
A practical framework for executive 
teams ready to scale internationally

The Global  
Expansion Playbook



Why you need this guide
Your best business opportunity may be in another market. Global expansion 
opens the door to new revenue streams and talent pools that help you stay 
ahead of competitors, but only when your strategy and execution are sound. 


This guide gives you a step-by-step framework for deciding when, where, and 
how to expand internationally — without the expensive trial and error. 


About you:

You're evaluating whether now is 
the right time to expand globally.


You're deciding which market  
to enter first.


You're comparing expansion 
models (employer of record,  
entity, acquisition).


What's ahead:

Indicators to assess if you're ready to expand


An analysis tool for selecting your first market


Four expansion models and when to use each


Guidance on how to get every leader on board


An expansion readiness scorecard
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Are you ready to 
expand globally?
Timing is everything. Entering a market too early often turns into an expensive trial and error. And 
entering too late means competitors have already planted their flag, forcing you into reactionary 
mode instead of setting the pace. 


The key is recognizing when external signals align with your internal readiness. When you have 
both clear market demand and internal operational maturity, it's time.
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Market signals that say "go"

Customer  
demand


Inbound requests  
from specific countries


Web traffic from  
growing regions


Existing customers 
asking for a local 
presence

Competitor 
dynamics


Market gaps you’re 
uniquely positioned to fill


First-mover  
advantage availability


Competitors succeeding 
in target markets 



Economic  
conditions


Favorable  
exchange rates


Growing markets with  
a healthy customer base


Broad talent pool  
with in-demand skills



External factors to watch for:



Financial  
health


Budget for a 12–18 
month investment


Cash flow to  
support expansion


Consistent  
profitability or strong  
funding runway

Operational 
maturity 


Documented  
processes


Proven  
product-market fit


Clear customer 
acquisition model

Leadership/team capacity


Executive bandwidth for expansion 
oversight and decision-making


Clear ownership of the project with 
dedicated resources


Experience with expansion projects 
or the bandwidth to learn

Internal readiness factors:

Expand when you're being pulled into new markets and have the foundation to serve them well.

The bottom line:

Know before you grow
The best time to expand is when you have both market pull and internal capability.


Signs of market demand: 


Customers actively request your 
presence in target markets.


You're seeing growing website 
traffic from those regions.


Your sales team consistently 
hears “we'd buy if you were local.”

Signs of strong internal capability:


You have financial runway.


You have documented processes that teams can follow.


You have leadership bandwidth to oversee expansion 
without neglecting current operations.


Your product is proven and stable in your home market.

Timing matters more than perfection. It’s best to wait if your home market opportunity remains 
largely untapped, or if you're dealing with product quality issues, stretched leadership, tight cash 
flow, or recent major transitions. Expansion amplifies both strengths and weaknesses.
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Which market should 
you enter first?

Your first market choice shapes everything that follows. Choose well, and you 
build momentum for future expansion. Choose poorly, and you waste months of 
effort and budget on expensive life lessons.


The best approach is methodical. Evaluate markets across multiple dimensions, 
not just obvious factors like size or cost. The "best" market isn't always the 
biggest or cheapest—it's the one that matches your capabilities, timeline, and 
strategic goals.
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The 5-factor framework

Cost  
structure


Salary levels that fit your 
budget expectations


Currency stability that 
won't create surprises

4 5

Regulatory 
environment


Tax structure that works 
with your business model


Data privacy requirements 
you can meet


Every market decision should balance these five dimensions:

1 2 3

Strategic  
value


Access to talent you need


Proximity to customers  
or key partners


Platform for further  
regional expansion


Learning opportunities that  
benefit other markets


Market 
opportunity


Large enough  
customer base to  
justify investment


Growing faster than your 
home market


Customers that match 
your ideal profile


Revenue potential that 
aligns with your goals


Ease of  
entry


Language alignment 
with your team's 
capabilities


Cultural similarities  
that reduce the  
learning curve


Time zone overlap  
for communication  
and support


Existing relationships or 
network connections





Factor Market A Market B Market C

Market opportunity

Ease of entry

Regulatory environment

Cost structure

Strategic value

Total

Step 2

Score and compare

For each market on your shortlist, rate each factor from 1–5:

