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ABSTRACT 
 
Objective - The COVID-19 pandemic has compelled organizations to transition from the existing working model to a 
hybrid or fully virtual one. The need to address pandemic constraints, coupled with a growing trend towards more 
flexibility in global mobility, has prompted companies to review their policies regarding international virtual work and 
establish new rules. Employees will still travel to the host country; however, the frequency and duration of travel will be 
reduced. This new model of international work for virtual assignments is emerging as an alternative to the traditional 
model, and in the coming years, it is expected to be the primary focus of human resource management. Therefore, the 
aim of this article is to contribute to a better understanding of how organizations can reframe existing HR practices to 
support international virtual assignees in enhancing their job performance. 
Methodology/Technique - This article attempts to examine the current state of international virtual assignments, the 
challenges, and future directions in developing HR practices for international virtual assignments, which are considered 
the most emerging form of work, based on a comprehensive literature review. 
Findings and Novelty – According to the research, it has been proven that the biggest challenge for international 
virtual assignees, not yet fully addressed by HRM practices, is virtual work combined with occasional international 
travels. It is confirmed that further research focusing on the development of supportive HRM practices for these specific 
assignees is essential. 
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______________________________________________________________________________________ 

1. Introduction   

In today's post-pandemic era, organizations are confronting the need to navigate unprecedented challenges. 
Adapting to this new reality is not only crucial for sustained operations but is also instrumental in cultivating 
a competitive advantage. The rapid transformation triggered by the COVID-19 pandemic has compelled most 
organizations to shift towards a hybrid or fully virtual model, making the management of a virtual workforce 
a top priority.  
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This transformative shift significantly impacted the globally mobile workforce, leading to the evacuation 
of international assignees who were then required to work remotely. In response to pandemic constraints and 
the increasing demand for flexibility in global mobility programs, organizations are revisiting their policies 
concerning virtual work. While acknowledging that not all jobs or duties can be performed virtually, it is 
evident that employees will continue to travel to host countries, albeit with reduced frequency and shorter 
durations. The emerging model, known as international virtual assignments, is positioning itself as a viable 
alternative to the traditional work model for foreign workers within organizations. 

 
In light of these transformative changes, research focused on the dynamics of this new way of working, 

particularly virtual assignments, becomes crucial for organizations seeking to thrive in the current and future 
business environment. 

 
Nevertheless, the concept of international virtual assignments is still quite new and offers logistical 

flexibility. An international virtual assignee is essentially performing the same job as a 'traditional' employee 
relocated to the host location (Welch et al., 2017) (Bell & Kozlowski, 2002) (Dulebohn & Hoch, 2017). 
International virtual assignees are employees who are part of a multinational virtual team. They manage 
foreign operations without being permanently located in that country. They periodically travel to the work 
location for a short time. An effective international virtual assignee must also be empowered to make 
decisions to sustain job performance. Although international virtual assignments have been known and 
practiced by certain types of organizations that have flourished with the rapid development of globalization 
and information technology, the topic of supporting their work with specific HR practices is still 
underdeveloped in the literature. Previous research on international virtual assignments revealed that HR 
professionals do not classify employees who work virtually with international teams as international virtual 
assignees and, therefore, may not have been covered by HR support (Bücker et al., 2020). As mentioned, the 
literature review on international virtual assignments so far confirms that managing employees working in 
this mode is more challenging than managing stationary employees (Davis & Bryant, 2003) (Hoch & 
Kozlowski, 2014) (Dulebohn & Hoch, 2017). The international virtual assignee does not need to relocate to a 
different country on a long-term assignment (Welch et al., 2017) (Bell & Kozlowski, 2002) (Dulebohn & 
Hoch, 2017), but still needs to manage his/her work effectively. Therefore, it seems reasonable that the major 
challenge is developing appropriate HR practices to effectively support international virtual assignees, as 
confirmed by researchers in the literature who indicate many different challenges for HR professionals in the 
context of managing virtual assignees (Briscoe, D., Briscoe, D. R., Schuler, R. S., & Claus, 2009) 
(Holtbrügge & Schillo, 2008a) (Holtbrügge & Schillo, 2008b) (Jarvenpaa & Leidner, 1999). It is worth 
mentioning that moving jobs to people is not going to replace traditional mobility; there will always be a 
need for mobile talent to relocate abroad, but international virtual assignment is becoming a significant tool 
in the growing arsenal that companies need to deploy their global operations and workforce (Bücker et al., 
2020). Organizations are moving away from managing the traditional mode of work to managing a 
distributed international virtual workforce. Despite the growing need for organizations to use international 
virtual assignments as a mode of working, there is still limited research conducted on the management of, 
and HRM issues pertaining to, the various forms of nonstandard assignments (Tahvanainen et al., 2005). 

