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Why you need this guide

Companies that hire globally gain a big advantage. They find better talent and enter new markets faster.
But hiring across borders isn’t straightforward. There are legal risks and everyday logistical challenges.
These roadblocks can stall your global plans before they start.

You need a clear path forward. This toolkit helps you avoid common mistakes and gives you practical
strategies based on what works in the real world. It'll make your global hiring process simpler.

About you: What’s ahead:

Making your case to go global

How to hire globally

e You’re a talent acquisition leader filling a The 15 most common global hiring mistakes
specialized role with an international candidate. Where to look for talent

* You're an HR manager researching how to ¢ Putting your plan into action
streamline the global hiring process.

* You’re an HR leader planning global
workforce growth.
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Chapter 1:

* Making your case
to go global

Global hiring isn't just about reducing costs. It's about competitive
advantage. You can enter new markets faster, access specialized talent
pools, provide round-the-clock customer support, and build more
innovative teams with diverse perspectives.

A compelling case for global hiring will focus on your company's unique
goals and challenges. Use these frameworks to present a clear, data-
driven proposal that executives across departments can support.

Why hire globally What you get

Enter new markets Local know-how, coverage in all time zones, better customer insights
Find the best talent Workers with skills that may be hard to find in your home country
Manage costs Strategic investment in talent, without cutting quality

Build better teams Globally diverse teams with fresh ideas that perform better



Getting alignment with a strong business case

First, you need to get your leaders to approve your plan. Use these categories and ideas to build your proposal:

@ Connect to company goals
e Growth: Identify which new markets align with sales expansion targets.
¢ Innovation: List specialized skills needed for new product development that aren’t available locally.
e Service: Show how global talent provides essential coverage across time zones.

Quantify specific benefits
e Talent access: List critical skills gaps that global hiring will fill.
e Strategic locations: Identify regions with concentrated expertise.
e Operational efficiency: Demonstrate how “follow-the-sun” workflows improve productivity.

@ Present clear financials
¢ Implementation: Break down initial legal, HR, and administrative expenses.
e Ongoing investment: Detail monthly salary, benefits, and service fees.

Cost advantages: Compare against local hiring alternatives.

ROI timeline: Create an estimate of how long it will take for your investment to pay off.

([ Plan the steps
e Key dates: Set up milestones for launching the initiative.
e \Who does what: Define clear roles for HR, legal, IT, and finance.
¢ Tools needed: Identify infrastructure needs for payroll, benefits, and collaboration.

@ Define success metrics
e KPIs: Track hiring speed, retention rates, team output, cost per hire.
e Team health: Monitor team satisfaction and cultural integration.
e Business impact: Measure impact on revenue and market expansion.

Get a template to help you show
executives that global hiring is
worth the investment. Go from
high-level vision to concrete
implementation with this global
hiring readiness scorecard.
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There are three main approaches to hiring globally — using an
employer of record (EOR), creating a legal entity, and relying on
independent contractors.

Each approach serves different business needs and affects your
timeline, budget, legal protections, and the amount of control you
maintain over the process. The good news is that your approach
can evolve as your global footprint grows.

3 ways to hire globally

Employer of record (EOR) Legal entity

An EOR hires people for you in
other countries. You don’t need
to set up an entity. EORs handle
the legal side of things. They
pay the workers. They do the
paperwork. Your company
manages the day-to-day work.

Best for: Quick hiring, testing
new markets, small teams in
many countries

To create a legal entity, you set
up your own company branch or
subsidiary in-country. You have
full control. This approach costs
more and takes longer. You'll
need to follow all local rules.

Best for: Long-term plans,
many workers in one place,
key strategic markets

Independent contractors

Independent contractors
provide services for your
company. They aren't full-time
employees. Starting this way is
quick and simple. But it comes
with legal risks if you treat your
contractors like employees.

Best for: Short- or long-
term projects, special skills,
non-core work



What to compare

Speed to
onboard talent

Starting cost

Ongoing work for
internal teams

Legal risk
Easy to grow

Protecting
intellectual property

Worker experience

EOR

Days to weeks
Low
Low

Low

Very

Strong

Excellent (with

the right partner)

Legal entity Contractors
Months to years Right away
High \ery low

High Low

Low (if done right) High
Somewnhat Very

Needs careful

Strong contracts

Excellent (with a Mixed
thoughtful approach)

There's no perfect answer that works for every company in every situation. The best choice depends
on your business goals, timeline, and resources. What works for a tech startup might not work for a
manufacturing company. What makes sense in Singapore might not make sense in Brazil.

