creation means that global firms create employment for both local and global employees, 
with implication for the labor market (Narula, 2019). For most organizations, the most critical factor accounting for 
firm performance is their people, through their human capital (Felício et al., 2014). As firms become increasingly more 
global, accessing and utilizing global talent can further enhance firm performance (Caligiuri & Bonache, 2016). By 
setting the tone in the global enterprise, leadership is another critical factor influencing human capital performance 
(Reiche et al., 2017).

Human capital is embedded with employees, and, for global firms, many employees may need to work outside of 
their home country. Corporate expatriation (and repatriation) is a role of HRM, moving people across country borders 
to meet organizational needs (Harzing, 2001). There can be three types of worker global mobility: (i) firm assigned, 
where, within the firm, individuals may be put forward for undertaking international assignments; (ii) self-initiated 
expatriation, which relates to individuals looking for employment overseas on their own accord and not being expa-
triated by a home organization (Andresen et al., 2013; Moulaï et al., 2021); and (iii) immigrants, who come to other 
countries to settle as future locals. While in our data we cannot differentiate between the three types of foreign 
workers, we consider them jointly in their common movements which transfer qualifications, competence and knowl-
edge across country borders. Ultimately, we are interested in the overall effect that this transfer of human capital has 
on firm performance (Dickmann et al., 2018) and on the wages of foreign workers compared to international ones.

3 | HYPOTHESES DEVELOPMENT

Global firms possess more resources compared to international firms– both financial and human capital related–
enabling them to be more competitive and to attract strong talent that would lead to improved outcomes. 1 To 
remain competitive and retain their talent, these global firms need to establish their positioning in the labor market, 
for example, by developing effective strategies and policies for the treatment of their employees (Canestrino & 
Magliocca, 2010). They can benefit from stronger global value chains (Kano et al., 2020) and can pay higher wages 
compared to what local and/or international firms may afford for the same talent (Noe et al., 2017). Global firms can 
benefit from value-added activities that are dispersed across geographical borders by employing multinational work-
force (Da Rocha et al., 2017). Labor costs are a significant factor for firms to operate overseas (Braconier et al., 2005).

To remain competitive and attract the optimal human capital, all firms utilize compensation and remuneration 
strategies, ready to pay the higher wages to attract and retain best employees (Bender et al., 2013). Benefiting from 
resource slack (Cheng & Lin, 2014), and from their global staff, multinational enterprises can afford to pay higher 
wages as part of their competitive advantage. Overall, the literature suggests that global firms benefit from econo-
mies of scale and reputation, hence offer higher pay as part of global strategic HRM.

Large global firms are expected to be market leaders and benefit from optimization of labor market costs, thus 
have a dual advantage over local and international firms (Gleason et al., 2006; Weerawardena & Mavondo, 2011). 
They can utilize resources in a more efficient way and gain competitive advantage, thus operate with better revenues 
than other firms (Martin et al., 2017). Approaching the issue from a people-management perspective, the human 

 17488583, 0, D
ow

nloaded from
 https://onlinelibrary.w

iley.com
/doi/10.1111/1748-8583.12535 by N

orw
egian Institute O

f Public H
ealth, W

iley O
nline L

ibrary on [02/11/2023]. See the T
erm

s and C
onditions (https://onlinelibrary.w

iley.com
/term

s-and-conditions) on W
iley O

nline L
ibrary for rules of use; O

A
 articles are governed by the applicable C

reative C
om

m
ons L

icense



BARUCH et al.4

resources is a major factor and a significant player in gaining competitive advantage (Delery & Roumpi, 2017). The 
positive impact of globalization can be achieved due to a combination of factors, including the informal knowledge 
sharing and other capabilities (Fee & Gray, 2020).

Combining these factors, we hypothesize:

Hypothesis 1. Global firms will be positively associated with higher firm revenue and with higher ratio of labor costs 
per revenue compared to international firms

As firms adjust their remuneration and compensation strategies to best benefit their resources, firms will pay higher wages 
to attract and retain employees who have created positive impact on firm performance (Gooderham et al., 2018). As 
argued above, expatriates bring competitive advantage due to their unique human capital (Fan et al., 2021), and their 
capacity to share relevant knowledge (Castellani et al., 2022). As a result, they are remunerated accordingly when moving 
to other countries (Kim et al., 2018). Yet, global firms have better resources at their disposal and financial capacity to be 
competitive in the local labor market. As a result, they pay higher wages than those paid to expatriates by local firms.

Changing employers is one approach that an individual may pursue to improve their remuneration and wage 
(Cassidy et al., 2016; Yankow, 2003). Job mobility is a clear opportunity for obtaining wage increase. The impact, 
though, is context dependent (Reichelt & Abraham, 2017). For example, highly educated workers demonstrate signif-
icant extended returns to migration, though it could take some time for the benefits to materialize (Yankow, 2003). 
Conversely, a recent study found some impact on financial gains relating to job hopping among less-educated work-
ers but not for college graduates (Fan & DeVaro, 2020).

Hypothesis 2. Expatriates who switch employers will improve their earnings compared to expatriates who stay with 
the same employer.

The CET suggests that individuals will move within the labor market due to push/pull forces (Baruch,  2015; 
Baruch & Rousseau,  2019). Both legal and psychological contracts for global workforce would suggest that, to 
compensate for the highly demanding and challenging need to cross geographical boundaries, global movers will be 
associated with higher salaries and higher expectations. Coupled with new career orientations, like the protean career 
(Hall, 2004) and boundaryless career (Arthur & Rousseau, 1996), careers are considered more dynamic and more 
global than they had been in the past. In terms of employers, global firms tend to relocate expatriates to benefit from 
knowledge gains and their experiences acquired in host-markets (Canestrino & Magliocca, 2010).

Expatriates working in international firms are often associated with lower pay, benefits and remuneration due to 
being employed on a local contract with local terms (KPMG, 2013). The following hypothesis stems from the above 
argument:

Hypothesis 3. Expatriates employed in global firms will switch employer more frequently than expatriates working 
in international firms.

Based on comparing self-initiated expatriation to corporate expatriates (Andresen et al., 2013), in the past, global 
firms tended to apply a long-term strategic plan and were sending workers abroad for a significant period of time. More 
recently, other work arrangements mean that the time period could vary (Gunz et al., 2020). HRM investment and support 
help to retain expatriates in global firms (van der Heijden et al., 2009). On the contrary, self-initiated expatriates might find 
early in the process that their expectations were not met in lieu of organizational support, and, without formal contractual 
obligations, they can leave after short period, even if their intention was for a long-term period (Przytuła, 2015).

