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With every opportunity foreign workforces represent, 
there exist challenges unique to both the country/
region in which a business expands; and to the particular 
expansion stage a business finds itself.  

The purpose of this paper is to examine strategic considerations for HR in a global 
workforce environment; and shed light on differences in strategy as they correlate 
with business expansion stages or types.

The five types of Global Business Expansion
In over ten years of developing and implementing global workforce expansion 
strategies, we’ve identified five types of global workforce expansion as they 
relate to business organizations, each with its own unique needs and strategic 
implications for HR:
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Select the 
type that 
represents 
your business.

#001 03



Evaluator companies, in the context 
of global workforce expansion, are 
thriving, growing businesses currently 
evaluating opportunities to accelerate 
growth even further, but have not yet 
chosen to expand their workforce on an 
international scale. 
And while technology has made it possible for even the 
smallest businesses to expand workforces to global markets, 
there are many factors to be considered before choosing  
to do so.

Pre-Expansion Considerations for Evaluator Companies
The first consideration in any expansion decision is “Why?”  
Is your business goal to increase market share? Retain 
clients, either foreign or domestic? Access a greater pool  
of talent? All valid reasons, but each with their own strategic 
implications for how and where you will execute your 
expansion plan.

Reasons for Expansion

Increase Market Share Increase Revenue

Access Talent Client Retention

 
A second, but no less important consideration, is what type 
of talent will best serve the goals stated above? Whether 
Sales or Engineering or Skilled Labor, each type of hire 

presents unique challenges based on region, government 
practices and other factors. Successful expansion depends 
on your business’ ability to meet them.

Types of Talent

Sales Service

Engineering Skilled Labor

Developers Project Managers

Growth Managers Brand Ambassador

 
Similarly, what type of entity do you wish to establish? You 
may seek to open a branch office, but is that the correct thing 
to do? Will it be an LLC or a Partnership? Or will you forego an 
entity altogether and hire contractors at the local level? 

Types of Entity

LLC Branch Office

Partnership Joint Venture

No Entity – 
Independent Contractors

No Entity –  
Work through 3rd Party

Nonprofit Corporation Association

The 
Evaluator
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And finally, what countries are you considering for 
your expansion? From tax laws to safety regulations to 
compliance, each country will have its own processes that 
must be followed in order to establish a workforce presence. 
Preparation through evaluation is key to your business 
expanding efficiently and cost effectively.

What you should do now
You’ve evaluated and determined the reasons why your 
company needs to expand internationally. You’ve narrowed 
down a list of target countries and estimated the cost  
and time to execute. Time to start the engine, right?  
Not necessarily.

Real vs False Time-To-Market Pressure
Whether for the goals mentioned above, or other factors, 
the pressure to establish a workforce presence in new 
markets can be intense. But not all pressures demand a 
response. Determining which do and which do not can be  
the difference between success and failure.

Competitors
Establishing a foreign business entity comes with significant 
time pressure. So, if some or all of your competitors are, 
or have, already expanded globally, your late entry may 
disadvantageous to meeting your business goals. Depending 
on your business type and competitive standing, your best 
options may be to outsource or acquiesce occupied markets 
and move on to new countries. 

Market Dynamics
Market consolidation, fragmentation, growth, or decline 
could all play a significant role in your need, or lack thereof, 
to expand internationally. Are you at the front end of a 
rapidly rising market trend? Near the peak? Is the market 
cyclical? A complete understanding of where your business 
exists in relation to the market dynamic is key to determining 
when or if to expand.

Investors
It’s common for investors, influenced by the allure of fast 
growth, to pressure businesses to expand globally. What 
investors and businesses need to understand, however, are 
the logistical realities of executing an expansion strategy. 
Therefore, when time pressures are critical, expansion is 
often best served and managed through a third party.  

Customer Demand
The decision to expand is often determined by customer 
demand, and the investment needed to do so can be 
considerable. That’s why it is crucial to first determine 
the difference between a few customer requests – and a 
legitimate market trend. Avoid both costly mistakes and 
missed opportunities by allocating the time and resources 
to research whether global expansion will result in real and 
lasting opportunity.