 
Notable is the lack of insight into the HR function’s input or oversight at either a strategic or operational 

level. There is a distinct lack of strategic links to global mobility and/or HR functions. Undoubtedly, mostly 
all HRM practices used so far, such as recruitment and selection or training, have been conducted stationary 
in organizations. The pandemic has forced HR professionals to transfer these processes to the Internet, 
including the selection of appropriate communication tools and the redefinition of processes from the 
beginning, to fit into virtual reality while keeping in mind to achieve maximum performance (Jooss et al., 
2021). Certainly, it will not be sufficient to simply transfer existing practices to virtual reality. Due to 
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significant limitations in communication (Gibson & Cohen, 2003), mainly the lack of reception of non-verbal 
communication, but also the distance between the speakers and often even the impossible visual perception 
of the speaker, it is necessary to establish processes from the beginning. In the case of virtual assignments, 
there will be many new and important HRM practices that will influence the performance of international 
virtual assignees (Hertel et al., 2005) (Dulebohn & Hoch, 2017). The focus should therefore be on identifying 
how HRM practices and which ones can effectively shape the work performance of international virtual 
assignees. 

 
Researchers agree that HR practitioners seem to fulfill a more passive and reactive role with regard to the 

different forms of international assignments (Bücker et al., 2020). Therefore, HR professionals must 
understand how to implement international virtual assignments successfully. This requires new HR 
frameworks, processes, and a new, adaptive way of thinking. In the next years, international virtual 
assignments are set to become a main topic of HRM (Holtbrügge & Schillo, 2008). Therefore, it is necessary 
to involve HR managers in this process, who will be responsible for creating an effective HR policy, with 
appropriately aligned HR practices such as planning virtual assignments, staff recruitment and selection, 
training and development: multiculturalism, and improving competences (P. Caligiuri et al., 2020) in terms of 
cultural sensitivity, compensation and benefits, performance appraisal, work arrangements (with clear 
guidelines for methods and the structure of virtual communication (develop trust), repatriation (Holtbrügge & 
Schillo, 2008). 

 
The aim of this article is to explore challenges for HR professionals in adopting HR practices for 

international virtual assignments and formulate future directions. To accomplish the article's objectives and 
contribute to the current state of knowledge in the field of management, the following questions have been 
formulated:  

 
What is the current state of knowledge about international virtual assignments? How should organizations 

reframe existing HR practices to support international virtual assignees and enhance their work performance?  
 
The article's contribution will foster a better understanding of international virtual assignments and how 

organizations can reframe existing HR practices to support international virtual assignees, thereby enhancing 
their work performance. The formulation of future directions is expected to significantly advance existing 
HR considerations and have a real impact on organizations grappling with the ongoing challenge of 
transitioning from stationary to virtual work. 

2. Literature Review 

International virtual assignments 

Contemporary global work is characterized by diverse international work configurations. While the 
literature traditionally emphasized the 'traditional' mode of work, recent attention has shifted to alternative 
forms. Terms such as alternative international assignments (Bücker et al., 2020) and non-standard 
international assignments (Tahvanainen et al., 2005) have emerged to address issues related to virtual 
assignments. This article focuses on examining international virtual assignments, the most emerging form of 
work, wherein virtual work is supported by various international assignment forms like short-term 
assignments and business travels. 