5 = Optimal 4 = Favorable 3 = Moderate 2 = Unfavorable 1 = Highly unfavorable

Market selection in 3 steps
Step 1

Create your shortlist

Start with 3–5 markets based on where you see the strongest signals:

Customer demand 
or inbound interest

Competitor success 
in similar markets

Available talent for 
roles you need to fill

Existing relationships  
or business connections
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Your first international market should be large enough to validate your expansion without 
overwhelming your team with complexity. 


Look for a market that's similar enough to your home base to reduce operational 
headaches, but different enough to teach you valuable lessons about international 
business. The best first markets also serve as platforms for regional expansion if you plan 
to enter multiple markets over time.

What makes a good 
first market?


Step 3

Test for deal-breakers

Before committing to your top choice, check for factors that could derail success:

Political or 
economic instability

Regulatory changes 
that could affect 
your business

Cultural or operational 
complexity beyond your 
current capabilities

Local talent 
shortages 
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These markets commonly appear in expansion strategies due to specific advantages:

The right choice depends on where your customers are, what skills you need, 
and how your product fits each market. 

Popular first expansion markets

Singapore

India

Brazil

UAE

France

Netherlands

Canada

Germany

Poland

U.K.
Ireland

Australia

Mexico

English-speaking 
markets


Reduced language 
barriers for 
communication 


Similar business 
practices and legal 
frameworks 

Large, accessible 
markets


Customer bases  
with strong  
purchasing power


Well-developed 
business 
infrastructure

Regional hubs


Strategic locations  
for broader regional 
expansion


Business-friendly 
regulations and 
established trade 
networks 

Growing 
economies


Rapidly expanding 
markets with 
increasing demand 


Access to  
skilled talent at 
competitive costs
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What's your 
expansion model?
Now that you know where you're expanding, it’s time to decide how to tackle 
market entry. This choice affects speed, cost, control, and flexibility.
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Your expansion 
options at a glance

Employer of 
record (EOR)



Legal entity Acquisition



Timeline 1–2 weeks 3–12 months 6–12 months

Upfront cost Low High Very high

Best for Testing markets,  
1–15 hires

Long-term market 
commitment, 15+ hires

Immediate scale



Option 1

Employer of record (EOR)

An EOR allows you to enter new markets without the time and cost of entity setup. As the legal 
employer of your global team members, the EOR handles all admin aspects of employment while 
you manage your teams’ day-to-day work. This model allows you to start hiring in 1–2 weeks with 
no setup costs.


Instead, you pay a monthly fee per employee with predictable pricing. The EOR handles 
compliance, benefits, and payroll. This removes the administrative and legal burden of local 
employment law, misclassification risk, and benefits administration from your internal HR team. 
With these issues out of the way, you can focus on strategic opportunities in your new market. 


This works best when you're testing a market with 1–15 hires, need boots on the ground quickly, 
or aren't sure about long-term commitment. You get speed and flexibility with an EOR.

Option 2

Legal entity (subsidiary)

Establishing your own entity gives you full control over employment, benefits, and operations. Setup 
takes 3–12 months and has ongoing monthly accounting and legal fees.


The benefit is that you control all employment decisions, can customize benefits packages, and build a 
long-term local presence.


This makes sense when you're committed to a specific market, plan to hire 15+ people, don’t mind 
waiting more than three months, and want to optimize costs over time. The tradeoff is high upfront 
investment, slow setup, and full compliance responsibility.

Option 3

Acquisition

With this model, you buy an existing company that already has the team, customers, and 
infrastructure you need. This gives you instant market presence but requires 6–12 months and 
significant capital investment.


The target company brings local expertise, established customer relationships, and proven 
operations. You skip the learning curve of building from scratch and can scale immediately.


