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Designing global mobility

for atalent-driven future

Making it your strategic advantage

The world of work is in a state of unprecedented flux. We are seeing a profound
convergence of long-term structural shifts—geopolitical instability, demographic shifts,
and technological acceleration—converging with short-term shocks such as economic
volatility, regulatory fragmentation, and rapid advances in artificial intelligence (Al).
Together, these dynamics are reshaping where work is performed, how organizations
access skills, and how risk must be managed across borders.

However, many global mobility programs remain
anchored to models designed for a far more
predictable environment—focused on efficiently
moving people rather than defining workforce
strategy. As workforce strategy, business growth, and
enterprise risk become increasingly intertwined, this
transactional approach is no longer sufficient.

This article explores why traditional mobility models
are increasingly misaligned with today'’s realities, what
a value-driven mobility function looks like in practice,
and how leaders must rethink mobility’s role to
support growth, agility, and risk management.

From transactional execution to strategic enablement

For decades, global mobility has operated primarily as
a downstream executor—implementing assignments
after decisions were made and measuring success
through cost control, speed, and compliance. While
these fundamentals remain essential, they no longer
capture mobility’s full potential or relevance.

Today's mobility function sits at the intersection of
business strategy, talent strategy, and enterprise risk.
Few functions have comparable visibility into how
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workforce decisions influence market entry, mergers
and acquisitions, regulatory exposure, leadership
pipelines, and employee experience—and it would be
a disservice to the organization if its view remained
purely operational. It's time to elevate global mobility
from a reactive compliance and cost center to a more
strategic component of your talent strategy—a role it
can play with ease.
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Leading organizations are beginning to use global mobility as a mechanism to:
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Deploy scarce skills Enable workforce agility Balance growth ambitions Improve employee
quickly and intentionally in the face of disruption with regulatory and experience, engagement,
geopolitical risk and retention

They are helping drive business strategy forward—proactively shaping workforce planning, and
developing future leaders. The value lies not in movement alone, but in alignment—ensuring the
right capabilities are in the right place at the right time.

The forces redefining the modern workforce

Four interconnected forces are driving the need to elevate global mobility. Together, they are
challenging traditional employment models and intensifying the importance of coordinated
workforce decision-making.

Force of change The challenge for leaders
Workforce Employees increasingly value flexibility, career mobility, and continuous
expectations and learning. At the same time, organizations face widening skills gaps
talent scarcity and heightened competition for specialized talent. These pressures

introduce complex tax, immigration, and compliance considerations that
mobility teams are uniquely positioned to navigate.

Al, automation, Al is now embedded across operating models. While productivity gains
and the changing are real, they demand new skills, new governance frameworks, and
nature of work more dynamic workforce planning. A strategic mobility function can

play an important role in supporting expert hiring, reskilling, and the
global circulation of Al-enabled talent.

Geopolitical Rising geopolitical tension, sanctions regimes, data localization
and regulatory rules, and shifting immigration policies are fragmenting the global
complexity employment landscape. As organizations nearshore operations or

adjust their geographic footprint, decisions about where to locate talent
become both more complex and more consequential.

Many organizations struggle to find the skills they need through external
hiring alone. Addressing this challenge requires building and redeploying
internal capabilities. Global mobility, supported by internal talent
marketplaces, enables organizations to unlock existing skills, accelerate
development, and reduce reliance on constrained labor markets.

The widening
skills chasm

Together, these forces converge where workforce strategy meets risk—placing global mobility
at the heart of enterprise-level decisions.
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Designing a value-driven global mobility framework

To navigate this fluid future, organizations must champion a shift in their mobility operating model
from a service provider to a strategic partner embedded within the business. But having a seat
at the table requires defining the value proposition up front. Without clear, value-based metrics,
mobility teams often struggle to secure early involvement in strategic discussions, leaving critical
insights underutilized. As a result, many programs remain operationally strong but strategically
underleveraged.

Redefining mobility's success with meaningful KPIs that measure strategic value and contribution
to broader business goals—rather than dated cost-based metrics—helps articulate the value
mobility facilitates. Without data-driven metrics that measure Return on Investment (ROI), mobility
teams often struggle to secure early involvement in strategic discussions and to demonstrate the
strategic impact of their programs. By shifting the measurement lens from cost containment to
value creation, mobility leaders can make a compelling case for early engagement in workforce
planning, site selection, and business growth decisions—ensuring the function is positioned as a
strategic enabler rather than a downstream cost center.

A future-ready mobility function is intentionally designed mobility around agility, insight,
and value creation.

Integrate mobility into strategic Build an insight engine
workforce planning through data and Al

Mobility leaders should be engaged early in workforce Manual processes and spreadsheets cannot scale

planning, site selection, and M&A activity. with today's complexity.

e QOperational shift: Embed mobility leaders e Operational shift: Invest in advanced analytics,
in these key turning points in the company’s predictive cost modeling of talent supply, staffing
growth strategy. Their insights into talent forecasts, candidate-matching algorithms, and
availability, immigration feasibility, cost structures, compliance automation to forecast demand, model
and deployment models directly influence risk, and inform enterprise decisions in real time.
strategic outcomes. e New KPI: A future-ready mobility function

e New KPI: Success should be measured not just by operates as an insight engine, leveraging Al and
the speed of deployment but also by metrics like analytics to transform mobility data into enterprise
M&A talent retention percentages and the time intelligence that informs decisions on talent
to fill essential roles in new facilities. deployment, risk exposure, and ROI. Track the

accuracy of forecasted staffing demand and
the financial savings realized from identified
risks avoided, demonstrating a clear return on
technology investment.