Type 1: The Evaluator

Source: Taxsense.com Source: Worldbank.org

In 2016, over 

4,200,000
limited liability companies were registered  
around the world, excluding the US.

In Australia, misclassifying a contractor  
as an employee can cost you up to

$63,000 AUD
 
per breach
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Account for Hidden Costs
Perhaps the biggest mistake Evaluator Businesses make 
regarding global expansion decisions is underestimating the 
required costs. In the long run, yes, establishing a foreign 
is typically financially advantageous. But in most countries 
there are unexpected costs that must be taken into account. 

Did you know that in Austria, the government requires 
a capital deposit of €70,000 for each new business 
registering in the country?

In addition to hard costs such as legal, accounting and 
application fees, you will also incur the cost of managing the 
expansion process for each country, itself. Very little learning 
will transfer from one country to another – and every hour 
spent managing this process is an hour not spent on other 
critical aspects of your business.

Quantify the Cost of “No Decision”
As with most business decisions, comparing “opportunity 
cost” to “opportunity lost” is extremely helpful in 
determining whether to expand or not expand makes the 
most business sense. Only after the benefits of expansion 
opportunities is calculated and weighed against other 
factors, including your own willingness to walk away from 
potential opportunity, should The Evaluator take action.

What are the risks?
Equally important to evaluating the potential opportunity of 
workforce expansion is the careful assessment of the risks 
to do so.

First and foremost, you need to determine the laws and 
regulations regarding the establishment of foreign business 
entities. Set up the wrong type of entity and you will incur 
unnecessary costs and lost time as you correct the situation. 
For example, did you know PayPal, while easy to set up, is 
illegal in many countries?

Within a chosen entity, a full understanding is needed of 
local requirements for how it must act with regards to taxes, 
invoicing employees, registered addresses, billing and more. 
Should you suddenly realize you cannot do any one of these 
things as a result of the type of entity you’ve established, 
you may put business opportunity at great risk.

Eg.; In Belgium, companies wishing to register for VAT 
purposes are required to establish a legal office address 
with actual employees; the approval of which is at the 
discretion of local governmental authorities.
Source: Invest In Brusssels

Even practices that appear low-risk: hiring contractors, for 
example, may present future challenges. No country will 
allow you to employ contractors forever. You need to be 
prepared to know how to efficiently terminate or convert 
contractors under according to existing laws.

Benchmarks for success
While each business and country presents unique challenges, 
employing a strategic approach to evaluating expansion 
opportunity vs expansion risk should enable you to make an 
informed decision in no more than eight weeks. 

For an example of how this process worked for Vaco,  
follow the link here. 

Next

Type 2: The Starter

Type 1: The Evaluator

90%
of companies witness 
a positive return on 
investment following 
international expansion

Source: Aimia.com
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Starters, too, are companies fortunate 
enough to be experiencing growth – and 
seek ways to accelerate that growth. 
Where they differ from Evaluators is that 
they have already asked the questions 
of “why” to expand, analyzed risk vs 
opportunity and have decided to expand 
their workforce internationally to meet 
their goals, likely for the first time.
Pre-Expansion Considerations for The Starter
As with any decision to expand, the process is not automatic. 
And while many factors need to be considered before 
executing an expansion strategy, for The Starter, three 
considerations rise to the top.

Can you hire contractors?
For Starters, or for any expansion type, hiring contractors is 
likely the quickest way to establish a workforce in a foreign 
country. But it is also the method most likely to be out of 
compliance, resulting in punishments and/or fines that can 
severely affect the cost of doing business.

France delivers strict punishments against any company 
found to treat contractors less favorably than permanent 
employees. Businesses found guilty of this activity 
can be banned from employing contractors for 2 to 10 
years, fined €30,000 to €225,000, or even have company 
leaders imprisoned for up to 3 years.
Source: Mondaq.com

It is therefore incumbent on Starter companies to 
understand fully country requirements for the hiring of 
contractors and match those requirements to your specific 
needs, such as project duration, pay level and role.