Choose this when you need immediate scale, have mergers and acquisitions (M&A) experience, 
capital isn't a constraint, and organic entry barriers are high. Be prepared for integration complexity 
along the way.
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Quick decision guide

The hybrid approach

Start with EOR


Hire the first 5–10 people, 
validate market demand 
and talent availability, and 
learn local business 
practices and culture.

Begin entity setup 


Start the legal entity 
establishment process 
while continuing to hire 
through the EOR  
during setup.


Transition to  
your entity


Move employees to your 
legal entity, maintain the 
EOR for smaller markets, 
and use an entity for your 
primary expansion market.


monthsmonthsmonths

Choose EOR if


You need to hire 
quickly (under two 
months), you're 
hiring 1–15 people, 
you want to test 
before committing, 
and speed matters.

Choose a legal 
entity if


You're committed long-
term, you're hiring 15+ 
people, and you have  
a 3+ month timeline.

Choose 
acquisition if


You need immediate 
scale, you have M&A 
expertise, and capital 
availability isn't  
a constraint.


Many successful companies follow this progression:

This approach reduces risk while building toward long-term cost optimization.


1 12 18+
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Building your global 
expansion team 

Global expansion isn't a solo effort. Success depends on assembling the right 
team with clear roles and shared accountability. The best expansions happen 
when everyone understands their role and works toward common goals.
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Essential roles for 
expansion success

Executive sponsor


Every expansion needs a senior 
leader who owns the initiative and 
can make decisions quickly. This 
person drives strategy, removes 
roadblocks, and maintains 
momentum when challenges arise.


This is typically the CEO, COO, or 
head of international business. 
They set the vision, secure 
resources, and ensure the 
expansion stays aligned with 
company strategy.


Project manager


Someone needs to coordinate 
across functions, track 
progress, and manage day-to-
day execution. This role keeps 
everyone aligned and ensures 
nothing falls through the cracks.


This is typically someone  
from operations, strategy,  
or business development.  
They create timelines, run 
meetings, and communicate 
progress to leadership.





HR and talent lead


Hiring is usually the first major activity in 
expansion, making HR critical from day 
one. This person handles compliance, 
compensation strategy, and employee 
experience design.


Your CHRO or talent leader typically owns 
this. They work with local experts or EOR 
partners to navigate employment laws and 
build competitive packages.


Finance partner


Expansion creates new financial 
complexity around budgeting, forecasting, 
currency management, and cost tracking. 
Finance ensures you stay on budget and 
understand true expansion costs.


This is usually your CFO or a dedicated 
finance business partner who can model 
different scenarios and track ROI metrics.

Legal counsel


Employment laws, contracts,  
IP protection, and regulatory compliance 
vary by country. Legal guidance prevents 
costly mistakes and ensures proper  
risk management.


This person may be internal counsel  
or external specialists familiar with  
your target markets. They review 
contracts, assess risks, and ensure 
compliance strategies.

Local market expert


Someone that understands customer 
behavior, competitive landscape, cultural 
norms, and business practices in your 
target market.


This can be an existing employee with 
market knowledge, a new local hire,  
a consultant, or expertise provided by  
your EOR or entity partner.
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Team structure options
Option 1

Dedicated 
expansion team

Create a cross-functional 
team focused solely on 
expansion. Best for 
companies making major 
market investments or 
entering multiple markets.

Option 2

Part-time  
project team

Assign expansion 
responsibilities to existing 
team members as 
additional duties. Works 
well for smaller 
expansions or companies 
testing new markets.

Option 3

Hybrid  
approach

Hire a dedicated 
project manager while 
other functions 
contribute part-time.

Set your team up for success
The goal is to build a team that can execute efficiently while learning lessons that improve 
future expansion efforts.

Regular communication


Schedule weekly  
check-ins during active 
expansion phases.

Success metrics


Agree on how you'll 
measure progress—hiring 
milestones, revenue 
targets, cost benchmarks, 
and timeline adherence.

