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Learning Corner: How do we know 
whether a GEC is delivering value?
As organizations contemplate the feasibility of establishing a 
GEC, the question often arises as to how to evaluate whether it 
is delivering value to the organization, once it is set-up.

The first and most crucial step in assessing the effectiveness 
of a GEC is to clearly define what “value” means for the 
organization. This definition is not universal, and it varies based 
on the company’s unique goals, operational priorities, and 
strategic objectives. Therefore, before any GEC is implemented, 
the organization should articulate what it hopes to achieve.

These expectations should be established during the early 
stages, ideally before conducting a Feasibility Study or Business 
Case. In fact, the primary purpose of a Feasibility Study or 
Business Case is precisely to clarify these organizational priorities 
and the anticipated improvements that a GEC implementation 
is expected to bring, as well as whether a GEC can indeed 
deliver these improvements. Without this upfront articulation of 
objectives, not only will it be difficult to assess whether the GEC 
is delivering the expected return on investment (ROI), but the 
GEC may also lack the necessary strategic alignment during its 
design phase. In essence, the value of a GEC is intrinsically linked 
to the clarity and specificity of the goals set by the organization 
at the outset.

Once the organization’s objectives are clearly defined, the next 
essential step in assessing GEC value is the “baselining” phase. 
This step, though often overlooked, is crucial for establishing a 
performance benchmark. Baselining involves measuring the 
performance of the current operational model before the GEC 
is implemented. This allows for a “before and after” comparison, 
making it possible to quantify the impact of the GEC once it is 
fully operational.

For instance, if one of the main objectives of the GEC is to enhance service 
delivery to assignees and business leaders, it is imperative to have robust data on 
the existing service levels. Without this baseline data, it would be nearly impossible 
to determine if the GEC is indeed delivering the anticipated improvements. The 
baselining phase thus provides the foundation for an objective assessment of the 
GEC’s performance, enabling the organization to make data-driven decisions.

To comprehensively assess the value delivered by a GEC, it is essential to 
measure performance using both strategic and operational metrics. Strategic 
metrics provide a high-level overview of the GEC’s alignment with the 
organization’s broader goals, while operational metrics offer insights into the 
day-to-day functioning and efficiency of the GEC. Examples of strategic metrics 
include Operational Effectiveness, Cost Containment, Assignee Experience, 
Governance & Compliance, etc. Operational metrics would need to be aligned 
to the strategic ones, and often these relate to compliance, service quality 
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& accuracy, efficiency and speed of service.  Operational metrics should be 
closely aligned with the strategic metrics and the overall objectives of the 
organization. For instance, if cost containment is a strategic priority, operational 
metrics should include detailed tracking of costs associated with expatriate 
management, exception management, vendor expenses, and other related 
financials. Similarly, if enhancing the assignee experience is a key goal, 
operational metrics should focus on the responsiveness and support provided 
to expatriates.

In summary, evaluating the value delivered by a Global Employment Company 
is a complex, multi-faceted process that requires careful planning, clear 
goal-setting, and rigorous data analysis. By defining what “value” means for 
the organization, establishing a performance baseline, and measuring both 
strategic and operational metrics, companies can ensure that their GEC is not 
only meeting its objectives but also contributing to the broader success of the 
organization.