Organizations are increasingly becoming internationally oriented, influenced by developments in 
information technology (IT). This ongoing trend of internationalization brings about changes in the 
organizational work mode, with highly developed IT platforms becoming essential for daily organizational 
tasks (Bonache et al., 2010) (Lukić, 2014). Recognizing the potential benefits, such as cost reduction, time 
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savings, and attracting a young workforce, international assignments have long been acknowledged as 
playing a critical role in conducting international business. Traditional international assignments involve an 
employee relocating, often with their family, to the country of assignment. However, this raises questions 
about the work environment when these employees work virtually. Accelerated globalization, coupled with 
demographic, geopolitical, economic, and IT changes, has increased the difficulty of international travel, 
leading to decreased use of traditional international assignments. Emerging disadvantages, such as high 
coordination costs, immobility, dual career implications, and reintegration problems, have prompted 
organizations to seek cheaper and more effective alternatives (Delios & Bjorkman, 2000) (Harzing, 2001) 
(Tharenou & Harvey, 2006) (Tahvanainen et al., 2005). 

 
The concept of international virtual assignments, still considered new, offers logistical flexibility not 

provided by traditional international assignments. International virtual assignments involve focusing on work 
for a specific location while being geographically dispersed. An international virtual assignee performs 
virtually the same job as a 'traditional' employee but is part of a multinational virtual team. These employees 
manage foreign operations without being permanently located in that country, utilizing modern electronic 
media for communication (Bücker et al., 2020) (Gibson & Cohen, 2003). Although they regularly meet 
through video conferences, building effective virtual teams remains a challenge, requiring empowered 
employees capable of making decisions crucial for sustaining a competitive advantage (Cascio, 2000). 

 
International virtual assignees face challenges in achieving organizational goals through computer-

mediated communication, lacking regular face-to-face interactions (Lukić, 2014). Despite advanced 
communication tools, it appears insufficient to build effective virtual teams that can make important 
decisions determining the organization's future. Factors like culture, nonverbal communication, and trust 
significantly impact effective communication and goal achievement. Overcoming barriers, clear and concise 
communication, and task-oriented interactions are crucial for building interpersonal trust in virtual assignee 
teams (Chhay & Kleiner, 2013) (Y. Shin, 2004). Understanding these dynamics forms the backdrop for the 
research questions addressed in this article. 

3. HR practices for international virtual assignments 

HR professionals often harbor misconceptions about HR policies for virtual work and various forms of 
international assignments, collectively referred to in this article as international virtual assignments. These 
misconceptions include the belief that virtual assignments do not necessitate specific efforts to recruit people. 
There is the expectation that employees will accept a virtual international task without question. Additionally, 
there is the perception that international business trips are routine and not recognized as assignments with 
additional demands. There is also the assumption that short-term international assignments are not stressful. 
Furthermore, there is the view that virtual assignments are common and not considered international 
assignments involving crossing cultural boundaries. Another misconception is the notion that the work of 
virtual assignees is not more demanding than regular work, leading to the belief that there is no need for a 
specific composition of compensation and benefits packages. Lastly, there is the treatment of virtual 
assignees as "any other employee in the company," suggesting that no specific performance evaluation is 
required (Bücker et al., 2020). 

 
The reason these misconceptions exist is that an international virtual assignee does not need to relocate to 

a different country on a long-term assignment. Based on HR professionals' understanding, there is no need to 
build separate HR policies. Due to this fact, according to Bücker and colleagues (2020) findings, HR 
professionals do not classify employees working virtually as international assignees, so they don't need any 
special institutional support. 

 



Kamila Ludwikowska and Anna Koszela 

149 
J. Mgt. Mkt. Review 8(4) 145 – 157 (2023) 

What is worth mentioning is that short-term assignments, as part of international virtual assignments, may 
be even more stressful than longer assignments due to their negative impact on the family and employees’ 
work/life balance (Bücker et al., 2020). 