C-suite alignment


Ensure unified leadership 
support. Conflicting 
directives can kill even 
the strongest  
expansion strategy.

Escalation process


Define how to handle 
roadblocks, budget  
overruns, legal issues,  
and timeline delays.

Clear decision rights


Document who can approve 
hiring decisions, budget 
changes, vendor selections, 
and timeline adjustments.

Knowledge sharing


Create documentation  
for lessons learned, local 
market insights, and  
process improvements  
for future expansions.

14



How each leader views 
global expansion
Every executive brings a different perspective to global expansion. 
Understanding these viewpoints helps you build alignment as you 
assess each potential expansion model.


As a CEO, your priorities are speed, growth, and competitive advantage.
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The CEO perspective

What keeps you up  
at night


Missing market opportunities as 
competitors move first

Experiencing slow time to market 
that drains revenue

Choosing the wrong market and 
wasting resources

Facing long payback periods 
that hurt quarterly results 


What you need  
to know


Global expansion gives you first-
mover advantages in key markets. 
Whether through EOR for speed, 
entity for control, or acquisition for 
scale, you should enter markets 
strategically while maintaining the 
flexibility to adjust based on results.

Focus on the competitive advantage and revenue opportunity. Gain 
clarity on timelines associated with each expansion model — the one 
you choose should support your growth goals.

The bottom line:



The CHRO perspective
CHROs focus on talent access, employee experience, and compliance.

What keeps you up at night


Finding qualified talent in 
competitive markets

Creating consistent employee 
experiences across countries

Navigating complex employment 
laws and compliance requirements

Building competitive compensation 
packages without overspending


What you need to know


Global expansion gives you 
access to talent pools that don't 
exist locally. Your expansion 
model should handle compliance 
complexity while giving you the 
tools to create great employee 
experiences anywhere.


Emphasize talent access and compliance support. Show how your approach maintains 
HR standards while reducing administrative burden.

The bottom line:



As a CFO, you care about costs, ROI, and financial predictability.

The CFO perspective

What keeps you up at night


Absorbing high upfront costs with 
uncertain returns

Dealing with unpredictable expenses 
in unfamiliar markets

Running into currency fluctuations 
affecting budgets

Experiencing long payback periods 
that strain cash flow


What you need to know


Your expansion model should 
provide cost predictability and 
faster time to revenue. Whether 
it's the EOR's operating expense 
model, entity's long-term cost 
efficiency, or acquisition's 
immediate revenue, you're 
optimizing for financial returns.


Your goal is to understand each expansion model's cost structure and ROI timeline. Choose 
the option that allows you to best manage financial risk while delivering measurable returns.

The bottom line:



As a CLO, you worry about legal risk, compliance, and liability.

The CLO perspective

What keeps you up at night


Managing employment law violations 
in unfamiliar jurisdictions

Addressing worker misclassification 
risks and penalties

Ensuring data privacy compliance 
across different jurisdictions

Setting up intellectual property 
protection in new markets

What you need to know


With an EOR, your expansion 
approach transfers legal risks to 
experts. Compliance is handled 
by specialists who understand 
local requirements and keep you 
protected.

An EOR helps with risk mitigation and legal protection, reducing liability while retaining 
business control.

The bottom line:



Common ground across all leaders:

Key discussion questions for your leadership team:

Building C-suite alignment

Reduced risk 
through proper 
planning

Predictable costs 
and clear ROI 
expectations

Speed to  
value without 
sacrificing quality

Flexibility to scale 
up or down based 
on results

Which market 
should we enter 
first and why?

What does 
success look like  
in six months?  
Twelve months?

What expansion 
model aligns  
with our timeline 
and budget?

What risks 
concern us most 
and how do we 
mitigate them?

Who owns the 
expansion initiative 
day-to-day?

1 2 3

How does this 
expansion support 
our broader 
strategic goals?