The 
Starter

T Y P E  2

of senior management’s 
time is spent dealing 
with the requirements of 
government regulations

of global companies 
experienced an increased 
number of clients 76%9.6%

Source: Taxsense.com Source: Aimia.com
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Do you need an entity?
The answer to this question is most likely “yes.” Where the 
question becomes more challenging to answer is in deciding 
what type of entity will best serve your business goals. 

LLC, Partnership, Branch Office or other – the first 
consideration for what type of entity you establish is to be 
sure it covers your needs, now, and moving forward. This 
understanding is critical because, often, companies establish 
one type of entity, only to discover over time, or as business 
needs change, they need to start over with an entirely new type 
of entity. Start and stops like this pose significant cost risks.

Once you’ve chosen your entity type, you will also need 
legal, accounting and regulatory experts familiar with local 
laws to make sure it is established correctly and meets all 
requirements and is properly licensed to comply.

Is outsourcing available?
An alternative to both hiring contractors and establishing an 
entity is employment outsourcing through a third party. This 
enables Starter companies to go live with near-immediate 
hiring capabilities  while mitigating compliance concerns that 
arise with any foreign workforce expansion. 

In choosing any outsourcing partner, it is paramount they 
possess expertise in the laws and regulations of the country 
in which you have chosen to expand. For an example of how 
Safeguard Global used outsourcing to get one of the world’s 
leading companies up and running in a manner of weeks,  
see this case study. 

What you should do now
To guide The Starter on which expansion path will best meet 
business goals and deliver results, the above route guide 
can help quantify options based on timing, cost, risk and 
opportunity. 

Type 2: The Starter

Route Guide

Option Timing Cost* Your Time* Risk Benefit

Establish Entity  
(Self)

4–12 
Months

$30k+ Very High Very High Will have your own entity, better  
when hiring many employees

Establish Entity 
(3rd Party)

3-6 Months $50k+ High Low Will have your own entity, better  
when hiring many employees

Hire  
Contractors

1 Month $1-2k (x10 
due to fines) 

Medium Very High Can hire quickly

Employment 
Outsourcing

2 Weeks $10k per 
worker

Low Low Can hire quickly

* Varies per country

30%
of businesses expanding 
internationally 
found selecting and 
incorporating the right 
entity type a challenge

Source: CPApracticeadvisor.com
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Type 2: The Starter

Next

Type 3: The Expander

What are the risks?
The risks for The Starter are inherently similar to any 
Business Type executing an expansion strategy, including 
those of The Evaluator – and bear repeating here:

• Avoid sunk and wasted costs by making sure you  
are setting up the correct type of entity in your  
chosen country.

• Match the needs of your business to the type of  
entity you establish and the legal requirements  
needed to comply.

• If you hire contractors, know that no country will allow 
you to employ contractors forever. It is a temporary 
solution and you must plan for change.

• Outsourcing may be the quickest path to establishing 
a workforce, but over time you may want to consider 
whether establishing an entity better meets  
business goals.

• Avoid using payment applications such as PayPal,  
as they are illegal in many countries.

Benchmarks for success
As a Starter who has already asked and answered the 
important questions up front – and is ready to expand –  
benchmarks for success from a timing standpoint are 
improved over that of The Evaluator:

• If outsourcing or hiring contractors, expect to have 
established a workforce presence in no more than  
4 weeks.

• If setting up your own entity, expect to have established 
a workforce presence in no more than 6 weeks.
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Expander businesses are not only growing, 
but already have a thriving global business. 
With the right strategic moves, either has 
the ability to transform themselves from 
a business with a presence in a handful of 
countries to that of a truly global operation. 

Expansion Considerations
Naturally, the larger the expansion effort and the greater  
the global presence, the more complicated the number of 
laws, regulations, compliance and other challenges you will 
need to consider.

Untangling the web of legislative non-compliance can 
become a formidable task as your global presence continues 
to grow. And putting off decisions related to compliance 
can quickly result in negative an unintended consequences; 

being blacklisted from conducting business in the country, 
for instance. This makes it imperative to establish a 
standardized process for each country.