 
Furthermore, the risk of cross-cultural miscommunication in international virtual assignments and the risk 

of higher work pressure related to inconvenient working hours are underestimated. Hence, international 
virtual assignees may have a greater need for training that incorporates communication styles, solving cross-
cultural misunderstandings, selecting the appropriate medium for communication, and the compatibility of 
communication techniques in different countries. According to Hertel and colleagues (2005), teams that 
communicate mostly virtually often need more time to establish reliable work processes compared to 
conventional teams. The performance of an international assignee can be heavily influenced by the foreign 
local culture, laws, regulations, and differently perceived technological developments. This may have 
implications for the effectiveness evaluation of the virtual assignee team. 

 
Bücker and colleagues (2020) pointed out the need to develop international human resource practices for 

alternative international assignments, including international virtual assignments. Researchers distinguished 
several HR practices that should be developed to support international virtual assignments, such as planning 
virtual assignments, staff recruitment and selection, training on multiculturalism, compensation and benefits, 
performance appraisal, and repatriation (Suutari et al., 2013) (Tahvanainen et al., 2005). In the next section, 
we describe how the development of these HR practices can support the performance of international virtual 
assignments. 

Planning international virtual assignments 

Planning is a crucial element of organizational management. In addition to organizing, coordinating, 
leading, and controlling, it is one of the most important functions of management (Fayol, 2016). For an 
organization, planning is a detailed program on future directions. Therefore, it considers not only the 
available but also the future human and physical resources of the organization to achieve effective 
coordination, input, and perfect alignment. In fact, it is a basic management function that involves the 
formulation of one or more detailed plans to achieve the optimal balance of needs or demands with available 
resources (Alnasser et al., 2014). 

 
Planning in an organization can take place at many levels, such as strategic planning - a long time frame, 

by top management, but also tactical - intermediate range by middle-level managers and operational - short-
range. However, whether at the organizational level or not, planning is crucial in every context in which the 
organization operates (Alnasser et al., 2014) (Fayol, 2016). Therefore, it is also important in the context of 
foreign mission planning, especially international virtual mission. It seems correct to say that planning the 
entire assignment, preceded by setting precise and measurable goals to the greatest possible extent, should 
play a key role in shaping the performance of foreign missions. The lack of goals of an international virtual 
assignment or their wrong formulation makes the measurement of effectiveness very difficult or even 
impossible. It becomes problematic then to attribute the observed benefits to a given assignment, which most 
often are not the result of the implementation of the plan but the result of chance. 

 
Precisely defined goals and the planned course of the assignment also become a very important motivator 

for expatriates themselves. In such situations, international virtual assignees know what is expected of them 
and what they will be responsible for, which translates into increased work efficiency. Therefore, it can be 
assumed that the precise determination of the objectives of virtual foreign missions and the planning of their 
course contribute to the increase in their effectiveness. 
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Recruitment and Selection 

Recruitment and selection play a crucial role in shaping employees in an organization (Ghazanfar et al., 
2012) (Mugizi & Nuwatuhaire, 2019). Indeed, the success of a task depends on the selection of skilled 
employees. Employees who handle stress and uncertainty effectively make better decisions and work more 
effectively across countries and cultures (Shaffer et al., 2006). Employees characterized by natural curiosity 
can better adapt to new situations, deal with distressing situations, and are more creative and open-minded 
(Hagtvedt et al., 2019) (Kashdan et al., 2013). In the era of globalization, dynamic changes in work models 
caused by the COVID-19 pandemic, and increasing interculturalism, organizations should seek employees 
with competencies in cultural agility, resilience, and curiosity to work in a multicultural environment. 

 
The effectiveness of a task hinges on choosing competent personnel (Jooss et al., 2021). Therefore, 

employees, especially those working virtually with clients and colleagues from different cultures, will need 
these competencies more than ever to be effective. The literature continues to search for a profile of the ideal 
assignee who can effectively deal with the challenges posed to them (P. M. Caligiuri, 2000). Five categories 
of attributes have been identified as determining an international assignee's high work performance. These 
include work concerns, technical and leadership skills, interpersonal skills and previous effectiveness, work 
motivation and availability to live abroad, family situation, and language skills and experience in 
international work (Webb, 1996) (Yavas & Bodur, 1999) (Suutari & Brewster, 2001) (Hurn, 2007). However, 
it cannot be assumed that all these criteria will be relevant to international virtual assignees. Due to the 
virtual working model, considerations such as adaptability to life abroad or family situations may not be 
necessary. For international virtual assignees, technical skills and the ability to use new technologies for daily 
communication or to cope with cultural shock become essential. 

