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Expat Academy Round-up 

What an opportunity it was to meet in person at the Expat Academy Annual Conference. The catch 

ups were so long overdue and the buzz around the event both in the conference room and the 

exhibition hall reflected the excitement of getting the chance to chat in person. Whilst the upcoming 

Symposium and Club 100 Huddles are also going to be back in person in a couple of weeks, we have 

held the recent Asia Pacific, European and Global Head events virtually. There has still been plenty of 

opportunity for our members to share and discuss their current challenges and this is what we’ve 

heard so far. 

Global Mobility Function Design 

Post covid there is a recognition that the shape of Global Mobility (GM) and operational support 

requirements have changed and, in particular, the use of Shared Services Teams based in locations 

such as Manila and Poland. While the original reason for choosing these locations was based on the 

availability of suitable employees who are prepared to work flexible hours (for example UK time) at a 

relatively low cost this model is being re-assessed by some organisations. 

In particular, the ‘war on talent’ has created challenges in the above locations as many organisations 

have set up shared service facilities in the same places and are now competing to recruit from the 

same pool. This has led to high turnover of more junior staff and increased salary costs. There is also 

concern about the level of competence within the teams and the investment and output from 

training. While it is viable to train up team members at entry level who then remain with the 

organisation for over 2 years, staff who only stay for a short period are not cost effective and 

organisations do not benefit from their investment. There was some debate about whether high 

turnover is an emerging trend or simply a reaction to a temporary situation.  

There is also some debate about the future volume of assignments. In many organisations the 

number of assignments have dropped significantly and as a result there has been a reduction in GM 

headcount. Additionally, in some organisations there is an increase in local employment and payroll 

management rather than a global solution.   

One potential solution being considered is to change the delivery model. This could be achieved by 

hiring experienced Team Leaders and reviewing the approach to selection and training. Another 

option is to re-imagine GM roles and create more skilled advisor level positions providing end- to- 

end assignment support. While the initial investment is high the level of job satisfaction may 

increase creating greater engagement and encouraging retention. 

Working From Anywhere 

Discussion centred around the flexibility being offered by organisations to their employees to choose 

where to work, particularly for short periods. While many such requests have emerged in reaction to 

the pandemic, organisations are striving to identify what is wanted from a ‘Business as usual’ 

perspective moving forward. However, there is a divergence of opinion within businesses and there 

is a challenge for GM to find a way forward that is generally acceptable and ensures compliance. 



 
Current approaches to such requests vary from organisation to organisation ranging from complete 

bans to policies providing degrees of flexibility. Examples include: -   

• Freedom to work for short periods flexibly in the EU, but not globally. 

• A regional approach within a global framework in line with a guide on virtual working and 

flexible working arrangements offered subject to meeting key compliance requirements 

such as immigration and tax. 

• A broad policy allowing employees to work anywhere for a maximum number of days (10-

20) subject to the right to work. However, one organisation stated that there is careful 

examination of the reasons behind the request and identification of the real objective and, 

where appropriate, this would be dealt with under normal HR policy eg. compassionate 

leave. 

• A number of organisations are offering local salary if an employee wants to work remotely 

for longer or it is a personal request. 

There is general recognition that many such moves are taking place outside of any process including 

self-movers and managers moving employees when they require critical skills. There is a growing 

trend for organisations to undertake data checks to identify the location of employees and track 

them efficiently. However, while technology solutions are essential, budget restrictions are limiting 

their use. A further measure is to educate the business to understand the true cost and potential 

risks of such moves.  

Even those organisations that do not generally support working from anywhere accept there is a 

need to find a way forward with this as there are concerns there may be an impact on talent and 

retention. This may include allowing exceptions (with senior level approval), particularly for 

business-critical reasons and where key skills are required. This is usually subject to the employee 

having the right to work, no access to red list countries and restricted business activities in the 

location, such as not entering the office. Many organisations also make security and cyber security 

checks and ensure tax compliance.  For those employees that don’t have the right to work in that 

location, organisations are asking them to come back or take unpaid leave. 

Some organisations have seen an increase in new joiners requesting remote working as an option in 

their salary negotiations.  

A further concern is the risk of employees resigning away from the home country and claiming local 

employment rights. The waiving of local employment rights should be considered up front.  

