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The Governance Gap: Why 
International Employment Complexity 
Has Become a Boardroom Risk

A Regulatory Environment That Has Not Stood Still

Global Mobility Management has always involved navigating a multi-
layered web of tax, social security, immigration, and employment 
law obligations across multiple jurisdictions simultaneously. That 
complexity has always existed. What has changed materially and 
rapidly is its scale, its pace of evolution, and the consequences of 
failing to keep up with it.

The global regulatory environment governing the employment of 
internationally mobile workers has undergone profound change 
over the past decade, and the rate of change shows no sign of 
slowing. Organisations that designed their international employment 
frameworks to meet the standards of five or ten years ago may find, 
on examination, that those frameworks are no longer adequate; not 
through any failure of intent, but simply because the landscape has 
shifted around them.

The Expanding Regulatory Perimeter

The sources of regulatory complexity facing multinational employers 
today are numerous and, critically, they interact with one another in 
ways that are difficult to anticipate and manage without a coherent 
overarching framework.

Just to cite a few examples, at the international level, the OECD’s 
guidelines on Base Erosion and Profit Shifting (BEPS) has sharpened 
the focus on where economic activity and taxable presence is 

occurring. The “economic employer” concept, which looks beyond formal contractual 
arrangements to assess where the real employment relationship sits, has altered 
the tax exposure of assignment structures that were previously considered 
straightforward. Transfer pricing requirements have become more demanding, 
placing greater scrutiny on the recharge of employment costs between group entities.

At the regional level, the EU’s Posted Workers Directive and its subsequent revisions 
have significantly expanded the host-country employment rights of mobile workers 
within Europe, adding layers of compliance obligation that many organisations 
have yet to fully absorb. New pay transparency legislation across the EU is creating 
new reporting requirements that intersect directly with how internationally mobile 
employees’ remuneration is structured and disclosed, including, increasingly, how that 
remuneration compares to the local workforce in the host country.

The above are just examples. At the national level, the picture is equally dynamic. 
Host-country tax and social security rules are evolving continuously. Immigration 
frameworks are being tightened in numerous jurisdictions. Employment law 
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protections are expanding. Reporting and withholding obligations are 
becoming more granular and more rigorously enforced. And regulatory 
attitudes towards the use of Employer of Record arrangements for foreign 
staff are shifting in ways that add further uncertainty for organisations that 
have relied on such structures.

Taken individually, each of these developments is manageable. When 
taken together, and multiplied across the full matrix of home and host 
country permutations that a large multinational must navigate, they 
represent a regulatory burden of a different order of magnitude from 
anything that existed a decade ago.

Why This Is a Boardroom Issue

International employment governance has traditionally been treated as 
an operational matter, within the domain of HR, global mobility teams, 
and their specialist advisers. That categorisation is becoming increasingly 
difficult to sustain.

The risks associated with inadequately governed international 
employment arrangements, such as Permanent Establishment exposure, 
tax and social security non-compliance, immigration violations, breach of 
local employment law, pay transparency failings, etc. all have financial, 
legal, and reputational implications. They sit squarely within the broader 
risk landscape that boards are expected to understand and oversee. 
And they are risks that regulators, armed with ever-more-sophisticated 
data exchange mechanisms, AI-powered analytics, and cross-border 
enforcement tools, are pursuing with growing appetite.

Board members who cannot obtain a clear, consolidated account of 
how their organisation’s internationally mobile workforce is employed in 

each relevant jurisdiction are carrying an exposure that deserves to be on the 
boardroom agenda.

The GEC as Centre of Expertise and Risk Management

This is precisely the environment in which the Global Employment Company 
demonstrates a compelling strategic value, not merely as an employment 
vehicle, but as an organisational Centre of Expertise for international workforce 
governance.

By aggregating and centralising the employment relationship for internationally 
mobile staff within a single, purpose-built entity, the GEC creates the conditions 
under which regulatory complexity can be monitored, managed, and mitigated 
consistently and at scale. Rather than each assignment being managed in 
relative isolation, with compliance obligations tracked separately across different 
geographies, advisers, and business units, the GEC provides a single point of 
accountability and a unified framework within which all assignments sit.

This centralisation enables the organisation to monitor regulatory developments 
across all relevant jurisdictions systematically, assess their implications for the 
existing assignment population, deliver proactive advice to the business, and 
respond in a coordinated and timely fashion. It ensures that the lessons learned 
from one assignment, or one jurisdiction, are captured and applied across 
the whole. And it provides the consolidated visibility that boards and senior 
leadership need to satisfy themselves that international employment risk is being 
managed with the rigour it now demands.

The regulatory environment governing internationally mobile workers will 
continue to evolve. The organisations best placed to navigate that evolution are 
those that have built a structural foundation, including a well-governed GEC, from 
which to do so.