Hypothesis 4. Expatriates employed in global firms will stay in the country longer than expatriates working in inter-
national firms.
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BARUCH et al. 5

Employing Hofstede's (1980) cultural dimension-based framework, we examine the variance in cultural values 
firm performance due to ‘cultural distance’ (CD) between the cultures of the individuals and of the host country 
may influence career variance across nations (Hofstede, 1980, 2001). Albeit credible concerns about the validity 
and reliability of the CD concept (e.g., Tung & Verbeke, 2010), Hofstede's framework, alongside other measures of 
cultural variance (e.g., GLOBE) remain consistently and widely applied in cross-cultural international business studies 
(Beugelsdijk et al., 2018; Maseland & Van Hoorn, 2009; Shenkar, 2012).

CD is a highly critical possible explanatory factor for explaining differences across firms (Shenkar, 2012). For 
example, CD may influence embeddedness, which can be important for knowledge transfer (Stoermer et al., 2021). 
The CD concept (the CD between the home- and host country) is a salient factor for explaining firm performance, 
contemplating on the thrust that firms embark on their internationalization process by investing in countries where 
the CD is smaller due to facing less complexities and ‘foreignness’ (Beugelsdijk et al., 2018). The larger the distance, 
the less likelihood for a global firm to invest in the host country (Shenkar, 2012). Furthermore, CD is a primary factor 
regarding why mergers and acquisitions fail (Malhotra et al., 2011) and having a strong negative effect on subsidiary 
performance (Beugelsdijk et al., 2018).

Most international business studies measure and operationalize CD as an Euclidean distance index, utilizing 
Hofstede's cultural dimensions that depict differences between “national cultures” (Hofstede,  1980). Kogut and 
Singh (1988) aggregated these differences into an overall index.

Extant literature has assumed that a larger CD produces a negative consequence on performance when doing 
business in more culturally distant countries (Kostova et al., 2016). The direction of CD is important. The more incon-
gruent the levels of the host and the home countries' values are (Tang, 2012), the smaller the global firm's overseas 
financial performance (Dow & Ferencikova, 2010). Positive effects of CD on performance have also been identified. 
For example, the learning from a more culturally different country might have resulted in building a different range 
of useful skills and capabilities (Morosini et al., 1998). Tihanyi et al. (2005, p. 276) highlighted that ‘the estimate of 
the multivariate relationship indicated that CD was not meaningfully related to firm performance.’ Importantly, the 
reason for the divergent findings might be due to the fact that very few studies ‘have explored additional moderating 
conditions where the performance effect of distance turns positive’ (Beugelsdijk et al., 2018, p. 100).

Traditionally, more expatriates are staffed in global firms when operating in more culturally distant locations and 
are often holding the most senior management position locally to ensure transfer of organizational/national culture 
and policies (Harzing, 1996). Expatriates have been found to positively affect firm performance–both at the head-
quarters and subsidiary levels (Bonache & Brewster, 2001). However, CD has been identified to negatively moderate 
this relationship (Colakoglu & Caligiuri, 2008) and a direct relation between CD and staffing has not been identified 
(Gong, 2003). When CD was not considered, the relationship between expatriates and firm performance was not 
significant, nevertheless in the US, an increasing number of expatriates decreased firm performance at the subsidiary 
level (Jones & Gálvez-Muñoz, 2001)–because of increasing CD adjoined with increasing number of expatriates.

We suggest that global firms have higher potential to be more innovative, applying ‘out-of-the-box’ thinking, and 
the ability to benefit from the use of global rather than local systems. By exhibiting this global orientation in both 
leadership and involvement of employees, global firm performance will surpass that of international firms when the 
CD is higher.

Hypothesis 5. The larger the CD, the more positive impact on firm performance.

4 | DATA AND METHOD

Using big data that covers the entire working population across 11 years in one country (Bulgaria), which hosts expa-
triates from 143 countries, we focus on global firms and workforce to develop nuanced understanding concerning 
the impact of global mobility. We cover the entire universe of expatriate workers from said countries employed by 
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BARUCH et al.6

15,000 firms in Bulgaria (from which we exclude the agriculture sector), leaving us with more than 100,000 observa-
tions on expatriate individuals. On the firm side we consider firms with some international exposure, constituting in 
all about 80,000 observations.

The main advantage of our unique dataset is that it covers the entire universe of firms and workers in one coun-
try; it also happens that such data has a huge volume, especially when compared to other studies on similar topics. 
While we use the label of “Big Data” primarily because the data has very large volume (and it is free of noise or errors, 
given its administrative nature), we are aware that we may not satisfy all the requirements that data scientists hope 
to associate with the “Big data” label (Kitchin & McArdle, 2016).

4.1 | Sample: International and global firms

The data were obtained from all firms and workers in Bulgaria, a European Union country, covering a period from 
2009 to 2019. The database comes from administrative data submitted every month for tax and social security 
purposes. We restrict the analysis to only those firms with employees who come from the global workforce. From the 
initial universe of all firms in Bulgaria with at least 10 employees (70,808 firms), we consider only those firms who 
have ever employed expatriates (15,031 firms). After further dropping firms who do not report Revenues (usually 
public sector entreprises such as schools), we are left with 12,694 unique employers, amounting to 78,842 observa-
tions on firms used in the analysis.

Because we know the 143 countries of origin for all workers, as well as their 1-digit ISCO occupation, we can 
further define whether the managers of the firm are expatriates or not. While we do not explicitly know who the 
top manager, CEO, or managing Director of the firm is, as we have only the 1-digit ISCO code, we label as “CEO” 
the highest paid earner among all the managers at the firm. We refer to all the firms in our analysis as “international 
firms” because they employ expatriates, and we refer to those firms with an expatriate CEO as “global firms”. As 
shown in the bottom panel of Table 1 with sample correlations, about 8% of the sample of “international” firms are 
also “global” firms.

To pin down firm performance we construct a proxy for profit as the difference between revenues and labor 
cost, ignoring capital costs. We argue that, in regression analysis, this captures the intended profitability of the firm: 
because firm size and refined two-digit industry codes (about eighty industries in all) are controlled for, as long as 
we can assume there is little variation in capital costs between firms of similar size in the same two-digit industries, 
revenue minus labor costs will provide a good approximation for profit in regression analysis.

Other firm characteristics include: expatriate workers in management (ISCO code 1) and professional jobs (ISCO 
codes 2 and 3), and the fraction of workers who are male. From the correlations in Table 1, these characteristics are 
positively correlated with firm performance measures such as revenue and labor costs. The CD measure is computed 
from the value scores concerning Hofstede's six dimensions of culture; power distance, individualism, masculinity, 
uncertainty avoidance, long term orientation and indulgence. The index is constructed using the Euclidian distance 
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estimate a specification where instead of the CD index we use the regional groupings from the Globe cultural meas-
ure, with the home country Bulgaria belonging to the Eastern European region; results are similar.