Likewise, sometimes retreating from a market or region may 
be the  wisest decision to continue to meet your business 
goals. Do you have the mechanisms in place to do this 
quickly, and without incurring unnecessary costs? 

As you expand, the required administrative resources 
needed for not only setup, but continued maintenance of 
workforce and operations will be crucial to your success.  
The Expander and must ask important questions:

• What will the makeup of our new international employee 
population? 

• How long can contractors originally brought in for a few 
tasks remain in place before you need to worry about 
employment non-compliance?

 • Do you have the financial and personnel resources to 
compete with global conglomerates? Will you need to 
reallocate?

• How can you prevent your team from being bogged 
down in bureaucratic processes so they can focus on 
growing the business? 

Additionally, if the process to establish your entity was 
particularly costly and lengthy, you need to consider  
whether employment outsourcing might be a better  
choice moving forward.

The 
Expander

T Y P E  3

30%
Up to 30% of firms 
are estimated to have 
employees misclassified 
as independent 
contractors 

Source: Taxsense.com
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What you should do now
The great challenge of global expansion is that past success 
are not a predictor of future success. Countries, laws, 
economic and political climates change all the time – and as 
you expand into new countries, it’s important to not fall into 
the trap of initiating and operating your expansion in the 
same manner each time. Every new expansion demands a 
unique cost-benefit analysis for that market.

Account For Hidden Costs
As we saw with Evaluators, underestimating the costs 
required to expand is one of the more common mistakes 
businesses make. And for an Expander who manages more 
operations in more locations around the globe, the mistakes 
are only compounded.

Similar to above, you will need to account for hard costs such 
as legal, accounting, application fees and license. But you 
will also need to account for the cost of labor to manage the 
process in each country. 

Hiring an HR generalist in Australia will cost  
you $60,000 in salary, alone.
Source: Payscale.com

Sometimes, businesses establish a foreign entity, only to 
later realize it supports just a handful of employees. The 
ongoing cost of doing so: HR support, payroll administration, 
maintenance of books, records, bank accounts and 
certifications may be costing you more than you realize.

Transfer Consistent Learnings Across Markets
As your global business continues to scale and you establish 
more entities in more countries, efficiencies can be realized 
in this complex process by developing a standardized 
“Expansion Playbook”. 

While no single playbook could ever help you navigate every 
intricacy in every market (each country’s requirement will 
differ in cost, process, and time involved) establishing 
and adopting a guide that contains processes which are 
consistent across markets will help The Expander scale 
quickly, efficiently regardless of market – ensuring your 
ongoing success.

Quantify The Cost of “No-Decision”
It’s easy to assume Expanders, with their vast scope of 
operations, would more easily weather the costs of making 
a “no-decision” with regards to expansion. But opportunity 
cost is opportunity cost – it’s simply more substantial the 
larger the presence and market. 

Therefore, it’s imperative for either to quantify the 
opportunity cost of expansion by calculating the benefits 
of opportunity and weigh them against the benefits of 
walking away.

Type 3: The Expander

50
Areas

80
Countries

One of the most 
impactful pieces of 
legislation, GDPR, 
covers more than 50 
areas that companies 
must adhere to when 
operating within the EU.

Substantial data privacy 
laws now exist in over  
80 countries around  
the world.

Source: Privacypolicies.com Source: Privacypolicies.com
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What are the risks?
As with the any expansion type of business, there are certain 
risks The Expander need to be aware of:

• Establishing the wrong type of entity may incur sunk or 
wasted cost as you need to re-adjust and re-establish.

• Make sure to match legal and local requirements to  
the specific type of entity you establish to avoid  
non-compliance. 

But the unique characteristics of The Expander often result 
in other types of risks that need to be considered. 

In countries with single or small populations, the temptation 
exists to pay employees in a way that doesn’t comply with 
local regulations. Regardless of the number of employees or 
size of country, businesses need to pay workforces through 
legitimate means. 