 
Due to the absence of the need for physical relocation, recruiting individuals for international virtual 

assignments is likely to require less effort compared to other types of international assignments (Baruch et 
al., 2013) (Holtbrügge et al., 2011). Moreover, employees are frequently expected to accept a virtual 
international assignment without raising any objections (Bücker et al., 2020). However, there is a potential 
risk of cross-cultural miscommunication and increased work pressure due to the challenging nature of 
working hours (Holtbrügge et al., 2011) (Suutari et al., 2013). 

Trainings and development 

Providing employees with the right training, thus taking care of their development, is crucial from the 
perspective of the development not only of the employees but also of the organization (P. Caligiuri et al., 
2020) (Hameed & Waheed, 2011). Despite globalization and the activities of many companies 
internationally, the COVID-19 pandemic has also highlighted the need to train employees in multiculturalism 
(Holtbrügge & Schillo, 2008b). Cultural awareness and the skills that make workers culturally competent are 
still in deficit despite high demand. It is important to realize that a lack of cultural skills and awareness can 
lead to many operational deadlocks, with significant losses for the organization (Hampden-Turner & 
Trompenaars, 2008). 

 
The intercultural training for international virtual assignees may be distinct from that provided to other 

international assignees because international virtual assignees do not physically travel to another country. 
However, the work of international virtual assignees requires special skills and cultural awareness (P. 
Caligiuri et al., 2020), hence they can have greater needs for such training (Holtbrügge & Schillo, 2008a). 
International virtual assignees are suitable for cross-cultural training in building relationships across borders 
due to the nature of the work and the geographical dispersion of their coworkers (Holtbrügge et al., 2011). 
This cross-cultural training would help reduce ambiguity for cross-cultural differences by offering skill 
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building on how to collaborate across cultures and adjust to the host country (Bennett et al., 2000) 
(Holtbrügge & Schillo, 2008a). It could also show how to actively seek similarities with colleagues from 
different cultures and how to use technology inclusively. Moreover, it could also help to set team-level 
ground rules for communication and workflow, and the like. This training could also help colleagues from 
different cultures to be aware of situations where they might be rushing to judgment due to their state of 
'reduced bandwidth'. It could also teach them how to add respectful questioning to cross-cultural workgroups 
to thwart the negative aspects of stereotypes. Additionally, the intention to receive this type of training is 
motivated not only by the nature of the work of virtual expatriates but also by the need for the professional 
development of employees. The psychological literature offers considerable evidence that one of our main 
human motivators is the need for competence (Deci et al., 2017). However, it will be necessary to verify how 
an organization can help international virtual assignees cope with cultural shock by providing appropriate 
training. 

Compensation and benefits 

Compensation and benefits are the monetary or non-monetary values that employees receive from an 
employer for work completed. Many factors contribute to compensation, but the basis for determining 
compensation is labor law (J. Y. Shin et al., 2015). However, the compensation levels differ depending on the 
position and the workplace. The final decision on the compensation level is made by the employer after 
negotiation, also considering the financial capacity of the organization. In addition, to defining the 
compensation level, a report about the average compensation level for specific positions in the labor market, 
the employee's contribution and achievements, availability, engagement, skills, and competencies are 
considered. The relationship between the number of employees willing to work for a given position and the 
demand for employees in this position in the labor market is also often considered (Song & Wan, 2017). An 
appropriately structured compensation system is extremely important as it impacts talent attraction, 
motivation, and retention within the organization (Budd, 2017) (Masum et al., 2015) (Hassan, 2016). The 
organization, by providing a fair compensation system, strengthens employee job satisfaction, contributing to 
an increase in commitment, and consequently, lower absence from work and quits from the organization 
(Masum et al., 2015). Retaining talents in the long term is particularly important for organizations whose 
strategic development plans involve expanding their operations abroad as well (Jian & Lee, 2015). These 
talents are responsible for accomplishing important foreign missions for the benefit of the organization. In the 
case of international employees who physically moved abroad to accomplish a mission, it was important to 
formulate a compensation system that partly compensated the worker for the losses, both moral and financial, 
caused by working and living abroad (Shortland, 2018). It was necessary to compensate workers for the costs 
of travel, living abroad, or medical care (Shortland, 2018). 