4.2 | Sample: International workers

To have a better understanding about the global presence of workers in Bulgaria, we focus some of the analysis on 
expatriates. We start from the roughly seventeen and a half million observations on workers born between 1950s 
and 1999 who are working in firms with at least ten employees and filter out firm with only native workers. Using 
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BARUCH et al.8

2009 as base year, we deflate monthly earnings into real leva (1 leva has been fixed to 1 deutsche mark, approxi-
mately 0.5 Euro since 1 July 1997) using a consumer price deflator, and drop from the analysis workers whose wages 
are less than two thirds of the mandatory minimum wage (170 leva/month), or above a maximum of 30,000 leva/
month, to avoid extreme outliers. This leaves 114,324 observations on 28,155 expatriates who worked in Bulgaria 
between 2009 and 2019. From Table 2 we find that the average length of stay is a little over six years, that 36% of 
international workers switch employer and 66% of them work in the Services sector (vs. 34% in Manufacturing).

4.3 | Procedure

A main contribution resides in choosing the subsamples of interest as described above. In terms of the regression 
with the international firm as the unit of analysis, we run a specification

Yj = βββ0+βββ1 ·Globalfirmj+βββ2 ·Firmsizej+βββ3 ·ExpatMgmtj+βββ4 ·Expatprofessnlj
+βββ5 ·NbworkersbyISCOj+βββ6 ·Yearj+βββ6 · Industrj+uj

� (1)

where j indexes the individual firm. Yj are measures of firm performance and they include: (1) log revenue; (2) log(rev-
enue - labor cost) as proxy for profit; and (3) log(labor costs). Global firm is an indicator whether the top paid manager 
(most likely the CEO, Managing Director or owner) is an expatriate. Firm size are two indicators whether the firm is 
medium size 50 to 249 workers, relative to baseline (small firms 10 to 49 workers) or whether the firm is large (250 
workers or more) relative to small. Expat mgmt and Expat professnl are indicators whether the firm has hired any 
expatriates in management occupations or in professional occupations. If a firm has an expatriate as the top highest 
earner (Global firm = 1) then the expatriate management indicator will also be equal to one, but there can be some 
other firms whose CEO is Bulgarian that nevertheless have expatriates in management positions; those firms will also 
have the Expat mgmt indicator at one. The Number of workers by ISCO code variable accounts separately for the 
size of the workforce in each of the nine ISCO code occupations (Managers, Professional, Technicians, Office, Sales, 
Skilled agricultural, Trades, Machine operators and Elementary), including both international and local employees for 
this computation. The remaining variables, year and industry, are factors and therefore get dummied up in estimation.

To investigate the effect of CD on firm performance we augment the specification from Equation (1) by adding 
the Hofstede CD index:

Yj = βββ0+βββ1 ·Globalfirmj+γγγ ·Hofstedej+βββ2 ·Firmsizej+βββ3 ·ExpatMgmtj
+βββ4 ·Expatprofessnlj+βββ5 ·NbworkersbyISCOj+βββ6 ·Yearj+βββ6 · Industrj+uj

� (2)

Variable Mean SD 1 2 3 4 5 6 7

1 “Global” firm 0.21 0.41

2 Worker new in country 0.23 0.42 0.04**

3 Tenure in country 6.26 3.21 −0.13** −0.34**

4 With new employer 0.36 0.48 0.01 0.74** −0.35**

5 Male 0.51 0.5 0.23** 0.08** −0.26** 0.09**

6 Firm pays above average 0.47 0.5 0.25** 0 −0.05** −0.01* 0.17**

7 Service sector 0.66 0.47 −0.07** 0.02** −0.10** 0.05** −0.02** 0

8 Log real wage 6.92 1.06 0.43** −0.06** −0.10** −0.07** 0.35** 0.53** 0.08**

Note: Correlations at the foreign worker level.
*indicates p < 0.05. ** indicates p < 0.01.

T A B L E  2   Means, standard deviations, and correlations with confidence intervals.
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BARUCH et al. 9

By doing so we allow for the overall effect of the global firm CEOs to differ by the CD between the country of 
origin of the CEO and Bulgaria. If the variation in the CD index has no effect on firm performance Yj then the γ coef-
ficient will be statistically not significant. Even so, if the CD did not matter but on average firms with foreign CEOs 
have better performance than Bulgarian ones, this would still be reflected in a statistically significant beta1 coefficient 
β1 for the Global firm indicator.

For the international workforce analysis, we look at three outcomes in relation to global firms: wage outcomes, 
the determinants of an employer switch and the determinants of length of stay in the host country (truncated at a 
maximum of 11 years which is the length of our data). We estimate a multi-level model of the form (we thanks an 
anonymous referee for this advice):

Yi = βββ0+βββ1 ·Globalfirmi+βββ2 ·Globalfirmi ∗Sectori+βββ3 ·AboveAvgfirmi+βββ4 ·AboveAvgfirmi ∗Sectori
+βββ5 ·NewEmployeri+βββ6 ·NewEmployeri ∗Sectori+βββ7 ·Sectori+βββ8 ·Firmsizei+βββ9 ·Birthcohorti
+βββ10 · ISCOi+βββ11 ·Yeari+ui

� (3)

where Yij stands for one of the three outcomes specified above, and where ij indexes the individual worker i working in 
firm j. In this specification β0j represents a firm-specific intercept. A firm fixed effects model assumes β0j is a constant, 
while a random effects model allows to be a random variable. We perform a Hausman test to determine whether a 
fixed effects or random effects model is appropriate; under the null, both models are consistent and random effects 
is preferred (for being more efficient), while under the alternative only the fixed effects model is consistent. We 
further allow for the effect of an international CEO on the worker outcome to differ by sector (services, relative to 
benchmark manufacturing). We also account for whether the firm in which the worker is employed is a firm that pays 
salaries which are higher than the average salary in the 2-digit industry of the firm, and the effect of the high-wage 
firms is also allowed to differ by sector. The variable whether the worker has a new employer is reflecting a switch 
in employer (tenure zero with the current employer) and is only present in the log wage specification as in the firm 
analysis. Firm size, Birth cohort and Year are factor variables which are dummied up during the estimation.

5 | FINDINGS

Table 1 and 2 presents the correlations. The top panel reports correlations in the international firm sample, while the 
bottom panel reports the correlations in the expatriate worker sample. From the firm data we notice that, among 
all international firms (who employ or have employed expatriate workers), global firms (with an expatriate CEO) are 
associated with higher revenues, and also with higher labor costs, but most importantly with higher revenues after 
labor costs; from the worker data we notice that expatriates working in global firms receive higher pay. We investi-
gate these results in more detail in the regression framework.

