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Dispelling the Myth: The hidden cost 
of a delayed GEC implementation

The decision to implement, or not to implement, a Global 
Employment Company (GEC) is highly consequential, requiring 
careful evaluation and strategic foresight. Conducting a 
thorough Feasibility Study is critical, as previously discussed in 
our newsletters.

A well-structured Business Case for a GEC will typically outline 
clear expectations for ROI, which are usually expressed in terms 
of improvements in compliance, efficiency, cost management, 
employee engagement, or a combination of the above. Given 
these anticipated advantages, any delay in implementation 
directly translates to delayed benefits and increased opportunity 
costs. In practical terms, an extended timeline means postponed 
compliance enhancements, prolonged inefficiencies, and 
deferred cost savings.

Once the decision to implement a GEC has been made, 
organizations may be tempted to proceed exclusively with 
in-house resources. While this may appear to be a cost-
effective approach, there are significant pitfalls that can delay 
implementation and hence reduce the potential return on 
investment (ROI).

Internal teams are often already committed to full-time roles, 
making it difficult to allocate sufficient time to a complex 
GEC implementation. Balancing existing responsibilities with 
new demands can lead to inefficiencies and slow progress. 

Additionally, in-house teams may lack the full spectrum of specialized knowledge 
and experience, whereas a reputable service provider can bring expertise 
gained from various team members, and years of experience of working with 
multiple organizations on similar projects.

If an organization chooses to recruit additional staff for the GEC implementation 
project, the recruitment and onboarding process will extend the timeline even 
further. Training new employees on the intricacies of international employment 
structures also requires additional time and resources. Furthermore, establishing 
critical infrastructure, such as an international payroll system, demands careful 
selection, procurement, installation, and testing, all of which can add further 
delays. Internal IT teams may not always have the expertise to integrate GEC-
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specific technology efficiently, prolonging deployment cycles.

While case studies vary, industry experience suggests that a 
fully in-house GEC implementation could double, or even triple, 
the implementation timeline, compared to one that leverages 
external expertise.

In summary, leveraging external resources and expertise enables 
organizations to accelerate the design, implementation, and 
operation of their GEC while managing risks, avoiding pitfalls, 
and allowing internal teams to focus on strategic decision-
making. External providers may also provide quick and scalable 

access to the necessary payroll and HR technology tools, bypassing lengthy 
procurement and implementation processes. This rapid access to best practices, 
proven methodologies, technology tools, and reduced internal disruptions, 
all contribute to a significantly shorter implementation timeline, and a faster 
realization of the benefits of their GEC.

If you wish to explore and compare approaches and timelines for a GEC 
implementation, please feel free to reach out to an ITX consultant for a free 
consultation.
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