 
In the case of international virtual assignees, all the additional costs associated with physically visiting a 

foreign mission location are not relevant. It is expected that the home compensation package remains the 
same, as international virtual assignees do not relocate (Burnett & Von Glinow, 2011). However, 
international virtual assignments bring other challenges that must also be included in the compensation. 
Certainly, an organization, when deciding on this type of work model, must familiarize itself with the tax 
system of the organization's country for which the foreign mission will be provided is located. There is also a 
risk that additional compensation needs to be included, like the antisocial working hours allowance if the 
time zone differences are large. Moreover, there is also the opinion that it is necessary to compensate for the 
costs of renting an office or organizing office space by oneself, if it is not provided to the employee sent on a 
virtual mission abroad by his/her organization. Therefore, the specific shape of the compensation and benefits 
system for international virtual assignments needs to be considered, to ensure that the compensation and 
benefits system fulfills all its functions. Therefore, it will be necessary to verify the form of the compensation 
and benefits for the international virtual assignees. 
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Performance appraisal 

In today's organizations, including international ones, personnel assessment is a key function of human 
resource management. We deal with employee evaluation at all stages of the work process, that is, when 
entering, staying in, and exiting the organization. In the entry stage, the subject of the assessment is primarily 
the characteristics of the people providing the job service. At the retention stage, i.e., during the performance 
of work, the employee's behavior is assessed. Finally, at the stage of leaving the organization, the effects of 
work are assessed. The form of performance appraisal an organization will adopt is very important from the 
perspective of building employee motivation, engagement, and influencing their further performance. It 
should be noted that different effectiveness dimensions will be relevant for international tasks than for 
employees involved in local tasks (Schuler et al., 2002). The performance of an employee engaged in a 
foreign mission will be influenced by the culture, labor laws, or regulations applicable in the organization’s 
country for which the foreign mission is provided (Budhwar & Varma, 2011). All these differences may go 
unnoticed by the local manager responsible for assessing the employee's performance. There is limited 
knowledge regarding the evaluation of performance for international virtual assignees (Bücker et al., 2020). 
There are confirmed cases of using local employee evaluation methods, also for international virtual 
assignees, without first adapting the tool to the specifics of their work (Tahvanainen et al., 2005). This means 
that an employee transferred to a virtual foreign mission is treated in the same way as a local employee. This 
may have negative consequences in the context of performance appraisal, as problems resulting from the 
need to maintain the virtual working relationship with the foreign department are not considered (Bücker et 
al., 2020). It should be remembered that the realization of virtual work requires more involvement in the 
formulation of cooperation terms and conditions, and more time is required before cooperation between 
coworkers (from different locations) becomes effective (Hertel et al., 2005). 

 
However, it will be necessary to verify how the performance appraisal system should be adapted to 

international virtual assignments to meet the assumed goals. 

Repatriation 

In relation to traditional employees delegated abroad, repatriation, such as the return to the home country 
from work abroad after long-term, is a critical phase for the employee and, therefore, is the most challenging 
and important transition in a global career (Dickmann & Doherty, 2008). This is because there is an increased 
risk that the employee and his/her family experience culture shock when they return to their home country 
(Collings et al., 2011). The multicultural identity of an employee returning from a foreign mission may 
generally be misunderstood by the local organizational community (Torrington, 2009). Similarly, negative 
perceptions may also arise in relation to the return to the home organization itself. The responsibility and 
high work autonomy during the overseas mission, upon return to the home organization, may be shaken by 
the proximity to the supervisor (Lazarova & Cerdin, 2007) (Olds & Howe-Walsh, 2014). Therefore, the topic 
of return requires special care from HR so that the employee is acclimatized to their organization in the least 
perceptible way possible (Cartus, 2014). 