When designing policy in this area it is key to accept that such moves present an element of risk and 

determine the level of risk acceptable to the business. 

Choosing a Relocation Provider 

Discussion centred around the most effective way to choose a relocation provider and the RFP 

process. From recent experience some key tips were offered:- 

• If seeking a global service check providers organisational structure and ensure they can offer 

one global contract for all services rather than multiple contracts 

• Look at internal communication processes and the volume of relocations to determine the 

scope of their operation and capacity to respond to the client’s needs. 



 
• Ask about complaints and the process for investigation and resolution. What process is in 

place for remedial action when something goes wrong? 

• Explore the providers relationship and working arrangements with their suppliers e.g. 

packers 

• Understand how the provider works with their supply chain. 

Shadow Payroll/Outsourced Services 

Solutions for operating shadow payroll in countries with no expertise has been an issue discussed, 

predominantly for remote workers. In such cases it is possible to use an external provider, but this 

may require a power of attorney resulting in a lengthy and complicated engagement process. 

Organisations have experienced a similar problem when engaging other external services such as a 

Global Employment Company, particularly in France and Germany. To speed the process, it was 

suggested that retaining a list of nominees in different locations will ensure a quick signature can be 

obtained. 

Business Travel 

Requests for business travel are increasing and organisations need to offer an interim response 

while planning for a longer-term approach. Some organisations have chosen to exclude trips of 

under a given number of days from compliance requirements. However, limits are usually imposed 

where regular trips are made to the same country or for visits to specific countries. In addition, 

posted worker requirements in Europe present a further challenge and the need to determine what 

paperwork has to be in place before a trip is allowed. 

For the future, many organisations are looking at technology to respond to the growth in travel and 

changing requirements. 

Posted Worker Notifications 

Some organisations are starting to use technology to manage their posted worker notifications. At 

the recent European Huddle it was highlighted that the European Labour Authority (ELA) is stepping 

up the work it is doing to try and make sure the Posted Workers Directive is applied in a fair and 

effective way that makes it easier for citizens and businesses to benefit from the internal EU market. 

It was noted that Luxembourg, France and Belgium have started to impose fines particularly in the 

construction industry sector. 

Policy flexibility 

We are seeing an increasing number of organisations look to add more flexibility into their policy for 

a variety of reasons. Some organisations are trying to link in with their organisation’s work on 

Diversity, Equity and Inclusion (D,E&I) whilst others are looking at it as more of a talent mobility or 

talent retention tool. It comes as some employees are looking to customise their mobility experience 

to ensure it provides the support needed. Previously when organisations have looked to bring in 

flexibility they have struggled with the additional administrative burden. Now a number of 

technology solutions are making is easier for organisations to offer that flexibility with guidelines in 

place to encourage consistency and transparency. 

https://www.ela.europa.eu/en


 
Digital Nomad Visas 

During COVID-19 we saw the emergence of “digital nomad visas”, “remote work visas”, or 

“freelancer visas” specifically to entice foreigners to work and contribute to the economies of the 

countries offering these types of visas. Now there are up to almost 20 countries offering these types 

of visas and we have heard Global Mobility are being challenged by employees to be allowed to 

work in these locations. 

Whilst they may be able to work in that location from an immigration perspective it doesn’t mitigate 

the tax and permanent establishment issues that may arise whilst that employee is in that location. 

As organisations are putting together their remote worker policies and frameworks some are already 

addressing this issue to ensure clarity and transparency. In case your employees ask, the countries 

offering this sort of visa so far are: 

Anguilla Cayman Islands Georgia Mexico 

Antigua & Barbuda Costa Rica Germany Norway 

Bali Croatia Iceland Portugal 

Barbados Czech Republic Malta UAE 

Bermuda Estonia Mauritius  

 

 

Author: Myrianthe Ewington, Head of Client Services - Expat Academy. 

Myrianthe has over 15 years’ experience in the Global Mobility industry, both in 

house and as an outsource provider across a variety of industries from Banking 

through to Oil & Gas. Myrianthe currently uses her extensive Global Mobility 

knowledge and experience to bring together topical, interesting and relevant industry 

insights and content at the training sessions, Bite Size briefings, Huddles, Super 

Huddles and Conference across the globe. 

 

 

 


