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Abstract—The Belt & Road Initiative brings out new 

conceptualization for the ability and competency of expatriate 

managers, the role of whom are of great significance to the 

development and operations of subsidiaries from multinational 

corporations. Due to the lack of effective training and incentive 

measures for expatriate managers, the conflicts between 

institutional and expatriate managers become increasingly 

severe. This paper analyses the specific dimensions of the work 

characteristic model and its influence on the job morale, job 

attitude, job behavior and job performance from expatriate 

managers. Through observing the relationship between task 

design and job performance, we can better understand the 

conflicts happened between institution and expatriate managers. 

It is proposed that the task design of expatriate managers, which 

is based on the job characteristic model, is positively related to 
their job behavior and performance. 

Keywords: expatriate manager, job characteristic model, task 

design, incentive 

I.  INTRODUCTION 

Appealing to the call of construction of a community with 
shared future for mankind, the One Belt & One Road (OBOR) 
came into being. The Belt & Road Initiative brings loads of 
opportunities for development and the potentiality emerged in 
diverse industries. The expatriate manager, defined as the 
direct management of institutions in multinational corporations 
overseas, their ability of management, consciousness of 
innovation, sense of responsibility, and enthusiasm of work are 
of great importance to the efficiency and direct cost of 
institutions. This paper mainly discusses about how the 
relationship between the task design and job morale of 

expatriate managers influence their job performance and how 
conflicts happen when they are unsatisfied with their leaders  
and management system. 

The work characteristic model of Hackman and Oldham 
(1976) [1] argues that the core dimension of job characteristic 
includes the integrity and importance of task, the diversity of 
skills, the autonomy, and the feedback of task. According to 
the model, a single task affects the psychological feelings of 

employees from three aspects—the feeling of meaning and value 
of their work, the feeling of link between themselves and the 
completeness of their work, and the feeling of the mastery of 
progress and performance evaluation of their work. And 
Robbins et al (2008) [2] define the task design of job as a series 
of management activities, which is used to determine the 
scope, responsibility, and work relations of work activities for 
the stuff. It is also a process of demarcation for the way to 
complete the work, and the required specific behavior to 
accomplish the task. As for incentive theory, it mainly refers to 
content-based incentive theory, which emphasizes on the 
stimulus of incentives. It generally consists of Maslow's 
demand theory, Hertzberg’s encouragement-health care double 
factor theory, McClelland’s achievement-demand incentive 
theory, and Oldford’s ERG theory, etc.. 

II. LITERATURE REVIEW 

In the following parts, we firstly review the job 
characteristic model (JCM), JCM has six dimensions which 
includes: the diversity of skills, the integrity of job, the 
importance of job, the autonomy of job, and the feedback of 
job. Secondly, we review the project team management 
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research, the emphasis of research on project team 
management varies home and abroad. And the project team 
management influence the success of the project. Thirdly, we 
review the task design, which identifies three aspect of ability 
for expatriate managers. Finally, we review the incentive 
theory, there are four main theories which includes: Maslow’s 
hierarchy of needs theory, Herzberg’s incentive-health care 
theory, control incentive theory, and flexible incentive 
mechanism. Through the reviewing of four concepts, we can 
better comprehend the factors that influence the performance of 
expatriate managers. 

A. Job Characteristic Model (JCM) 

Job Characteristic Model (JCM), proposed by Hackman 

and Lawer (1971) [3], is one of the six mature methods of 

work design. Hackman and Oldham (1971) argue that the 

main job characteristics include six dimensions: integrity, 

diversity, autonomy, cooperation, feedback and friendship 

opportunities. In 1975, they replaced friendship opportunities 

with the importance of the task. And the same year, they 

developed the Job Diagnostic Survey (JDS) to verify the 

validity of the model. Later, Hackman et al (1975) [4] further 

developed the theory, they remove the “cooperative” factors 

and put forward two different feedback, that is, work feedback 

and others’ feedback. Based on the previous research, finally, 

Hackman and his collaborators put forward the theory which 

argues that: the task design itself should include some basic 

characteristics, which can stimulate the work motivation of the 

staff. On the basis of summarizing the previous research, 

Hackman put forward the five core job characteristics and the 

conceptual framework of the interaction between the working 

characteristic and individual differences. Currently, it is the 

most famous and influential pattern of work design. 

As the core element of job characteristic model, the 

diversity of skills refers to the required techniques and 

professional capabilities of an employee to complete a task. 