In Table 3 we report the results of the analysis on firm performance on the following three outcomes, expressed 
in logs: (1) firm revenues; (2) revenues minus labor costs as a proxy for profit; and (3) total labor costs. The difference 
between specifications (3) and (1), log(labor costs) −  log(revenues) =  log(labor costs/revenues) gives the measure 
of labor costs as share of revenue (in logs). Besides the covariates reported in the table, we also control for refined 
two-digit industry codes. While the eighty or so industry coefficients were too many to include, the full output is 
available on request.

All else equal, being a global firm is associated with a large positive effect on firm performance. Relative to an 
international firm, being a global firm increases revenues by 6.3% and profitability (defined as revenues minus labor 
costs) by 6.7%. Global firms are also associated with 20% higher labor costs.

We also account for the presence of expatriate workers in management and professional occupations, which is 
associated with much higher positive firm performance than expatriate CEO. We visualize the relationship between 
Labor Cost and the Revenue after Labor Cost in Figure 1 the expatriate CEO increases the profitability (revenue after 
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BARUCH et al.10

(1) (2) (3)

Revenue Rev. – labor cost Labor cost

In logs In logs In logs

“Global” firm (expatriate “CEO”) 0.063*** 0.067*** 0.203***

(0.015) (0.015) (0.010)

Presence expatriates in management 0.422*** 0.415*** 0.450***

(0.010) (0.010) (0.006)

Presence expatriates in professional occ. 0.447*** 0.448*** 0.427***

(0.011) (0.010) (0.007)

Medium firm 1.406*** 1.410*** 1.435***

(0.009) (0.009) (0.006)

Large firm 2.641*** 2.648*** 2.713***

(0.018) (0.018) (0.011)

Fraction workers born in 50s −0.563*** −0.581*** −0.286***

(0.047) (0.046) (0.030)

Fraction workers born in 60s 0.019 0.008 −0.004

(0.046) (0.045) (0.029)

Fraction workers born in 70s 0.798*** 0.769*** 0.338***

(0.042) (0.041) (0.027)

Fraction workers born in 80s 0.524*** 0.514*** 0.314***

(0.047) (0.045) (0.029)

Fraction male workers 0.598*** 0.617*** 0.045***

(0.021) (0.020) (0.013)

Number workers in ISCO 1 0.007*** 0.006*** 0.005***

(0.0003) (0.0003) (0.0002)

Number workers in ISCO 2 0.002*** 0.002*** 0.002***

(0.0001) (0.0001) (0.0001)

Number workers in ISCO 3 −0.001*** −0.001*** −0.0004***

(0.0001) (0.0001) (0.0001)

Number workers in ISCO 4 0.0001** 0.0001** 0.0001***

(0.00004) (0.00004) (0.00003)

Number workers in ISCO 5 0.001*** 0.001*** 0.001***

(0.00005) (0.00005) (0.00003)

Number workers in ISCO 6 0.002** 0.002** 0.001**

(0.001) (0.001) (0.001)

Number workers in ISCO 7 0.0002*** 0.0002*** 0.001***

(0.0001) (0.0001) (0.00004)

Number workers in ISCO 8 0.001*** 0.001*** 0.001***

(0.0001) (0.0001) (0.00003)

Number workers in ISCO 9 0.0003** 0.0003** 0.0003***

(0.0001) (0.0001) (0.0001)

T A B L E  3   The performance of global firms.
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BARUCH et al. 11

labor costs) by 6.7%, compared with expatriate managers who increase the profitability by 41.5% and the expatriate 
professionals by the largest 44.8%. Expatriate managers increase Labor cost the most by 45.0%, while expatriate 
professionals by 42.6% and the expatriate CEO by 20.3%. Hence, the benefit of increased profitability due to expa-
triates' human capital is shared by different stakeholders like co-workers (increased Labor cost) and shareholders 
(increased Profit). Relative to small international firms (between 10 and 50 workers), medium international firms and 
especially large international firms have significantly better performance (141% and 264% respectively) in terms of 
revenue and revenue minus labor costs (profit is 141% and 265% respectively bigger). So, essentially the percentage 
increase is the same, which means that the labor cost increases proportionally linearly to revenues, which assures that 
revenues, labor cost and profit are moving linearly together. Relative to workers born in the 1990s, who just entered 
the labor force and are expected to have the lowest salaries, having more workers born in the 1950s is associated 
with negative firm performance (58% less profit and 28% less labor cost), in the 1960s with the same firm perfor-
mance, in the 1970s the highest (77% more profit and 34% more labor cost) and in the 1980s (51% more profit and 

(1) (2) (3)

Revenue Rev. – labor cost Labor cost

In logs In logs In logs

Year 2010 0.024 0.024 0.038***

(0.018) (0.018) (0.012)

Year 2011 0.023 0.021 0.055***

(0.018) (0.018) (0.011)

Year 2012 0.028 0.032* 0.087***

(0.018) (0.017) (0.011)

Year 2013 0.059*** 0.061*** 0.128***

(0.018) (0.017) (0.011)

Year 2014 0.092*** 0.085*** 0.210***

(0.018) (0.017) (0.011)

Year 2015 0.108*** 0.107*** 0.272***

(0.018) (0.017) (0.011)

Year 2016 0.115*** 0.119*** 0.372***

(0.018) (0.017) (0.011)

Year 2017 0.167*** 0.171*** 0.422***

(0.018) (0.018) (0.011)

Year 2018 0.236*** 0.235*** 0.492***

(0.018) (0.018) (0.011)

Year 2019 0.292*** 0.298*** 0.510***

(0.018) (0.018) (0.011)

Constant 12.016*** 12.004*** 8.300***

(0.113) (0.110) (0.071)

Observations 78,842 78,557 78,842

R 2 0.653 0.662 0.802

Note: “Global firms” are those where the current “CEO” (the highest earner manager) is foreigner. ISCO codes represent (1) 
Managers, (2) Professional, (3) Technicians, (4) Office, (5) Sales, (6) Skilled agricultural, (7) Trades, (8) Machine operators, and 
(9) Elementary. We also control for two-digit industry codes representing about 80 industries. Please email us if you want 
to see the results by industry. We are comparing to Fraction workers born in 90s, year 2009.

T A B L E  3   (Continued)
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BARUCH et al.12

31% more labor cost). One possible explanation being that the 1970s is the first generation after the fall of the Berlin 
wall to enter the labor market, and the 1950s were more negatively affected by communist labor practices than the 
1960s generation, where it is natural younger 1980s to produce and receive less than the 1970s generation, and the 
same for 1990s. Overall, global firms generate on average 20% higher salaries and realize 6.7% higher profits after 
labor cost on 6.3% stronger revenues, producing a win-win-win situation for workers, shareholders, and the local 
economy.