 
This problem does not apply to international virtual assignees, as they are on a foreign mission, still 

physically present in the home country and the local company’s department. However, day-to-day work and 
the impact of foreign culture on the workday routine may cause the employee to lose their organizational 
commitment to the mother company, despite being there for the duration of the foreign mission. Moreover, 
they may also be considered social outsiders within the organization. The employee's full adaptation to the 
culture and work rules of the foreign department may cause culture shock after the international virtual 
foreign mission. A similar problem may be encountered in terms of the change of work context of 
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international virtual assignments; they may also feel that they lose responsibility and work autonomy 
(Breitenmoser & Bader, 2021). 

 
The lack of a repatriation process can bring negative effects to an organization related primarily to 

employee turnover (Services, 2012). Research shows that many employees up to two years after completing 
their foreign assignment decided to leave the organization (Dickmann & Doherty, 2008) (Lazarova & Cerdin, 
2007). Loss of such employees is not only noticeable financially, but, above all, if it happens in a relatively 
short period of time, the organization will also lose the knowledge and experience acquired during dealing 
with the foreign mission, which may have a negative impact on the globalization of the company. Therefore, 
the HR department is responsible for designing the process and tools used during repatriation so that the 
employee's reentry into the organization’s daily life goes as smoothly as possible. 

 
Based on the above considerations and the literature review on international virtual assignments so far, it 

can be confirmed that there are many different challenges in managing international virtual assignees 
compared to stationary employees (Davis & Bryant, 2003) (Hoch & Kozlowski, 2014) (Dulebohn & Hoch, 
2017). The major challenge is developing appropriate HR practices to effectively manage international 
virtual assignees. Researchers in the literature indicate many different challenges for HR professionals in the 
context of managing international virtual assignees. These include a lack of trust, communication or lack of 
communication, different cultures, geographical dispersion, work engagement, isolation, a high level of 
social distance among workers, challenges in monitoring and managing international virtual assignees.  

4. Discussion 

Based on the authors' literature review, the concept of international virtual assignments is gaining 
popularity, especially in the post-pandemic world. However, there are significant challenges faced by 
international virtual assignees, primarily related to virtual work combined with occasional international 
travels. The analysis of existing Human Resource Management (HRM) practices indicates that HR policies 
are still more focused on the traditional mode of working, especially in the context of international 
assignments, rather than adapting to the virtual mode of working. Common misconceptions among HR 
professionals regarding HR policies for virtual work persist, with some not recognizing the specific 
differences and additional risks associated with international virtual assignments. 

 
As international virtual assignees do not physically relocate to a foreign country, HRM professionals may 

overlook the need for special assistance for this category of employees. However, this approach is 
inadequate, considering the numerous challenges faced by international virtual assignees in their daily work. 
Primarily, communication with counterparts relies on emails, conference calls, or video conferences, limiting 
personal meetings and face-to-face interactions, leading to potential misunderstandings and intercultural 
management problems (Briscoe, D., Briscoe, D. R., Schuler, R. S., & Claus, 2009) (Peretiatko, 2009). 
Another challenge is the constraint in transmitting tacit knowledge due to limited communication through 
electronic media, compounded by different communication styles and time zone complexities (Jarvenpaa & 
Leidner, 1999). 

 
It's crucial to note that international virtual assignees, working virtually with a team for the host country 

while staying in the mother's company, may struggle to develop a special commitment to either company. 
The daily focus on topics provided by the host company creates a lack of specific relationships within the 
mother's company. Simultaneously, building a strong commitment to the host company becomes challenging 
due to the virtual nature of work and the absence of direct communication among team members, creating 
barriers to free communication (Holtbrügge & Schillo, 2008a). HR professionals should consider that the 
lack of virtual assignees' commitment may lead to their decision to leave the company eventually. This 
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virtual foreign mission working style is typically dedicated to experienced specialists with high 
responsibilities, permitted to make decisions impacting the organization. Hence, it is crucial to retain these 
specialists by ensuring their satisfaction and work performance. Similar to other employee groups, shaping 
the work performance of international virtual assignees is contingent on HRM practices adapted to the 
specific demands of virtual assignments. 

