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Dispelling the Myth: The Hidden 
Costs of DIY Global Employment 
Companies

Establishing a Global Employment Company (GEC) is a strategic 
move that many global organizations consider, with a view to 
streamlining their Global Mobility programs. However, the process 
of setting up and operating a GEC in-house can be fraught with 
hidden costs and complexities that are often underestimated.

The feasibility assessment, design, implementation, and ongoing 
operation of a GEC all demand a high level of specialist 
expertise, therefore it is common and highly recommended 
to engage external advisors to receive support and guidance 
throughout this process.  An experienced advisor will be able 
to provide in-depth knowledge and experience, as well as 
examples, case studies and answers to key questions, which are 
crucial for reaching a well-informed decision regarding the set-
up, design and location of a GEC.

Once the decision to implement a GEC is made, presumably 
based on some anticipated benefits, the chosen approach 
significantly influences the implementation costs and timelines. It 
is highly recommended to accelerate the “setup” and “launch”, 
to reap the anticipated benefits as soon as possible. In fact, a 
delayed GEC implementation often represents an “opportunity 
cost” that can run into several millions of dollars per annum in 
terms of unnecessary costs and/or risks. 

An entirely in-house implementation typically requires more time 
and capital investment compared to a co-sourced or outsourced 
model. The reason is straightforward: service providers already 
possess the necessary resources, technology, and skills in the 

right locations, enabling them to expedite the process.  In contrast, an in-house 
implementation involves a much longer journey, which includes identifying, 
deploying, and training internal resources, and making numerous complex 
decisions regarding infrastructure and technology tools. These tools must be 
approved, budgeted, selected, procured, configured, tested, and ultimately 
operated by a team that will need continuous training and support to achieve 
the required levels of efficiency.

Furthermore, on an ongoing basis, operating a GEC in-house involves several 
fixed costs, including headcount, real estate, and maintenance and licensing 
of IT infrastructure. Additionally, significant management time is required to 
manage internal resources and replace them in case of extended absences, 
resignation, illness or promotion. At the same time, the return on investment 
(ROI), in terms of service quality, is highly dependent on maintaining low staff 
turnover and ensuring that the team is performing to the desired standards, and 
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constantly updated with changes in the regulatory environment 
globally. Business continuity is another critical aspect, relying on 
the team’s access to premises, tools, and information necessary 
for their work.

An outsourced GEC model presents a compelling alternative. 
Although the GEC remains wholly owned by the organization, 
it can be operated by a highly skilled specialist provider, thus 
allowing a much faster implementation, eliminating the need for 
substantial investment in resources, technology, or real estate, 
and ultimately delivering the benefits of the GEC much sooner.

By combining centralization with outsourcing, some organizations 
consistently achieve remarkable agility and scalability. Internal 
resources can focus on governance and strategic alignment, 
while a reliable outsourcing vendor ensures the smooth running 
of mobility programs based on pre-agreed policies, processes, 
and workflows. At the same time, Service Level Agreements 
(SLAs) guarantee service quality and business continuity.

The outsourced model can offer financial predictability through a typical 
“fee per assignee” arrangement. This makes budgeting and cost allocation 
straightforward for the GEC and its internal customers. Both the cost and the ROI 
are contractually agreed upon, with the latter measured through predefined 
Key Performance Indicators (KPIs) stipulated with the service provider.

One of the most significant advantages of an outsourced GEC is scalability. In 
the event of a sudden decrease in international assignments, as observed during 
the recent pandemic, the organization saves money thanks to the “fee per 
assignee” arrangement, avoiding the fixed costs associated with internal assets. 
Conversely, if there is a surge in the number of assignments, the organization 
can respond quickly without committing additional internal resources and 
infrastructure. This flexibility provides substantial agility.

In summary, establishing a GEC in-house may seem like a cost-saving strategy, 
but the hidden costs and complexities often outweigh the perceived benefits. 
By outsourcing the implementation and operation of a GEC to a reputable 
provider, organizations can achieve the desired results faster, more efficiently, 
and cost-effectively.

In summary, establishing a 
GEC in-house may seem 
like a cost-saving strategy, 
but the hidden costs and 
complexities often outweigh 
the perceived benefits. 