These factors also affect each other. A longer timeline might let you set up an entity, but if you're
only hiring one person, it likely isn’t worth it. If you need specialized skills right away, contractors
might work best even if you plan to stay in the market for years.

Here are three factors to consider:

e Urgency vs. volume: For urgent needs with fewer
positions, EORs provide immediate compliance.
For larger teams and a long planning horizon, an
entity may be more cost-effective.

e Market commitment: Testing new regions with
minimal risk works well with EORs’ flexibility.
Building a permanent presence can start with an
EOR while you develop an entity strategy.

¢ Role structure: For ongoing positions that are
critical for business operations, partnering with
an EOR or setting up an entity is the way to go.
Specialized or variable projects may fit better
with a contractor arrangement.



START

How soon do you need to hire?

Need to hire quickly Can wait 3-6+ months

Whatiype _of Foles How long will you stay in this market?
are you filling?

Full-time ongoing Project/seasonal Just testing Long-term presence

EOR Contractors What type of roles What type of roles
best choice best choice are you filling? are you filling?

. . Full-time Project-based Full-time Project-based
Quick option

Takes more time
Key questions EOR Contractors EOR first Contractors

best choice best choice then entity best choice

. Recommended approach



Global hiring errors are expensive, time-consuming, and
damaging to both your brand and your ability to retain talent.
What might be a minor issue in your home country can become
a major liability abroad.

By learning from others' missteps, you can avoid the painful
lessons they learned the hard way.



5 legal mistakes that burn trust and budget

Employment laws vary dramatically by country and region. Applying domestic logic to global hiring puts
your company at risk of fines, lawsuits, and reputational harm.

Mistake #1:

Treating employees as
contractors when they’re not

Mistake #2:
Triggering permanent
establishment

Mistake #3:
Using the wrong contract

Mistake #4:
Missing required benefits

Mistake #5:

Forgetting extra pay
requirements

Result:

You'll face substantial
fines and owe back taxes.

Your company could receive
unexpected tax bills in multiple
countries, creating financial and
compliance headaches.

Your agreements won’t
hold up in court.

Workers won't be happy (plus you'll risk
regulatory penalties) if you don’t provide
the right benefits in each country.

You'll face legal complications if you
ignore local compensation rules like
13th-month pay.

Quick compliance check
Catch issues before they cost you money or damage your reputation.

For each country, verify:

|:| Proper classification status
(employee vs. contractor)

|:| Compliant local employment contract
|:| Registration with tax authorities
[ ] Mandatory benefits enrollment

[ ] Working hours and overtime compliance

Solution:

Use an EOR to hire them
properly as employees.

Understand which activities
establish tax presence in each
jurisdiction.

Use contracts for each country
that reflect local employment
laws and requirements.

Use contracts for each country
that reflect local employment
laws and requirements.

Build market-specific payment
structures that align with
local rules.

[ ] Probation period restrictions

|:| Termination requirements and notice periods

|:| Data privacy compliance
(especially for EU/UK)

|:| Statutory time-off policies

[ ] Special compensation requirements

(13th month, etc.)



5 operational pitfalls that hurt your team

Getting the legal stuff right is just the start. You also need to run your global team well. Many
companies don’t take the time to adapt their processes. This leads to unhappy workers, poor retention,

and wasted money.

Mistake #1:

Paying your teams
late or incorrectly

Mistake #2:

Giving home country
benefits that don't
make sense elsewhere

Mistake #3:

Overlooking local
onboarding needs

Mistake #4:

Creating time zone
headaches

Mistake #5:

Widening payroll
knowledge gaps

Result:

Workers lose trust when payments
arrive late, with errors, or in the
wrong currency. This severely
affects productivity and retention.

Some workers get perks others
can't use, which creates inequity
on the team.

New hires take longer to
get up to speed.

Too many late-night calls and
slow responses can exhaust
distributed teams.

One person holds all the passwords,

relationships, and procedures, so
when they’re unavailable, the whole
system falls apart.

Global onboarding checklist

The first few weeks set the tone for your global workers.

Solution:

Invest in global payroll technology
that handles multiple currencies and
tax systems, and maintain a calendar
with every country’s payment dates.

Create a core benefits plan with
local options for each market.

Add country-specific
considerations to your onboarding

Use tools designed for
asynchronous work across
time zones.

Train multiple people on how
to run payroll across every
country.

