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Key Aspects of Global Employment 
Company (GEC) Design 
Many of the world’s leading organizations have already 
harnessed the power of Global Employment Companies (GECs) 
to effectively manage their expatriate workforce. Today, there 
are still numerous organizations contemplating the establishment 
of a GEC, while others remain unaware of the myriad benefits 
such a model could bring to their operations.

Before diving into the complexities of setting up a GEC, it is 
crucial to align all key stakeholders behind clear strategic 
objectives. This involves defining the improvements expected 
from establishing a GEC and the time frame for achieving 
them. Identifying the variables to measure the success of 
these objectives and understanding how the cost/benefit 
ratio will evolve post-GEC implementation are also essential 
considerations. Without this alignment, organizations risk delaying 
the project or neglecting potential benefits such as efficiency 
gains, enhanced governance, compliance, simplified processes, 
better cost control, and improved employee experience.

Many organizations find it challenging to answer these critical 
questions, leading to a temptation to shelve the project. 
However, an experienced consultant can guide stakeholders 
through this strategic thinking process, helping them articulate 
clear objectives and setting the stage for a successful GEC 
implementation.

Once strategic objectives are well-defined, the next step is to 
conduct a Feasibility Study. This study aims to assess the extent 
to which a GEC can help the organization achieve its goals 
and under what conditions. The primary purpose is to facilitate 
a decisive “go/no-go” decision at the leadership level. During 
the Feasibility stage, potential GEC locations and the segments 
of the assignee population within the scope of the GEC can 
be identified. Feasibility Studies can take a qualitative or 

quantitative approach, with the latter including scenario simulations for a more 
comprehensive analysis.

The outcome of the Feasibility Study sets the stage for the pivotal decision of 
whether or not to proceed with the establishment of the GEC. If the initiative 
gets the green light, meticulous planning becomes imperative. Planning should 
encompass not only the activities required for GEC setup but also the operational 
aspects needed for seamless post-setup operations. This includes designing 
the GEC’s Transfer Pricing rules, policies, processes, compensation structures, 
benefits, and daily operation forms and templates. Furthermore, finance, 
accounting, and compliance processes must be established. When it comes to 
operational infrastructure, decisions on resource allocation for Mobility, Finance, 
and Accounting processes, as well as technology tool deployment, particularly 
in payroll management, are critical. 

The sheer complexity of GEC design and implementation often poses a challenge 
for Global Mobility leaders, who are already immersed in the demands of 
Business As Usual (BAU) operations. To overcome these hurdles and expedite the 
implementation process, organizations frequently turn to external consultants 
with specialized expertise.

GEC projects led solely by internal resources often face extended completion 
timelines compared to those driven by experienced external consultants. The 
latter bring valuable resources with relevant experience, significantly reducing 
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implementation timelines and avoiding common pitfalls. 
Moreover, when GEC operational activities are fully or partially 
outsourced, a cascade of benefits unfolds. This outsourcing 
model eliminates the time-consuming process of selecting, 
deploying, and training internal staff. It also bypasses the 
protracted timeline for budgeting investments in real estate and 
technology infrastructure, which are followed by the lengthy 
stages of procurement, installation, testing, and staff training.

Hence, the outsourcing approach offers a swift and streamlined 
route to operational readiness. A solution worth exploring is 
to outsource most GEC activities for the first couple of years. 
This period allows organizations to thoroughly understand the 
infrastructure, resources and skill-sets required to operate the 

GEC.  Armed with this knowledge, leaders can make informed decisions about 
whether to continue outsourcing or bring GEC operational activities back in-
house.

In summary, while GECs hold the promise of incredible value for organizations 
and their employees, the key to unlocking this value lies in strategic design, 
rapid implementation, and impeccable ongoing operations. Working hand-in-
hand with specialized consultants ensures that the GEC design is “fit for purpose” 
and aligns with organizational goals. Moreover, outsourcing, particularly in the 
initial stages, accelerates the realization of expected benefits, positioning 
organizations to thrive in the global landscape.