4 5 6

Getting to consensus

Schedule a dedicated session to work 
through these questions together. 
Each leader should voice their priorities 
and concerns. The goal isn't to 
eliminate all concerns but to ensure 
everyone understands the tradeoffs 
and agrees on the path forward. 



Your global expansion 
readiness scorecard
You've assessed timing, selected a market, chosen a model, and aligned your team. 
Now evaluate your overall readiness with this scorecard.
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How to use this scorecard
For each category, rate your organization from 1–5:

1 = Not prepared at all

2 = Early stage preparation

3 = Moderately prepared

4 = Nearly ready

5 = Fully prepared

Be honest. This assessment helps you 
identify gaps before they become problems.



Strategic readiness

Financial readiness

Factor Score (1–5) Evidence/Notes

Clear business case for expansion

Defined target market with research

Expansion aligns with company strategy

Board and leadership support

Success metrics defined

Subtotal (max 25)

Factor Score (1–5) Evidence/Notes

12+ months cash runway

Budget allocated for expansion

Cost projections completed

Financial systems can handle 
multiple currencies

Understanding of total employment costs

Subtotal (max 25)
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Operational readiness

Factor Score (1–5) Evidence/Notes

Documented, repeatable processes

Product demand in target market

Support capacity for new time zones

Technology infrastructure can scale

Recruiting process ready

Subtotal (max 25)

Legal and compliance readiness

Factor Score (1–5) Evidence/Notes

Understanding of local employment laws

Alignment with data privacy requirements

IP protection strategy in place

Contract templates available

Compliance monitoring plan

Subtotal (max 25)
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Leadership and team readiness

Factor Score (1–5) Evidence/Notes

Executive sponsor identified

Program manager assigned

Cross-functional team engaged

Experience with remote/distributed teams

Bandwidth to manage expansion

Subtotal (max 25)

Vendor readiness — if using employer 
of record (EOR)

Factor Score (1–5) Evidence/Notes

EOR evaluation criteria defined

Vendors researched and shortlisted

Security and compliance requirements clear

Integration needs confirmed

Contract terms negotiated

Subtotal (max 25)
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Your total score
Add all subtotals: /150

Score interpretation

Score range Interpretation Recommended approach

120-150 points Ready to launch You're well-prepared for global expansion. 
Move forward with confidence. Focus on 
execution and maintaining momentum.

90-119 points Nearly ready You have a solid foundation, but gaps 
remain. Address medium-scoring areas 
before launching. Expect a 30–60 day 
preparation period.

60-89 points Significant gaps You need more preparation before 
expanding successfully. Focus on scores 
below three. Consider a 60–90 day 
readiness sprint.

Below 60 points Not ready Expansion would be high-risk. 
Strengthen your foundation first. Revisit 
this scorecard in 3–6 months after 
addressing critical gaps.

If your scores are low in legal and compliance readiness or operational readiness, partnering with 
an EOR can immediately close those gaps. A global EOR like G-P has the legal infrastructure that 
allows you to move forward without the risk or the 6–9 month wait. 



Accelerate global 
expansion with G-P
You have the strategy. Now you need execution that works. G-P created the EOR 
industry. We’ve been simplifying global hiring for 13+ years. With us, you can hire, 
onboard, and manage teams in 180+ countries in minutes, not months. We 
manage payroll, benefits, and compliance across your global team, so you can 
focus on growing your business. Our local experts guide you through 
compensation, culture, and employment practices that work in each market.


The result: International expansion becomes a competitive advantage, not an 
operational burden.



Ready to get started?


Book a demo

See how our global employment products and EOR solutions simplify global hiring.

https://www.globalization-partners.com/book-demo/?utm_source=ebook&utm_medium=content&utm_campaign=25q4_gbl_all_exec_globalhiringtoolkit_ebook
https://www.globalization-partners.com/book-demo/?utm_source=ebook&utm_medium=content&utm_campaign=25q4_gbl_all_exec_globalhiringtoolkit_ebook
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