Verify that your team has tailored each of the following segments for your new team members:

[ ] Localized employment documentation

|:| Market-specific benefits explanation

[] Cultural norms and expectations training

[ ] IT setup accounting for location constraints

[ ] Clear communication channels across time zones

[ ] Integration with local team members

|:| Buddy/mentor program adjusted for remote context
[ ] Performance expectations tailored to role and location
[_] Established feedback mechanisms
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5 culture mistakes that impact team performance

Mistake #1:

Thinking everyone
works like your
home office

Mistake #2:

Missing local holidays
and customs

Mistake #3:

Using the same
rewards everywhere

Mistake #4:

Communicating the same

way with everyone

Mistake #5:

Giving feedback in the style

of your home country

Result:

International employees can
become isolated and experience
tension if they are forced to adapt
to unfamiliar cultural norms.

Scheduling conflicts lead to
missed deadlines and
unnecessary stress when local
calendars aren’t respected.

Recognition efforts fail when
they don't align with cultural
expectations and preferences.

Messages get ignored or
misunderstood when the
communication style doesn’t
account for cultural differences.

Performance reviews can hurt
rather than help when it conflicts
with the employee’s cultural style.

Navigate and understand cultural differences

Work style: how people collaborate

* Communication style (direct vs. indirect)
¢ Decision-making hierarchy preferences
¢ Meeting participation expectations

¢ Conflict resolution approaches

¢ Collaboration vs. individual work norms

Relationship-building

Solution:

Make a simple guide to work
styles for each location and

promote cross-cultural awareness.

Keep a global calendar with
all holidays marked.

Learn and implement reward

systems that apply in each region.

Create basic communication
guidelines for each region.

Train managers on how
feedback differs by culture.

Time and work-life considerations

e Standard working hours
* Religious and national holidays
* \/acation expectations

Recognition approaches and

motivating performance

* Public vs. private acknowledgement preferences

* Professional vs. personal boundaries e Monetary vs. non-monetary incentives
e Appropriate team-bonding activities ¢ Individual vs. team recognition

¢ Business relationship development practices e Career advancement expectations

e Communication formality levels * Performance feedback receptivity

Figure out if your team is prepared to hire globally. Uncover hidden gaps with a quick, five-minute
assessment using the global hiring readiness scorecard.
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Chapter 4.

* Where to look for talent

Many companies rush toward obvious talent markets — like India for
tech — only to discover hidden complexities that weren't apparent in
their initial assessment.

Sometimes the ideal first market for your expansion isn't where the
talent is cheapest or most plentiful, but where your company can
grow steadily with fewer surprises.



5 things to check before you choose a talent market

1 Talent supply

2 Cost factors

3 Communication ease

4 Legal friendliness

B Business strategy fit

Are the skills you need available?
What is the unemployment rate in your industry?
How many companies compete for the same people?

What are typical salaries for your roles?
Which benefits do workers expect?
What's the total cost to employ someone?

Do people speak your company's language?
Is the time zone good for your team calls?
Will communication styles work with your culture?

How hard is it to hire and terminate?
Are labor unions or worker associations common?
Are there strict rules about data privacy and storage?

Does this match where you want to grow?
Are your customers nearby?
Can you find good partners and vendors there?

Global talent hotspots

Through our experience working with hundreds of
companies who’ve expanded globally, we've seen
that talent distribution isn't random - it follows
distinct patterns.

Successful global companies match specific roles
to locations where skills are abundant, accessible,
and appropriately priced. They also start smart by
working with an EOR to test markets.

The chart on the next page reflects talent trends
we’re seeing. Remember to always validate
information like this against your specific needs
and current market conditions.
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Engineering and
development

Customer success
and support

Marketing and creative
Digital marketing

Content creation

Design

Sales

Traditional hubs:

EU, US, Canada,
Australia

Philippines,
Ireland, Portugal

UK, US, Canada,
Australia

Ireland

UK, US, Canada,
Australia, Germany,
[taly, Japan, Spain

Ireland, Portugal,
Colombia, Philippines,
South Africa

Emerging strength:

Poland, Romania,
Brazil, Mexico,
Argentina, Colombia

Colombia, South Africa

Germany, Brazil, Argentina,
Mexico, Colombia, Poland,
Romania, Ukraine, Spain,
Portugal

Brazil, Uruguay, Germany

Poland, Romania,
Ukraine, Brazil, Argentina,
Mexico, Colombia,
Vietnam, Philippines

Mexico, Brazil,
Poland, Romania

Make your location decision measurable

Talent heatmaps by role

Cost-effective scale:

India, Philippines,
Vietnam, Ukraine

Vlexico

Philippines, India,
South Africa, Nigeria

Philippines,
South Africa

Poland, Romania,
Ukraine, Brazil, Argentina,
Mexico, Colombia,
Vietnam, Philippines

South Africa,
Argentina, India

When comparing potential hiring locations, gut feelings often lead to poor choices.
We've seen companies choose markets based on an executive's personal preference or a single factor
like cost, only to face complex challenges later.