5.1 | Expatriate worker experiences

Table 4 shifts the focus from the global firm to the expatriate workers. We consider three outcomes of interest: wages, 
employer switching and duration of stay (or tenure) in the host country. The Hausman test rejects the null that both fixed 
effects and random effects models are consistent, and therefore we should consider the fixed effects model for the 
analysis. A global firm is associated with an increase of about 20% in the wages of expatriate workers in Manufacturing 
(and about 7% for those in Services) when compared to other expatriates working in international firms with local CEOs. 
Following an employer switch, expatriate workers will experience a wage loss of about 10% points compared to expa-
triate workers who do not switch employers. The probability that expatriates are switching employers is larger when 
the new employer is a global firm, although this effect (2.5% increased switching probability) is reduced in half for the 
services sector. One possible explanation is that when the traditional expatriates contract expires, the expatriates who 
have developed a tie to the country, for example, via marriage, may agree to a significant pay cut to remain in the coun-
try. Other characteristics of employer switching show that workers are more likely to switch into the Service sector and 
into smaller firms. Younger workers and women are also more likely to switch employer. Finally, for the last outcome, 
tenure in the host country, expatriate workers in global firms have a shorter duration of stay in the country. The length 
of stay in the host country is shorter for those in the Services sector, for workers in smaller firms, for male workers, and 

F I G U R E  1   Percentage difference in performance of international firms with and without expatriates as CEO, 
managers and professionals.
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BARUCH et al. 13

Firm fixed effects Random fixed effects

(1) (2) (3) (1) (2) (3)

Log wage New employer
Tenure in 
country Log wage New employer

Tenure in 
country

“Global” firm 0.190*** 0.025** −0.365*** 0.217*** 0.033*** −0.484***

(0.011) (0.010) (0.052) (0.010) (0.008) (0.048)

“Global” firm* services −0.123*** −0.018 0.223*** −0.101*** −0.013 0.252***

(0.013) (0.012) (0.062) (0.012) (0.009) (0.058)

Firm pays above avg 
wages

0.307*** −0.024*** 0.013 0.421*** −0.023*** 0.057

(0.010) (0.009) (0.048) (0.009) (0.006) (0.042)

Firm pays above avg 
wages * services

−0.106*** 0.042*** 0.086 −0.083*** 0.042*** 0.066

(0.012) (0.011) (0.057) (0.011) (0.008) (0.051)

New employer −0.070*** −0.073***

(0.004) (0.004)

New employer * “global” 
firm

−0.023*** −0.018**

(0.007) (0.007)

Service sector 0.089*** −0.019 0.083 0.144*** 0.029*** −0.196***

(0.022) (0.020) (0.105) (0.009) (0.006) (0.044)

Medium firm 0.076*** −0.002 −0.228*** 0.127*** −0.078*** 0.497***

(0.009) (0.008) (0.041) (0.006) (0.004) (0.030)

Large firm 0.062*** 0.037*** −0.661*** 0.160*** −0.115*** 0.474***

(0.013) (0.011) (0.059) (0.009) (0.006) (0.044)

Born in 60s −0.014** 0.047*** 0.319*** −0.004 0.055*** 0.256***

(0.006) (0.005) (0.026) (0.005) (0.004) (0.025)

Bornn in 70s −0.027*** 0.076*** −0.211*** −0.010* 0.100*** −0.325***

(0.006) (0.005) (0.028) (0.005) (0.004) (0.026)

Born in 80s −0.108*** 0.130*** −0.917*** −0.080*** 0.172*** −1.056***

(0.006) (0.006) (0.029) (0.006) (0.005) (0.027)

Born in 90s −0.184*** 0.271*** −2.153*** −0.148*** 0.322*** −2.340***

(0.008) (0.007) (0.038) (0.008) (0.006) (0.036)

Gender: Male 0.223*** 0.040*** −0.223*** 0.231*** 0.062*** −0.353***

(0.004) (0.004) (0.020) (0.004) (0.003) (0.019)

ISCO 2 −0.655*** 0.037*** 0.162*** −0.664*** 0.028*** 0.282***

(0.007) (0.006) (0.033) (0.007) (0.006) (0.032)

ISCO 3 −0.887*** 0.062*** 0.235*** −0.894*** 0.075*** 0.268***

(0.007) (0.007) (0.034) (0.007) (0.006) (0.033)

ISCO 4 −1.100*** 0.123*** −0.017 −1.129*** 0.116*** −0.023

(0.008) (0.007) (0.039) (0.008) (0.007) (0.038)

ISCO 5 −1.287*** 0.112*** −0.109*** −1.344*** 0.140*** −0.139***

(0.009) (0.008) (0.042) (0.008) (0.006) (0.038)

T A B L E  4   Career outcomes of expatriate workers.

(Continues)
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BARUCH et al.14

Firm fixed effects Random fixed effects

(1) (2) (3) (1) (2) (3)

Log wage New employer
Tenure in 
country Log wage New employer

Tenure in 
country

ISCO 6 −1.141*** 0.111** −0.195 −1.177*** 0.099** −0.200

(0.055) (0.049) (0.259) (0.051) (0.039) (0.241)

ISCO 7 −1.229*** 0.084*** 0.180*** −1.262*** 0.103*** 0.228***

(0.009) (0.008) (0.043) (0.008) (0.007) (0.040)

ISCO 8 −1.303*** 0.093*** 0.214*** −1.340*** 0.124*** 0.158***

(0.009) (0.008) (0.044) (0.009) (0.007) (0.041)

ISCO 9 −1.396*** 0.147*** −0.370*** −1.447*** 0.162*** −0.348***

(0.009) (0.008) (0.044) (0.008) (0.007) (0.040)

Year 2010 −0.036*** −0.784*** 0.029 −0.031*** −0.735*** 0.058*

(0.008) (0.007) (0.035) (0.008) (0.007) (0.035)

Year 2011 −0.037*** −0.803*** 0.200*** −0.035*** −0.730*** 0.252***

(0.008) (0.007) (0.036) (0.008) (0.007) (0.035)

Year 2012 −0.006 −0.840*** 0.334*** −0.003 −0.754*** 0.391***

(0.008) (0.007) (0.036) (0.008) (0.007) (0.036)

Year 2013 0.035*** −0.862*** 0.401*** 0.036*** −0.761*** 0.456***

(0.008) (0.007) (0.036) (0.008) (0.007) (0.035)

Year 2014 0.114*** −0.883*** 0.459*** 0.115*** −0.768*** 0.501***

(0.008) (0.007) (0.036) (0.008) (0.006) (0.035)