An example of an illegitimate system could be paying 
long-term employees on an international assignment 
through their Italian bank account while they are 
performing market research for 20 months in Singapore. 
This is highly unlikely to be justified by any local 
Singaporean authority and may even result companies 
who engage in such behavior being blacklisted.

Another risk is adopting a one-size-fits all approach to 
workforce management and process. Avoid forcing U.S.-
centric legislation and expectations on foreign workforces. 
Not only will these be unwelcome, in some countries they 
may very well be illegal. Take steps to ensure existing and 
new international employees are appropriately incorporated 
into the organization.  And always remain attuned to 
local expectations and customs, including contracts and 
entitlement benefits.

Benchmarks for success
What does success look like for The Expander? 

You will be able to expand and/or withdraw from new 
countries at speed. You will have in your expansion arsenal 
the ability to quickly and efficiently run trials in new markets, 
knowing it does not have to be permanent. This reduces 
investment by reducing overhead and other long-term 
constraints. 

You develop a list of target countries, establish timeframes, 
and commit to the growth track.

Type 3: The Expander

Next

Type 4: The Multi-Country 
 Mover
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Similar to The Expander, Multi-Country 
Mover type businesses are not only 
growing, but also already have a thriving 
global business. With the right strategic 
moves, either has the ability to transform 
themselves from a business with a presence 
in a handful of countries to that of a truly 
global operation.  

Expansion Considerations
Naturally, the larger the expansion effort and the greater the 
global presence, the more complicated the number of laws, 
regulations, compliance and other challenges you will need 
to consider.

Untangling the web of legislative non-compliance can 
become a formidable task as your global presence continues 
to grow. And putting off decisions related to compliance can 
quickly result in negative and unintended consequences; 
being blacklisted from conducting business in the country, 
for instance. This makes it imperative to establish a 
standardized process for each country.

Likewise, sometimes retreating from a market or region may 
be the wisest decision to continue to meet your business 
goals. Do you have the mechanisms in place to do this 
quickly, and without incurring unnecessary costs? 

As you expand, the required administrative resources 
needed for not only setup, but continued maintenance of 
workforce and operations will be crucial to your success.  
The Multi-Country Mover must ask important questions:

• What will be the makeup of our new international 
employee population? 

• How long can contractors originally brought in for a few 
tasks remain in place before you need to worry about 
employment non-compliance?

• Do you have the financial and personnel resources to 
compete with global conglomerates? Will you need to 
reallocate?

• How can you prevent your team from being bogged 
down in bureaucratic processes so they can focus on 
growing the business? 

Additionally, if the process to establish your entity was par-
ticularly costly and lengthy, you need to consider whether 
employment outsourcing might be a better choice moving 
forward.

What you should do now
The great challenge of global expansion is the past success is 
not a predictor of future success. Countries, laws, economic 
and political climates change all the time – and as you expand 
into new countries, it’s important to not fall into the trap of 
initiating and operating your expansion in the same manner 
each time. Every new expansion demands a unique cost-
benefit analysis for that market.

The 
Multi- 

Country 
Mover

T Y P E  4
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Account For Hidden Costs
As we saw with Evaluators, underestimating the costs 
required to expand is one of the more common mistakes 
businesses make. And for an Expander or Multi-Country 
Mover who manages more operations in more locations 
around the globe, the mistakes are only compounded.

Similar to above, you will need to account for hard costs such 
as legal, accounting, application fees and license. But you 
will also need to account for the cost of labor to manage the 
process in each country. 

Hiring an HR generalist in Australia will cost you $60,000 
in salary, alone.
Source: Payscale.com

Sometimes, businesses establish a foreign entity, only to 
later realize it supports just a handful of employees. The 
ongoing cost of doing so: HR support, payroll administration, 
maintenance of books, records, bank accounts and 
certifications may be costing you more than you realize.

Transfer Consistent Learnings Across Markets
As your global business continues to scale and you establish 
more entities in more countries, efficiencies can be realized 
in this complex process by developing a standardized 
“Expansion Playbook”. 