This scorecard transforms a subjective decision into an objective one. By assigning numerical values across
key dimensions, you can compare locations side by side and defend your recommendation with data.

For each potential location, score 1-5 in each category (1=Poor match, 5=Excellent match):

Category

Talent access

Cost efficiency

Time zone alignment
Legal/compliance
Strategic alignment

Total score

Location A

Location B

Location C
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Chapter 5:

* Putting your plan into action

Shortcuts may save time up front but could lead to costly challenges
later. Make sure you plan effectively to get the results you want.

Before launch, gather key stakeholders for a final alignment session
where you clarify your expectations and build strong processes to avoid
compliance issues, unexpected costs, and retention problems.



3 topics to discuss in your final readiness check

@ Your business goals

Be clear about your approach, whether you’re testing a new market or making a serious long-
term investment. Define what success looks like in the first 90 days, so everyone’s working
toward the same goals.

@ Your team readiness

Map out how global hiring responsibilities will be distributed across every function. Make sure
you’ve got the right tools in place and everyone knows how to use them. Decide who global
employees will call when they need help.

eIe Your risk tolerance

Balance your speed and compliance priorities. Set up ways to monitor compliance for each
country you’re entering. And always have a plan B for when things don’t go according to plan,
whether it’s a legal hiccup, payroll problem, or communication breakdown.

How to evaluate an EOR partner

If you've decided to work with an EOR partner, keep this in mind: Not all EORs offer the same level of
service, compliance expertise, or technology.

The right partner becomes an extension of your company. The wrong choice can lead to compliance
issues, payroll errors, and unhappy employees.

When evaluating potential EOR partners, look for strengths in three critical areas:

Global infrastructure: People-first approach: Technology foundation:
The strongest EORs own Look for partners with The right provider offers
most of their entities, demonstrated customer intuitive technology, robust
ensuring consistent satisfaction, local market security certifications, and
compliance and service specialists in each country, actionable analytics on your
quality across all markets. and the knowledge and ability global workforce.

to tailor benefits regionally.

Download our EOR evaluation checklist
to assess potential partners against 17 different factors and make an informed choice.
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How to talk to your leaders about global hiring

As an HR leader, you often drive global hiring initiatives from start to finish.

You see the talent opportunity. You understand the implementation challenges. You connect the dots
across departments. But to make global hiring work, you need buy-in from executives who have
different priorities and concerns. These talking points will help you speak each leader's language and
get the support you need.

Your CEO cares about: growth and speed Your CFO cares about: costs and returns
Talk about: Show them:
¢ How global hiring helps you enter new markets e Cost comparisons between EOR, entity, and
¢ Getting talent you can't find at home contractors
¢ Hiring people faster with an EOR ¢ How much you'll save on legal and setup costs
e Growing without adding headcount at ¢ Tools that help with budget planning
headquarters ¢ How you'll avoid expensive legal mistakes
¢ Supporting new product launches with the ¢ Ways to reduce long-term overhead costs
right skills
Your legal team cares about: reducing risk Your COO cares about: smooth operations
Explain: Focus on:
e How an EOR keeps you legal in each country e How global hiring connects with current systems
¢ Worker misclassification measures ¢ Managing teams across different time zones
¢ \Ways to protect your intellectual property ¢ Reducing the need for new infrastructure
e Contract validation processes ¢ Keeping onboarding consistent everywhere

¢ Safeguards against surprise legal problems ¢ Scaling without disrupting what already works



How G-P™ transforms your global hiring journey

G-P exists because we’ve seen so many companies struggle with global hiring. We’'ve seen them spend
months setting up entities they didn’t need, deal with legal penalties they could have avoided, and lose
great talent because they couldn’t get the logistics down fast enough.

So we came up with a better way.

@ When legal complexity threatens your timeline, our entities in 180+ countries ensure
immediate compliance without lengthy setup. The legal infrastructure you need already exists,
ready for your first hire.

@ When operational burdens stretch your team, our technology automates processes like
onboarding, time tracking, and payroll across all your global locations. Your HR team focuses on
strategic work, not administrative tasks.

m When cultural differences create communication challenges, our local experts provide
guidance on management practices, benefits strategies, and team integration that work in
each specific market.

The takeaway: Global hiring doesn’t have to be complicated.
With G-P, you can hire anyone, anywhere - right now.

Take your first step today

Hundreds of companies have already transformed their talent strategy
with G-P. Whether you're hiring your first international team member or
expanding your existing global workforce, we're ready to help.

See how our global employment products and EOR
Get a demo . . i
solutions simplify every aspect of global hiring.

Get personalized guidance for your specific hiring needs.
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