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In focus: Mitigating the risk of a failed 
GEC implementation

Implementing a Global Employment Company (GEC) can 
be a strategic move for organizations aiming to streamline 
operations, enhance compliance, and drive efficiencies in 
their global workforce management. However, the success of 
a GEC implementation hinges on a clear understanding of 
the objectives, alignment with key stakeholders, and careful 
planning.

Here are 10 key steps to mitigate the risk of a failed GEC 
implementation:

 1. Define clear objectives: The GEC should be the solution to 
a well-articulated problem or future vision, because this will 
drive the GEC’s design. Therefore, before embarking on a GEC 
implementation, articulate the problem or future vision that 
the GEC is intended to address, whether it’s cost reduction, 
governance, compliance, efficiencies, customer engagement, 
or others. These objectives are also called “design drivers”, 
because they will drive the design the GEC and will determine 
its “measure of success”.

2. Ensure stakeholder alignment: Engage with leadership and 
key stakeholders to ensure alignment on the objectives and 
expectations. Stakeholder buy-in is critical for the success of the 
GEC, as different perspectives and priorities must be considered 
to avoid misunderstandings and potential conflicts down the 
line. Unless the objectives are agreed upon with all stakeholders, 
what may appear as success to one person may look like failure 
to another, depending on their expectations and priorities.

3. Reflect the objectives in the design: Tailor the design of the GEC to align with its 
agreed objectives. For example, if better governance and compliance are key 
drivers, the design may emphasize robust controls and reporting mechanisms. 
On the other hand, if the key drivers are streamlined processes and faster 
deployment timelines, the processes could be designed accordingly.

4. Develop a Feasibility Study and Business Case: Conduct a feasibility study 
and develop a business case to demonstrate the potential benefits of a well-
designed GEC implementation. This is essential to justify the investment, and to 
provide a roadmap to achieving the desired outcomes.

5. Develop clear Implementation and Change Management plans: It is often 
the case that stakeholders agree on a project’s objectives (i.e. the end goals) 
but are reluctant or unable to commit the necessary time and resources to get 
there. A clear implementation plan and a Change Management plan will help 
address any resistance or challenges that may arise during the implementation 
process, and will ensure that all stakeholders commit the necessary time and 
resources to support the implementation efforts.
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6. Do it well, and do it quickly: Assuming that the implementation 
of the GEC makes business sense and is expected to deliver 
benefits to the organization, consider how quickly you wish to 
start enjoying these benefits.  A protracted implementation 
would only delay those benefits, representing an “opportunity 
cost”, therefore it is in the company’s interest to reduce the 
implementation timelines. It is common for the “hidden cost” of 
a delayed implementation to run into millions of dollars, in terms 
of lost efficiencies and unrealized cost-savings.

7. Consider co-sourcing some implementation and operational 
tasks: Outsourcing certain implementation tasks and day-to-
day operational activities of the GEC could significantly reduce 
implementation timelines and deliver the anticipated benefits 
faster.  The outsourcing option can reduce implementation 
timelines in various ways: (a) Eliminating the need for lengthy 
internal processes for staff requisition and redeployment, since 
the outsourcing vendor can provide experienced resources; (b) 
With regards to technology tools (for example integrated ERP, 
international payroll systems), the outsourcing option eliminates 
the need to go through the selection, procurement, installation, 
testing and staff training, by using the vendor’s technology 
infrastructure instead; (c) Working with a provider who has gone 
through many GEC implementations usually helps to avoid 
mistakes and pitfalls, and provides quicker answers and solutions 
to various stumbling blocks.  There is ample anecdotal evidence 
suggesting that a co-sourced GEC model could reduce the 
implementation timelines by a factor of 3 or more.

8. Future-proof the GEC’s design: Whilst it is important to design 
the GEC with clearly articulated objectives in mind, it is also 
important to avoid focusing exclusively on a narrow assignee 
profile.  Designing a GEC to support only one type of assignee 
can prove risky in the long run, considering that a particular 
type of assignment may decline as result of changing business 
needs or market trends, bringing into question the relevance 

of the GEC.  In reality, GECs are extremely versatile concepts that can support 
a very broad range of assignment types and evolve over time to continuously 
align with the changing needs of international organizations.

9. Establish Baseline Metrics: If the success of the GEC is expected to be measured 
in terms of specific success metrics (e.g. better compliance, consistency, 
employee satisfaction, cost, etc.), it is useful to perform a baselining exercise 
to evaluate these metrics prior to the GEC implementation.  This would make 
it easier to measure the impact of the GEC, and to monitor how these success 
metrics change over time.

10. Monitor and Adjust: Monitor the overall value that the GEC is delivering to 
the organization, expressed in terms of the agreed success metrics, as well as 
operational KPIs that are relevant to the business stakeholders.  It is better to 
identify a few, but meaningful, parameters, rather than generating a lot of data 
that may not be relevant.  If the data reveals that the GEC needs attention, 
you may need a more detailed analysis to identify what needs fine-tuning.  
Similarly, if the organizational needs change, a more substantial re-design may 
be required, to re-align the GEC.  Don’t forget to share the metrics with key 
stakeholders in a simple and easy-to-digest way, so they continue to recognize 
the GEC as an important part of the organization’s toolkit to operate and thrive 
internationally.

By following these key steps and mitigating potential risks, organizations can 
increase the likelihood of a successful GEC implementation and realize the 
intended benefits of improved global workforce management.

Do you have any questions about Global Employment Companies? Feel free 
to contact ITX.
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