While no single playbook could ever help you navigate every 
intricacy in every market (each country’s requirement will 
differ in cost, process, and time involved) establishing 

and adopting a guide that contains processes which are 
consistent across markets will help The Multi-Country Mover 
scale quickly, efficiently regardless of market – ensuring your 
ongoing success.

Quantify The Cost of “No-Decision”
It’s easy to assume Multi-Country Movers, with their vast 
scope of operations, would more easily weather the costs 
of making a “no-decision” with regards to expansion. But 
opportunity cost is opportunity cost – it’s simply more 
substantial the larger the presence and market. 

Therefore, it’s imperative for either to quantify the 
opportunity cost of expansion by calculating the benefits 
of opportunity and weigh them against the benefits of 
walking away.

What are the risks?
As with The Expander, there are certain risks The Multi-
Country Mover need to consider:

• Establishing the wrong type of entity may incur sunk or 
wasted cost as you need to re-adjust and re-establish.

• Make sure to match legal and local requirements to  
the specific type of entity you establish to avoid  
non-compliance.

But the unique characteristics of The Multi-Country Mover 
often result in other types of risks that need to be taken into 
account. 

 Type 4: The Multi-Country Mover

21%3.1%
Avoid a  US centric 
approach - across East 
Asia and the Pacific, over 
21% of firms expected 
to give gifts to officials 
in order to be granted an 
operating license

Firms in Europe 
and central Asia 
experienced real annual 
sales growth of 3.1%, 
more than double the 
worldwide average 
growth rate

Source: Enterprisesurveys.org Source: Enterprisesurveys.org
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In countries with single or small populations, the temptation 
exists to pay employees in a way that doesn’t comply with 
local regulations. Regardless of the number of employees or 
size of country, businesses need to pay workforces through 
legitimate means. 

An example of an illegitimate system could be paying 
long-term employees on an international assignment 
through their Italian bank account while they are 
performing market research for 20 months in Singapore. 
This is highly unlikely to be justified by any local 
Singaporean authority and may even result companies 
who engage in such behavior being blacklisted.

Another risk is adopting a one-size-fits all approach to 
workforce management and process. Avoid forcing U.S.-
centric legislation and expectations on foreign workforces. 
Not only will these be unwelcome, in some countries they 
may very well be illegal. Take steps to ensure existing and 
new international employees are appropriately incorporated 
into the organization.  And always remain attuned to 
local expectations and customs, including contracts and 
entitlement benefits.

Benchmarks for success
What does success look like for The Multi-Country Mover? 

You will be able to expand and/or withdraw from new 
countries at speed. You will have in your expansion arsenal 
the ability to quickly and efficiently run trials in new markets, 
knowing it does not have to be permanent. This reduces 
investment by reducing overhead and other long-term 
constraints. 

You develop a list of target countries, establish timeframes, 
and commit to the growth track.

 Type 4: The Multi-Country Mover

Next

Type 5: The Global Player

Drug Testing 
Pre-employment screening is permissible in some 
countries (the United Kingdom), but is strictly limited 
in other including countries Chile, Colombia and South 
Africa, and many European countries. Unjustified 
testing can result in fines, and even criminal sanctions 
in several European countries.

Source: SHRM.org
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With a longtime presence in global 
markets, The Global Player is no stranger 
to the either the benefits or demands 
of managing an international workforce 
across multiple countries and regions. 
They have likely been experiencing 
substantial revenue growth for years,  
if not decades.  

They have likely been experiencing substantial revenue 
growth for years, if not decades. 

Expansion Considerations for The Global Player
However, maintenance of market leadership position  
for The Global Player enjoys comes with its own unique 
challenges and strategic considerations. 

Will strategic acquisitions of competitors or smaller 
businesses help you meet your own business goals?  
Perhaps selling certain parts of your business will better 
accomplish this. If so, what can you do to increase value  
for potential buyers while minimizing disruption for current 
employees as you generate maximum cash from sale?

For companies headquartered in the United States, typical 
employee distribution includes 20% located internationally. 
When this distribution spans 30 or more countries, managing 
compliance and ensuring localized HR support is available 
can be quite costly.