Considering the integrity, the integrity of job relates to the 

extent to which the job needs to be done as a whole - from the 

beginning of the work to the completion and the achievement 

of the obvious results. The importance of job refers to the the 

extent to which the staff affects the work or life of other 

people - whether within the organization or outside the 

working environment. The autonomy of job relates to the 

range of rights for individuals to complete specific task 

independently and freely. And the feedback of job refers to the 

evaluation of job performance and efficiency that an 

individual can get from leaders and others.  
The Job Diagnostic Survey (JDS), developed by Hackman 

and Oldham (1975), is the most frequently used tool to 
measure the validity of five core job characteristics. It can 
calculate the extent of potential incentive with quantified 
scores, that is, motivating potential score (MPS), which 
represents the degree of job enrichment. Its calculation formula: 
MPS = (job skill diversity + job integrity + job importance) ÷ 3 
× job autonomy × job feedback. Currently, many other 
scholars’ research about job characteristic are based on their 
job diagnostic survey. 

B. Project Team Management 

Many research lay great emphasis on the importance of 

project team management (e.g. Belout et al., 2004; Eskerod et 

al., 2005; Bakker et al., 2004). Project human resource 

management is one of the nine contents of management. 

Belout, Gauvreau (2004) [5] propose that the management of 

project human resources is an important factor that affects the 

success of the project, and a high-efficient project team 

requires a clear definition of responsibilities and rights of each 

person. Eskerod, Blichfeldt (2005) [6] and Zwikael, Unger-

Aviram (2010) [7] argue that the project team plays a different 

role in the different stages of the project cycle, and the team 

need to adjust the approach of management accompanied with 

the cycle of each specific project. Bakker et al (2004) [8] 

suggest that the human resource management of project teams 

varies according to different project management environment. 

In the case where the project is simple, the team structure is 

stable and the project management mode is more traditional, it 

is necessary to carry out a series of management measures 

with strong sustainability to each independent member; while 

under the circumstances where the project is more 

complicated, with more uncertainty and obstacles, then a more 

diversified and flexible measure of team management is 

required. 

Meanwhile, some research pay attention to the 

“individual-level” aspect of team management (e.g. Wan, 

2014; Wu et al., 2010; Zhang, 2014). Wan (2014) [9] believed 

that the single “person” is of great importance to the 

successful accomplishment of a project. To accomplish a 

whole project, the project team need to conduct scientific 

management and strengthen the team personnel 

communication on task. Meanwhile, Wu et al (2010) [10] 

advocated the construction of the project team in order to 

create a harmonious and positive working atmosphere to help 

team members growing simultaneously, which can better 

improve the efficiency of project management. There are also 

some research focus on approaches and incentive mechanism 

of expatriate managers’ team management. Sun (2012) [11] 

put forward the principle of maintaining fair rights and 

responsibilities, creating opportunities to cultivate talents 

through appropriate authorization. Within the organization, it 

is necessary for leaders to make use of personal leadership 

qualities to build prestige, so as to better facilitate people from 

all levels making concerted efforts to promote the project. Cao 

and Yang (2010) [12] proposed the designated methods of key 

performance indicators (KPI) and feedback mechanism of 

performance; Zhang (2014) [13] raised the use of 360-degree 

method to realize the all-round assessment of expatriate 

manager’s performance. The approach provides motivation for 

continuous work with different incentive mechanism 

according to different traits appeared in different stages of 

projects. Guo (2002) [14] argues that the knowledge-based 

organization entails effective management of intellectual 

resources, in order to promote continuous progress and 

improve the comprehensive effectiveness of management for 

the organization.   
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C. Task Design 

The task design refers to the process that identifies the 

working scope of each team members, bears the relevant 

responsibilities, and specifies the standard should meet for the 

accomplishment of work. The rationality of task design 

frequently impacts the intuitive feelings of staff, and results in 

the difference in working behavior and performance. The task 

design theory goes through various stages of development,it 

originates in the advocation of specialization, which is from 

Taylor's management theory, he stressed the profession of 

work and efficiency of labour, so as to enhance the level of 

incentive. Then the advocation of job rotation appears, and 

further put forward the enrichment of job content and team 

cooperation. Custer and Rosenzweig (2000) [15] proved that 

the substitutability of the work is an important factor that 

impact the accomplishment of different task for expatriate 

managers; Zhang et al (2005) [16] suggests that diversified job 

design promotes the complementation of information between 

different tasks and further improves work efficiency; Dixit 

(2002) [17] analyze the problems of work incentive under 

multitasking situations; most of the above studies focus on the 

analysis of the impact of task design on incentives, but few 

focus on the quantitative evaluation of task design itself. 

D. Incentive Theory 

The incentive theory studies the impact of external 

stimuli on people’s cognition. The law of human cognition, 

psychology and behavior, stimulate and mobilize people to 

actively engage in a task. And there are four main incentive 

theories: demand level theory, Herzberg’s incentive-health 

care theory, control incentive theory, and flexible incentive 

mechanism. 