Year 2015 0.180*** −0.896*** 0.416*** 0.178*** −0.766*** 0.431***

(0.008) (0.007) (0.035) (0.008) (0.006) (0.035)

Year 2016 0.259*** −0.909*** 0.291*** 0.255*** −0.765*** 0.302***

(0.008) (0.007) (0.035) (0.008) (0.006) (0.034)

Year 2017 0.317*** −0.961*** 0.124*** 0.310*** −0.798*** 0.114***

(0.008) (0.007) (0.035) (0.008) (0.006) (0.034)

Year 2018 0.384*** −1.019*** −0.106*** 0.391*** −0.830*** −0.144***

(0.008) (0.007) (0.035) (0.008) (0.006) (0.034)

Year 2019 0.441*** −1.191*** −0.112*** 0.451*** −0.963*** −0.160***

(0.009) (0.007) (0.036) (0.008) (0.006) (0.035)

Constant 7.054*** 0.952*** 5.964***

(0.012) (0.009) (0.055)

Obs. 114,324 114,324 114,324 114,324 114,324 114,324

R 2 0.394 0.252 0.070 0.870 0.273 0.196

Hausman test

H0: RE efficient

Alternative:FE X 2 = 3710.8 X 2 = 8259.2 X 2 = 916.78

Consistent Reject H0 Reject H0 Reject H0

Note: The “CEO” is defined as the highest earner manager in the firm. A “Global firm” has a highest earner manager (“CEO”) 
who is an expat. ISCO codes are relative to base category (1) management and represent (2) Professional, (3) Technicians, 
(4) Office, (5) Sales, (6) Skilled agricultural, (7) Trades, (8) Machine operators, and (9) Elementary. We are comparing to the 
ISCO 1, Year 2009, female worker.

T A B L E  4   (Continued)
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BARUCH et al. 15

for workers in all occupations compared to managerial (ISCO code 1), except for Professionals (ISCO code 2) who have 
a longer duration of stay. Because our data cannot differentiate between firm-assigned expatriates and self-initiated 
expatriates, we cannot say to what extent this finding is attributable to any differences in expatriates' aspirations.

Focusing on CD, we report two sets of results in Table 5: in the first three columns we repeat the analysis on global 
firms discussed in Table 3, except we also assign global firms the Hofstede cultural index based on the home country of 
the expatriate CEO. In the last three columns we report another set of results where instead of the Hofstede distance 
we use the Globe index country clusters. For reasons of space, we only present here the regression coefficients from 
the cultural analysis, while the full set of results, comparable to those in Table 3, are available from the authors.

The Hofstede index is interpreted on top of the global firm indicator, and it allows a direct comparison between 
the performance of global firms who are of different CDs. The results indicate that a larger CD is associated with 
increased revenues, increased labor costs and increased profit as proxied by revenue minus labor costs. In terms of 
the Globe index regions, global CEOs from Latin countries and Anglo countries are associated with the best perfor-
mance, followed by Germanic countries, Middle Eastern and Chinese countries of the “CEO” are associated with a 
decreased performance compared to firms with Bulgarian CEOs.

More specifically, consistent with human capital theory we examine the relationship between Labor Cost and the 
Revenue after Labor Cost depending on the country of origin of the CEO and visualize it in Figure 2 for the following 
eight regions: Anglo, Confucian Asia, Eastern Europe, Germanic Europe, Latin Europe, Middle East, Nordic Europe 
and Southern Asia.

The average Anglo expatriate CEO increases the Profitability (revenue after labor cost) by 93%, however they 
increase the labor cost by 302%. Whereas both Latin Europe and Middle East CEOs increase the profitability even more, 
by 100%, but share a smaller proportion with the workers, with 163.0% and 34.0% increases in labor cost, respectively.

The average Germanic European CEO increases Profitability only by 28.8% for an increased Labor cost of 104.7%, 
while a Nordic European CEO increases the Labor cost by 127.0%, the third highest, but Profitability only increases 
by 40.3%, on average. Moreover, due to large variability measured by standard deviation, it cannot be considered as 
statistically different to Bulgarian CEO Profitability.

The Labor cost (−8.8%) and Profitability (34.0%) of a Southern Asian CEO is statistically the same as a Bulgar-
ian CEO. And finally, a Confucian Asia CEO also does not have a statistically different Labor cost (−18.0%), when 
compared to a Bulgarian CEO, but gives an 80.8% smaller Profitability.

Summary for the level of support for the hypotheses is presented in Table 6.

6 | DISCUSSIONS

We set ourselves the aim to advance contemporary knowledge of the impact of global mobility at the indi-
vidual level on both individual and organizational outcomes, including comparisons between corporate- and 
self-initiated-expatriation. Studying expatriation should cover the wider options of global mobility, and the way they 
are managed in different ways by managers and HR executives as part of international HRM. More needs to be 
done to understand the dynamics of cross-border mobility (Kraimer et al., 2016). Employing human capital theory 
(Becker, 1975) we expand our knowledge of the impact of global moves in the wider context.

Expatriation (especially long-term assignments) is reportedly decreasing, though still a dominant factor in global 
operation (Baruch et al., 2016), which might stifle the global circulation of talent, and thus reducing access to the 
needed talent at the right time. However, our findings can serve as a counter-narrative to the above representing a 
“new normal” as far as global mobility is concerned. Although fewer jobs are available due to an increasingly compet-
itive job market as well as downsizing because of technological advancements and the Future of Work dynamics 
(Perkins et al., 2022), the importance of accumulating human capital might motivate not only global firms but also 
various sized international firms to relocate more of their staff as ways of building internal human capital, capabilities 
and practical ‘know-how’. In addition, on the flip side, an increasing number of individual workers might opt for career 
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BARUCH et al.16

changes that involve a global move to acquire the said capital necessary for becoming more competitive, even in local 
job markets and to reap the benefits of what a global career offer in terms of wage growth. Furthermore, as we find 
that higher expatriate salaries are associated with global firms, if wage increase is a chief motivator for an individual, 
an expatriate-career could motivate more people to embark on a career entailing global moves and subsequently 
lead to an increased global mobility and talent circulation. Adding the cultural dimension, we were able to identify its 
critical role in explaining both individual and organizational outcomes. We also offer practical recommendations for 
the management of global talent flow.