With regards to talent acquisition and retention, the 
constantly growing employee population of The Global 
Player results in entirely unique considerations. How will 
you ensure compliance when a key executive relocates to 
another country? If the perfect candidate for a specific 
role resides in another country in which you do not have 
operations, how will you hire them?

Likewise, in large, multi-country operations that use 
freelancers, independent contractors and consultants, the 
potential risks of non-compliance with local employment 
laws grows, exponentially. What impact might a large-scale 
lawsuit and subsequent penalties have on your organization?

What you should do now
Yes, you have grown to substantial revenue and employee 
count. But size should never preclude you from making 
smart strategic moves, nor having the flexibility to adjust to 
the evolving international business landscape.

The 
Global 
Player

T Y P E  5

Drivers behind M&A 
deals - 19% are to expand 
customer base in existing 
markets while 9% are to 
acquire new talent

19%

Source: Deloitte.com
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Mergers And Acquisitions
When merging and acquiring, if the newly acquired 
businesses is located in countries where you are not, you 
may not have the legal and operational infrastructure in 
place to compliantly pay employees right away. This puts 
undue pressure on your internal teams, creates uncertainty 
and negative impressions, and can even sink an acquisition 
deal, altogether.

Divestitures
In divestitures, providing an enticing opportunity for buyers 
while minimizing the impact on internal teams is the goal. 
To maximize profit and reduce margin-crushing delays, The 
Global Player may want to explore transitioning workforce 
to a third-party employer before a buyer is found. This 
increases value and ensures timely transfer to new owners 
on completion day.

International Employees and Operational Efficiencies
As employee headcount in countries ebbs and flows, at 
times, it no longer makes financial sense to maintain a legal 
entity or operational support in those places. But closing an 
entity does not mean saying goodbye to key employees you 
wish to keep. Proper management can eliminate costly tax 
filings and compliance requirements, while enabling you to 
retain said talent.

Contingent Labor
Freelancers, independent contractors and consultants 
should all be subject to compliance evaluations by either 
internal or external experts. Put procedures in place ahead of 
time to mitigate non-compliance.

What are the risks?
One of the biggest risks for The Global Player is living up 
to the stereotype of the inefficient, bureaucratic machine. 
Remaining agile with pro-active solutions in place will  
ensure success.

Waiting to fix any workforce issue jeopardizes both new 
acquisitions and divestitures, causing substantial costs in 
delays, expensive outsourced assistance, and in the worst 
case, entire deals to die.

As governments around the world take a harder line on 
contingent labor, how freelancers, independent contractors 
and consultants are managed becomes increasingly 
important. Flout employee misclassification laws or engage 
in malpractice and your brand/company can expect fines, 
penalties, not to mention the adverse effects of negative PR, 
including product boycotts.

Benchmarks for success 
For acquisitions and divestitures, the benchmark for success is 
simply completing them on time, with no unnecessary costs. 

For companies with no major plans to expand or contract, 
there is no single measurement for success, though 
increased profit margins through international operational 
efficiencies is one of the more valuable tools.

Type 5: The Global Player

Replacing employees can cost over  

£30,000/ 
$39,000 per employee

Size isn’t everything 
Large brands have failed in certain countries after 
underestimating market conditions. Starbucks has 
struggled in Australia and Tesco’s failed attempt to win 
over the U.S. market cost them approx. $1.8bn over 
just a 5 year period

Source: Oxford Economics

#001 17

https://www.oxfordeconomics.com/publication/open/246524


Better, more 
profitable 
global business 
begins with a 
better-managed 
international 
workforce.
The five types of global companies outlined 
in this paper are just a glimpse into the 
many strategic implications companies 
must understand if they are to maximize the 
benefits of a global workforce and keep the 
human capital engine humming.

At Safeguard Global, it’s what we’ve  
been doing for over a decade and what  
we continue to help global companies 
do everyday. For questions on how  
we can help you, contact us at 
safeguardglobal.com.

Join us at 
Safeguardglobal.com

White paper by
Daniel Wood
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2018
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