1) Hierarchy of Needs Theory 

Maslow (1970) [18] divides the demand of the people 

from low to high into seven levels: psychological demand, 

security demand, social demand, respect demand, knowledge 

demand, beauty demand, and self-realization demand. The 

satisfaction of a lower level of demand will lead to the pursuit 

of a higher level of demand, and individual believes that the 

higher-level demand is more valuable than the lower ones. 

The structure of human demand is dynamic, developing and 

changing. Therefore, it is more stable and lasting to satisfy the 

high-level demand of workers so as to mobilize their 

enthusiasm for production. Later, Alderfer et al (1973) [19] 

revised and restructured the original seven demand levels into 

three aspects: the existence demand, the relation demand, and 

growth demand (ERG). The ERG theory argues that existence, 

relations and demand, any of the three demand is 

indispensable. People who are lack of a kind of demand would 

be confused about the existing conditions. Furthermore, 

people who are at the highest level of demand would desire to 

strengthen their existing conditions of demand and so as to 

enjoy the satisfaction of growing demand. Hence, managers 

can enrich the measures of incentive according to different 

levels of demand for different people. 

2) Herzberg’s Incentive-Health Care Theory 

American behavior scientist Frederick Herzberg proposed 
the “Two-Factor Theory”. It argues that “incentives” are those 
factors that can bring positive attitudes, satisfaction and 
inspiration which can satisfy individual self-achievement, 
including: achievement, appreciation, challenging work, job 
responsibilities, and opportunities for growth and development. 
Those incentive factors would bring better performance of 
workers when applied appropriately during the management of 
staff. 

3) Control Incentive Theory 

Xu (2012) [20] pointed out that the granting of authority 

to the high-level personnel can be regarded as an incentive 

mechanism. Its essence includes: whether to grant specific 

control, the degree of control, and the corresponding return 

concerning the contribution. Therefore, the effectiveness of 

the control incentive depends on the symmetry between the 

extent of contribution and acquired power of control for the 

high-positioned worker in the company. As a more secret way 

of incentive, the control incentive derives from the fierce-

competed market environment and is widely used by 

managers in many companies. Furthermore, the relationship 

between technological innovation and control incentive is U-

shaped, to the effect that, the increase in control incentive can 

stimulate the function of innovative ability when the control 

incentive was not at its peak; on the contrary, the control 

incentive would negatively impact innovative ability and 

further inhibit the exertion of technological innovation ability 

after its reaching of peak. 

4) Flexible Incentive Mechanism 

The flexible incentive is one of the reformation of 
traditional incentive mechanism. It is highly valued by the 
modern human resources management. Based on the research 
of psychological and behavioral law of company members, it is 
characteristic of the adoption of humanized method of 
management. By the use of non-compulsory measures, the 
flexible incentive imperceptibly change organizational 
intention into individual conscious action. The flexible 
incentive mechanism aims to find balance between 
humanization and institutionalization of management, in order 
to achieve the optimal state of management performance. The 
incentive mechanism includes goals behavior, honor, trust and 
etc.. The more flexible the incentive mechanism, the more 
obvious the incentive effect act on the staff, and consequently 
raising a higher enthusiasm to work. Liu and Hu (2010) [21] 
pointed out that the flexible incentive mechanism is a very 
effective strategy and method. The organization should deeply 
analyze the differences of workers ranging from their age, 
experience and to characteristics, in order to adopt targeted and 
differentiated ways of incentive. 
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III. THEORY DEVELOPMENT 

A. Job Characteristic Model and Incentives 

According to the theory of job characteristics model, the 
five core characteristics of the task have different impact on 
psychological state of employees, thus affecting the employee's 
work behavior and extent of accomplishment of task 
performance. 

1) Job Skill Diversity 

The diversity of job skills refers to am exertion of various 

necessary working skills and problem-solving skills during the 

process of expatriate managers’ task completion. The diversity 

of working skills stimulate the interest for accomplishing 

management task and avoiding the tiredness of work. The 

more obvious the trait of job diversity skills, the higher 

working mood and contribution to work of expatriate 

managers will raise. Therefore, this paper postulates that: 

 

P1: The job skill diversity will be positively related to the 

incentives. 

2) Job Integrity 

The integrity of job refers to the complete working 

procedure ranging from the engagement and participation of a 

specific task, and the promotion of the process, to the access to 

the share of working results. The integrity of job arouse the 

sense of responsibility and security for the expatriate 

managers to the work, which entails more attention and 

concern. With the integrity of job, expatriate managers are not 

just repeat their single and boring work infinitely, but 

participating into the process of witnessing and sharing the 

results of concerted efforts. The more integrity of job, the 

better effect of incentive. Thus, it can be expected that: 

 

P2: The job integrity will be positively related to the 

incentives. 