Hofsted difference index Global index country clusters

(1) (2) (3) (1) (2) (3)

Revenue Rev. – labor cost Labor cost Revenue Rev. – labor cost Labor cost

In logs In logs In logs In logs In logs In logs

“Global” firm −0.032 0.002 0.077**

(0.049) (0.047) (0.031)

Hofstede cultural distance 0.015*** 0.012** 0.018***

(0.005) (0.005) (0.003)

Globe country cluster:

 Anglo 0.274*** 0.286*** 0.604***

(0.062) (0.061) (0.039)

 Confucian Asia −0.524*** −0.535*** −0.086

(0.097) (0.094) (0.061)

 Eastern Europe 0.028 0.041* 0.131***

(0.023) (0.023) (0.015)

 Germanic Europe 0.112*** 0.110*** 0.311***

(0.036) (0.035) (0.023)

 Latin Europe 0.299*** 0.301*** 0.420***

(0.033) (0.032) (0.021)

 Middle East −0.179*** −0.193*** −0.127***

(0.040) (0.038) (0.025)

 Nordic Europe 0.162 0.147 0.356***

(0.109) (0.106) (0.068)

 Other −0.122 −0.075 0.154***

(0.087) (0.085) (0.055)

 Southern Asia −0.117 −0.127 −0.040

(0.177) (0.171) (0.111)

Constant 12.04*** 12.025*** 8.303*** 12.02*** 12.01*** 8.297***

(0.113) (0.110) (0.071) (0.113) (0.110) (0.071)

Observations 77,979 77,697 77,979 78,842 78,557 78,842

R 2 0.654 0.663 0.803 0.653 0.663 0.803

Note: “Global firms” are those where the current “CEO” (the highest earner manager) is foreigner. CD (Hofsted and Global 
index) based on the home country of the CEO The same regressors as in Table 3 were also used in this analysis: presence of 
foreign workers in managerial and professional occupations, firm size, age of workforce, gender, worker ISCO distribution, 
calendar year, and two digit industries. For reason of space, and because the magnitude of coefficients is very similar to the 
one from Table 3, we do not repeat here those coefficients, but are available from the authors.

T A B L E  5   The role of cultural distance in the performance of global firms.
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BARUCH et al. 17

F I G U R E  2   The role of cultural distance in the performance of firms: Percentage difference in labor cost and 
profit between international firms with and without expatriate CEO by cultural clustering.

Hypotheses Supported or rejected

Hypothesis 1: Global firms will be positively associated with higher firm revenue 
and with higher ratio of labor costs per revenue compared to international 
firms.

Supported

Hypothesis 2: Expatriates who switch employers will improve their earnings 
compared to expatriates who stay with the same employer.

Rejected

Hypothesis 3: Expatriates employed in global firms will switch employer more 
frequently than expatriates working in international firms.

Supported

Hypothesis 4: Expatriates employed in global firms will stay in the country 
longer than expatriates working in international firms.

Rejected. Expatriates employed in 
global firms have shorter tenure in 
the country (truncated at 2019).

Hypothesis 5: The larger the CD, the more positive impact on firm performance. Supported

T A B L E  6   Summary of the hypotheses and their support.
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BARUCH et al.18

A main strength of our study is the access to the entire universe of firms operating in Bulgaria. International 
firms and international workers tend to perform better than local firms and local workers (Delios & Beamish, 2001). 
We compare the global firms led by expatriate CEOs with other firms operating in the same country, same industry 
and with similar number of employees, who also have an international presence in their workforce. Likewise for the 
workers, we only compare wage and mobility outcomes within the expatriate workers' population. This way, we have 
conducted what we consider appropriate comparisons, helping to better understand the effect of a global workforce, 
and suggest future directions of global work (cf. Manyika et al., 2017). Our findings show that the outcomes at the 
individual level varies according to the type of sector and should inform a person's career strategizing and a country's 
anticipation for what sectors it can more successfully promote in order to increase incoming global moves. These can 
subsequently lead to enhancing international exposure and human capital building within international firms.

At the firm level, after controlling for other firm characteristics such as occupational and age distribution of work-
ers and refined industry codes, firms led by international CEOs have both higher revenues and higher shares of labor 
costs in revenue. While we do not have an actual indicator for profitability, the proxy we constructed indicates that, 
despite higher labor costs, global firms are more profitable compared to international firms. These findings, especially 
our discovery that the presence of expatriate workers account for a stronger firm performance as opposed to cases 
with an expatriate CEO, are consistent with a view where workers in global firms have higher human capital: they 
get paid more and, due to the positive link between pay and productivity, they are also more productive. The finding 
regarding positive impact on firm performance in relation to the presence of expatriates could lead to increased 
intra-global firm talent circulation and development, for example, to enhance personal career outcome and sustaining 
their own career. This would benefit employees who are keen on developing a global career but currently lacking the 
pertinent human capital. Eventually, global firms would benefit from being able to draw upon the improved collec-
tive human capital within the firm. Furthermore, at the country level and in particularly for developing countries, 
nations could benefit from the increased global moves due to the potential spillover effects from the human capital 
possessed by global firms' employees to local citizens working for such firms as well as benefiting international firms 
and domestic firms.

We have already established that expatriates earn more when employed by global firms, compared to those 
employed by international firms. When they switch employer, although expatriates join firms paying higher than 
average wages, the workers take a hit on their wages right after the switch. This is not an entry into the country effect 
since new entrant expatriates actually earn a premium. It is possible that upon a switch workers destroy some of their 
firm-specific human capital and it may take some time for them to rebuild it (Autor & Handel, 2013). This means that 
global mobility and talent circulation are not unimpeded and that appreciating the positive effect of a switch depends 
on the nature of an individual's career trajectory. This could serve as a support for global firms that consider and apply 
a combination of global mobility and intra-firm mobility across departments and/or job roles, which are imperative for 
business expansion and firm success.

Alternative explanation is that the switch happens after the initial expatriate contract in the country expires and 
as the expatriates have developed connection to the country, for example, via marriage, they decide to find a job and 
stay, which results in 10% on average decrease in their compensation. Better workers also seem to have shorter stays 
in the host country. Other than managers, only professional workers are less likely to leave the host country; also, 
these departures are associated with global firms and with firms paying above industry average wages. This could 
indicate that global moves are more attainable when having accumulated more human capital, as would be the case 
with abovementioned professional workers. Men and younger birth cohorts (relative to those born in the 1950s and 
1960s) are also more likely to leave the host country. This points out to expatriate workers in top occupations and 
earning top wages having shorter stays in the host country, being more mobile and moving on to presumably better 
job opportunities. Such trends would benefit global firms as well as international firms in countries that are looking 
for experienced executives and managers, who also brings a different cultural outlook to the organization.