 
The authors recognize the necessity of addressing the research gap related to HRM practices. Specifically, 

their aim is to explore how each HRM practice, including planning international virtual assignments, 
recruitment and selection, training and development, compensation and benefits, performance appraisal, and 
repatriation, should be adapted to shape the work performance of international virtual assignees. 
Additionally, they aim to determine the types of tools and methods that should be employed for effective 
HRM practices, ensuring support for HR processes dedicated to international virtual assignees. The study 
also intends to identify criteria for conducting HRM practices effectively and examine how HR specialists 
are prepared to support international virtual assignments. 

 
Addressing these questions will clarify and facilitate the development of a model of HRM-supported 

international virtual assignees, covering the identified research gap. Consequently, it will be possible to 
develop proper HR practices supporting the shaping of the work performance of international virtual 
assignees. The considerations thus far emphasize that the work performance of international virtual 
assignees, supported by proper HR practices, will exhibit a novel model structure due to differences in the 
character of international virtual assignees’ work. Developing a model for the work performance of 
international virtual assignees, supported by HR practices, will contribute significantly to the current state of 
knowledge in management theory. Closing the highlighted research gap will contribute to both theories, 
specifically the verification of the work effectiveness paradigm supported by HR practices among virtual 
assignees, and practice. 

5. Conclusion 

The consideration of different forms of international assignments, especially virtual assignments, indicates 
a lack of a clear definition for employees delegated by their mother company on a foreign mission to the host 
country while remaining in the mother's company most of the time. In the literature, we are familiar with the 
definition of the traditional expatriate, an employee relocated abroad who, together with their family, often 
needs to move to the host employer country for a foreign mission. The growing globalization and the 
COVID-19 pandemic highlight an alternative way to undertake a foreign mission without moving to the host 
country but staying in the mother country, occasionally supported by short-term assignments in the host 
country. The authors suggest that future directions should logically extend the existing concept of 
international virtual assignments to the specifics of expatriate work, thus developing a new concept of virtual 
expatriates. Introducing the concept of virtual expatriates will necessitate further discussions about their work 
effectiveness and the way to shape this performance through proper IHRM practices. As emphasized, there is 
a research gap in the current literature related to IHRM practices appropriately adapted to the specific work 
of virtual expatriates. Therefore, for future directions, research will focus on developing a virtual expatriate 
performance model based on international HR practices. 

 
The significance of the project's results for the development of the given scientific field and discipline, 

from a utilitarian point of view, is particularly important as it allows for the development of a job 
performance model for virtual expatriates supported by HR practices, providing knowledge useful in helping 
organizations to internationalize. Therefore, to achieve the mentioned goal and fill the research gap, authors 
would like to provide few contributions to the current HRM literature. 
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The first contribution is to propose the proper definition for the new concept of virtual expatriates. 
The second contribution is to advance IHRM theory by systematically investigating the current state of HR 

support for virtual expatriates on different continents. 
 
The third contribution is to apply the empirically verified theoretical framework of HR practices along the 

identified and verified work characteristics to support the work performance of virtual expatriates. 
 
The fourth contribution is to propose dimensions to qualify a job as a virtual expatriation assignment, 

allowing HR managers to identify employees to which international HR practices should be applied. 
 
The fifth contribution is to propose tools for HR professionals to measure the performance of the work of 

virtual expatriates. Therefore, our research will help to find the link between virtual expatriate performance 
and organizational success. The findings of the research will stand as evidence-based practice showing the 
need to implement an effective virtual expatriation model in the organization. 

 
The development of a virtual expatriate performance model based on international HR practices will 

significantly advance existing HR considerations and could have a real impact on organizations facing the 
still outstanding challenge of switching from stationary to virtual work. The research will contribute to a 
better understanding of how managers and HR departments can support virtual expatriates in carrying out 
their daily work to ensure continued operation and build a competitive advantage for the organization. 
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