
 

 

 

 

Why effective Shadow Payroll management makes a big difference to 
your business … and to your career. 
By Richard McBride Managing Director, Certino 
 

Introduction 
 
In this short article, I want to give you a glimpse of why Shadow Payroll is important to your business and 
how if you embrace it, your career can benefit. 
 

Definitions 
 
Shadow Payroll: the proactive management of international employment tax liabilities including the 
identification of obligations and available reliefs in each country and the monthly tax calculations. Shadow 
Payroll is required where international employees are engaged on any terms other than as local 
employees in the location in which they are working. 
 
International workforce: employees who work across international or state tax borders and trigger 
employment tax liabilities in the host location. 
 
Employment tax liabilities are personal income tax, social security and other payroll related tax liabilities 
associated with earnings from employment. 
 

Seven questions you should be asking  
 
1. How much do we pay in employment taxes for our international employees? 
2. Do we know this is the right amount; what steps are we taking to minimise it? 
3. What resources are involved in employment tax management; what is the cost? 
4. Are we sure we are up to date & comply with employment tax laws in each country? 
5. How are the costs associated with international employees recorded in the accounts? 
6. Do our accounts match our employment tax filings; what liabilities are we building up? 
7. What resources are involved in inter-company recharging & accounting; what is the cost? 
 

Impact on your business 
 
Shadow Payroll is at the heart of Mobility processes and is the link to Finance, Payroll and Tax functions.  
 

 
  



 

 

 

 
Employment taxes represent around 33% of the total cost of staff who move across tax borders … put 
another way, companies pay as much in employment taxes as they do in salary for their international 
employees. These taxes represent the largest unmanaged cost in the P&L but, unlike domestic payroll 
taxes, international employment taxes can be reduced by taking advantage of the reliefs and exemptions 
many countries offer. Unfortunately, they are notoriously complex with the result that many companies 
end up significantly overpaying simply because they don’t know what the right amount of tax should be.  
 
To give you a sense of the opportunity, a well-managed Shadow Payroll can reduce the cost of a typical 
international assignee by £50,000 over a 3-year assignment period. When you consider that many 
companies have many hundreds or even thousands of such employees the impact can be very significant 
indeed and will comfortably pay for the Mobility team and perhaps even the whole HR function   
 

Impact on your career 
 
HR in general and Global Mobility in particular, are often seen as “administrative” functions and find it 
difficult to get a “seat at the table” or be able to influence business decisions. This in turn, makes it difficult 
to obtain approval or budget for HR and Global Mobility initiatives.  
 
The reason for this is that the language of business is finance and it is often difficult to talk about HR and 
Mobility in financial terms. Not so with Shadow Payroll as employment taxes are all about numbers. 
 
“In HR, an industry where value is notoriously difficult to measure, Shadow Payroll provides a tangible way 
to categorically record the commercial value of what you’re saving the business day by day” 
Didier Charreton Chief HR Officer, Anglo American 
 
Prior to founding Certino, I set up and led the global mobility function at Baker Hughes, delivering more 
than USD 250 million in employment tax cost savings over eight years (2008 – 2016). This certainly earned 
me a “seat at the table” and facilitated approval and budget not just for Shadow Payroll but for wider 
Mobility initiatives as well. I reported direct to the Chief HR Officer and regularly met with the CEO and 
other members of the Executive Leadership team. As a testament to that success, both the Chief HR 
Officer and the CEO from that period are investors in Certino 
 

About Certino 
 
Certino is a next-generation online platform that simplifies the tax management of globally mobile 
workforces through intelligent automation of shadow payroll and rebilling processes.  
 
Featuring an intuitive self-service application and an API platform for total integration with your existing 
technology ecosystem, Certino replaces slow, manual processes to save you time, reduce your costs and 
keep you compliant.  
 
Built on experience of managing in-house global mobility solutions within multinational businesses and 
developed on a foundation of fully accredited employment tax engines, Certino ensures you always pay 
the right amount of tax, in the right place, at the right time. 

 
To find out more: call +44 20 7118 1405; email info@certino.com or visit https://certino.com 
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