The CD of the CEO is associated with better performance of the firm, in line with earlier predictions (Beugelsdijk 
et al., 2018). This can be an indication that doing things differently is rewarded and fills a market need. In the context 
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BARUCH et al. 19

of our analysis the CD may also capture a difference in the level of development between the host country and the 
CEOs' countries of origin. Our results can be useful for firms deciding on subsidiaries' locations: not only does it look 
like the higher the CD, the better the performance, hence; global firms may decide counterintuitively to capture first 
markets in countries with a higher CD. Arguably, this reflects a benefit from an elaborate intra-firm global talent 
management program. For example, an HR database that couples employee’ managerial readiness, career motiva-
tions, capability, and work performance as well as geographical location and cultural profile, would accommodate for 
firms making more informed decisions on hirings and searching broader within their multicultural diverse workforce. 
Also, the more developed regions (e.g., Anglo or Germanic Europe) are associated with better performance, so it 
seems that global firms headquartered in these regions will have natural advantage of open subsidiaries abroad. 
Furthermore, bringing an expatriate manager plays a significant role in the success of the subsidiary. This finding 
serves a prompt for such firm not to assume that a home-national manager would be required to sustain the afore-
said advantages as we have demonstrated that the manager positions in the overseas subsidiaries could benefit 
from managers possessing cultural backgrounds associated with a larger CD. These firms could benefit from tapping 
into the various directions in global talent circulation, for example, to search for relevant talent within a subsidiary's 
geographic region. Additionally, our findings indicate that any type of firm could look to boost internal multiculturally 
diverse workforce by broadening searches into pools of self-initiated expatriates but also migrant streams. The above 
concerns relate to key strategic decision-making for HR executives, for example, in relation to the “fit” with the firm's 
overall strategies as well as staffing, recruitment, remuneration and development of human capital.

Overall, we advance both theory and practice regarding the effects of global mobility of individual employees as 
well as on their employing firms.

6.1 | Theoretical contributions

We expand the relevance of talent management and talent flow at the global level, manifesting the interconnections 
across the various global players. This way we expand the human capital theory to better understand global talent 
flow (Kerr et al., 2016). Further, we manifest the role and relevance of different actors in the system–in the context 
of developing economies. We identify how cultural gaps between home- and host country play a significant role in 
the impact of global moves. This expands the sparse theoretical development from a macro-perspective in the field of 
global talent flow (Khilji et al., 2015; Vaiman et al., 2018). To better understand global flow of talent, scholars should 
consider ‘actors’ at different levels–individuals, firms and nations (Baruch, 2015). In line with human capital theory 
(Becker, 1975), we extend the cover of career literature and global talent management from western focused to a 
developing economy perspective. The CET (Baruch, 2015; Baruch & Rousseau, 2019) point out the interdependency 
across different players, but does not go beyond this descriptive presentation. Our study helps to identify how the 
process is being motivated and progressing, through the interaction between the players–individuals, employers and 
nations.

From cultural theory perspective, we integrated the impact of CD in terms of values as suggested by 
Hofstede (2001). We identified the role CD play for people who moved globally to a different culture, and how this 
CD influences their careers. Our observations challenge some of the current assumptions, such as the expectations 
of wage increase for switching jobs, which is of high relevance for HR strategies and corporate policies in global firms.

6.2 | Managerial relevance

There are various types of global movers, in particular corporate expatriates, self-initiated expatriates and immi-
grants. Each requires different type of attention and treatment by managers and by the HR unit. We found that 
more successful workers seem to be internationally mobile and more likely to leave the host country. This poses a 
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BARUCH et al.20

challenge to global firms struggling to maintain performance of their expatriates (Bader et al., 2021). Subsequently, 
an additional challenge for HR practitioners relates to understanding the factors making expatriates stay and factors 
leading to a failed international assignment or reason to have migrated to the host country (Guttormsen et al., 2018).

Internal mobility across firms, but within the country, does not seem to bring significant wage benefit to the 
movers, at least not immediately, allowing the possibility for retention strategies to work on average. Firms therefore 
need to gauge how much investment in lower domestic and inter-firm turnover and reducing employees' intention 
to quit can be justified in relation to the broader strategic value of expatriation. A cost-benefit analysis of individual 
employees could aid in determining how much experience he or she deem appropriate to acquire based on the level 
of wage increase being sought. Internal mobility is associated with firm size, with expatriates less likely to move to 
small firms; HR managers of small firms should be aware of this in recruiting strategies. Because the CD of the CEO 
matters, CD from the host country to the expatriate's country of origin may help to identify specific needs and inputs 
that will help make the transition and retention more viable.

6.3 | Limitations and future research agenda

Like any study, our investigation has some limitations. First, it was conducted in a single country, though, Bulgaria 
is a representative case of Eastern Europe, and in many aspects may also represent the wider developing countries. 
To compensate for this limitation, our data is covering all the in- and out- global movement to the country, with well 
validated data.

In terms of method, we had to succumb to the use of proxy for some variables. As explained, the assumptions 
made for the use of those proxy cases are based on logic and current knowledge ad practice.

We consider based on our findings two lines of inquiry to be particularly fruitful for future research. First, we 
encourage a significant increase of studying macro factors, as influencing conditions external to the firm, regarding 
global talent flow and other firm specific processes. Furthermore, we find it especially intriguing to see how the interplay 
between various players, factors and conditions in the firm's macro environment might impact, in isolation or combi-
nations, the consequences of talent flow on firms. Moreover, it would be interesting to explore how different players, 
factors and conditions might affect each other at different levels and subsequently the firm. The realm of public policy 
would be worthwhile to investigate across levels, for example, how policy executed at the municipality, regional, national 
and supranational levels might affect firms differently–or perhaps moderate the effect of other factors and conditions.

Second, as we identified CD to be an influential factor, it begs the question regarding other types of distances, 
such as linguistic or institutional distances as possible predictors or explanatory factor for talent flow. Furthermore, 
we find it relevant to explore distances from different points, such as between the firm's workforce diversity or 
perhaps between the host country and the nationality of the firm.

Lastly, our data base does not differentiate between corporate expatriates and self-initiated expatriates. While 
there may be differences between them, they are still very much different from locals. Further, many corporate expa-
triates are in fact self-initiated expatriates–within their organizations–see for example, Altman and Baruch (2012).

7 | CONCLUSION

Most studies on global talent flow are limited to certain populations or to single or few organizations. As a result, 
their explanatory power and generalizability are limited. We provide a comprehensive support for a set of hypotheses 
at both individual and firm level, indicating the impact of global moves on individuals' careers and on firms' perfor-
mance. The analysis also utilizes CD as a significant factor that helps to explain the phenomenon, and we show how 
being different can positively influence business outcomes, as the relationships between CD and the other outcomes 
are significant and meaningful.
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ENDNOTE
	 1	 We use the following three definitions: > Global firms are firms which top manager is international, that is, not from the 

host country. We further define the top manager as the employee with one-digit ISCO code = 1 = “Managers” who is 
receiving the highest salary. >  International firms are firms which top manager is local, but they have on their staff at 
least one international employee. > Local firms are firms without a single international employee on their staff, that is, all 
employees are local.
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