3) Job Importance 

The job importance, as the name implies, is the value of a 

task. The accomplishment of a task has an important impact 

on the members, department, and the organization. The more 

important the task is, the greater impact it has, and the more 

value it holds. When expatriate managers consider their job of 

high significance and importance to the company, and their 

role are recognized, they will have more sense of mission and 

responsibility, which results in a higher working mood and 

stimulates more working incentives. Therefore, we suggest 

that: 

 

P3: The job importance will be positively related to the 

incentives. 

4) Job Autonomy 

The job autonomy refers to the staff’s own methods, 

measures, and time-arrangements of accomplishing a specific 

task according to correlated conditions. For the expatriate 

managers with average-level of comprehensive quality and 

ability, the detailed division of task and clarified contents and 

rules of work would benefit them with clear job 

responsibilities. Nevertheless, for the expatriate managers with 

high-level of comprehensive quality and ability, if the work is 

divided into too small modules and required to be done step by 

step with strict rules, it’s difficult for them to give their 

subjective initiatives into full play, and establish their 

confidence in work, which consequently strikes their working 

mood and performance. Hence, it’s necessary to release more 

space for expatriate managers with higher comprehensive 

ability and quality, to have more freedom on self-

determination, so as to improve the degree of autonomy and 

arouse more incentives for job. Therefore, we intend that: 

 

P4: The job autonomy will be positively related to the 

incentives. 

5) Job Feedback 

The job feedback refers to the accurate information about 

self-evaluation on the accomplishment of task that staff can 

acquired. With feedback, expatriate managers can have a 

timely mastery of working results, make clear of the working 

procedure, and know their effectiveness of work, so as to 

frequently correct their own working behavior. Through 

feedback from different leaders, expatriate managers can 

perceive their concerns for work and the degree of recognition. 

After the correction of imperfections and targeted 

improvement in working skills, expatriate managers will 

strengthen their confidence in work and further have 

incentives to improve their job performance and effectiveness. 

Hence, it is prostituted that:  

 

P5: The job feedback will be positively related to the 

incentives. 

B. Task Design and Incentives 

The task design refers to the process that identifies the 

working scope of each team members, bears the relevant 

responsibilities, and specifies the standard should meet for the 

accomplishment of work. The rationality of task design 

frequently impacts the intuitive feelings of staff, and results in 

the difference in working behavior and performance. A well-

managed task design will finely arrange the specification of 

different task for expatriate managers, to better acknowledge 

the division of work and impact the behavior and performance 

of staff. With a good task design, expatriate managers will 

have motivation to take responsibility for their performance 

and keep enthusiasm for job, consequently, have more 

incentives to perform well. Therefore, we expect that: 

 
P6: The task design will be positively related to the incentives. 

IV. DISCUSSION AND CONCLUSIONS 

Under the back ground of The Belt and Road initiative, 

which not only provides a platform for expatriate managers 
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from different companies to gather together and communicate 

with each other, but also facilitates expatriate managers to 

broaden their horizon and absorb more open and significant 

perceptions through out the world. To reduce the possibility of 

failing management and promote more effective and 

successful methods of job behavior and performance, future 

research should pay more attention to the area. Since it will 

lower the cost of multinational companies for targeted and 

specific training and selection.  

Based on the incentive theory, which contains four main 

theories: the hierarchy of needs theory, Herzberg’s incentive-

health care theory, the control incentive theory, and the 

flexible incentive mechanism, additionally, the theory of job 

characteristic model, especially for its five dimensions, and 

the theory of task design, this paper mainly discusses the 

impact mechanism of five dimensions of job characteristic 

model, that is, job skills diversity, job integrity, job 

importance, job autonomy, and job feedback on the expatriate 

managers’ working incentives. The propositions of this paper 

suggest that the five dimensions of job characteristic model 

and the task design will be positively related to the expatriate 

managers’ working incentives. The study assumes that those 

jobs which are abundant of skills diversity, integrity, 

importance, autonomy, and feedback are stimulation for the 

expatriate managers’ incentives, and a better-organized task 

design will raise the sense of mission and responsibility for 

expatriate managers, so as to further guarantee better job 

behavior and performance.  

The propositions of our research provide a new angle of 

vision to view the relationship between expatriate managers’ 

different job characteristic, task design and their working 

incentives, and it produces significant theoretical and practical 

implications. Theoretically, it contributes worthy knowledge 

to the field of expatriate managers’ human resource 

management. Practically, for highly positioned staff in 

multinational corporations, the discussions of the study may 

help in their research by selecting, training and developing 

more comprehensive qualified expatriate managers to 

facilitate their work; for individual expatriate manager, they 

may benefit from knowing the function of incentive 

mechanism, so as to present better job behavior and 

performance through targeted and specific training, and to be 

more competent and qualified for the job. 
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