6 KPMG LLR a Delaware limited liability partnerst
firms affiliated with KPMG International Limited, a priva

zation of independent member  Designing global mobility for 3
2d. USCS042652-3A a talent-driven future

English company limited by guarantee. All r




Cultivate an internal
talent marketplace

Build collaborative
cross-functional teams

With external hiring increasingly constrained, mobility
becomes the engine that circulates skills internally—
connecting employees to opportunities across borders
and enabling reskilling through experience.

e Operational shift: Make your mobility program the
engine for a dynamic internal talent marketplace,
facilitating skill-mapping and connecting employees
to opportunities across geographies. This can help
address skills gaps and may support improved
employee retention.

e New KPI: Shift focus on the percentage of roles
filled internally and the career progression of
assignees postassignment.

Develop proactive geopolitical
risk capabilities

Increasingly complex legislation, sanctions, and
geopolitical instability require specialized expertise.

e Operational shift: Embed geopolitical risk
specialists into the team to actively monitor
regulations, assess risk across geographies, and
mitigate exposure before it materializes.

e New KPI: Measure success by using indicators
related to risk identification, mitigation efforts, and
the accuracy of risk assessments.

The cost of standing still

Mobility's greatest value lies in proactive guidance
across a broad spectrum of compliance and
workforce matters.

e How to do it: Foster collaboration across HR,
Finance, Legal, and Tax to provide holistic advice.
Move from answering compliance-specific
questions to offering strategic recommendations
on the optimal assignment type, location, and
structure to achieve a business goal.

Evolve KPIs to tell a value story

Operational metrics alone are insufficient. To
communicate strategic impact, mobility must tell a
more powerful story with its data.

e How to do it: Augment traditional operational
metrics (e.g., processing times, cost containment)
with value-driven ones, such as:

— The opportunity cost avoided by
rapid deployment

— The contribution mobility can make in
supporting successful market entry

— The costs avoided by filling a critical role
internally versus hiring externally

— The career progression and retention rates
of assignees.

Organizations that fail to modernize their mobility model face risks that extend well beyond inefficiency:

Talent attrition and negative
employee experience
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Immigration, tax, payroll, and
labor law violations

Skill leakage and loss of
institutional knowledge
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Lost business opportunities-and
operational disruption
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As workforce complexity increases, reactive mobility models become not only expensive

but also strategically limiting.
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Executivelenses

When we start to look at these imperatives and necessary transformation from a leadership
perspective, some key themes emerge.

What this means for the C-suite
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What this means for mobility leaders @

For senior executives, global mobility is a strategic
risk mitigator and growth lever, not an administrative
function. It is a board-level enabler of growth,
resilience, and talent strategy.

Key questions to ask

Are our workforce and location strategies fully
aligned with our long-term business objectives?

Do we understand the opportunity cost of slow
or constrained talent deployment in our key
growth markets?

How exposed are we to geopolitical, regulatory,
and compliance risks through our current
workforce decisions?

What to do now

What this means for tax and compliance leaders

Integrate: Bring mobility leaders into capital
planning, M&A, and site-selection discussions
from day one.

Demand value: Require value-based metrics
(e.g., opportunity cost avoided, revenue
enabled) in addition to standard cost and
compliance reporting.

Empower: Treat the mobility function as a
strategic intelligence unit that informs enterprise-
level decisions.

For mobility leaders, the mandate is to evolve from a
reactive executor to a proactive adviser.

Key focus areas

Achieving early engagement in business and talent
strategy discussions

Developing robust capabilities in analytics,
predictive modeling, and scenario planning

Building a strong narrative around the value
created and risks avoided by the mobility function

What to do now

Redesign KPIs: Evolve metrics to reflect business
outcomes, not just transactional activity.

Automate and elevate: Invest in compliance and
operational automation to free up capacity for
more strategic work.

Build bridges: Forge strong, collaborative
partnerships across HR, Tax, Legal, Finance, and
Business Operations to deliver holistic guidance.

For tax and compliance leaders, the evolution of global mobility makes it a critical frontline partner in
managing enterprise risk in an increasingly fragmented regulatory landscape.

Key considerations

What to do now

e The rise of remote and hybrid work blurs traditional .
tax, payroll, and permanent establishment
boundaries, increasing the risk of noncompliance.

Integrate early: Embed tax, immigration, and
regulatory insights into the mobility planning process
from the very beginning, not as a final check.

Shifting sanctions, export controls, and data
protection rules intersect directly with workforce
and talent decisions.

Leverage data: Use mobility data to proactively
identify, model, and mitigate compliance exposures
across the organization.

Supply chain nearshoring and M&A activity are
accelerating cross-border movements that require
rigorous, early-stage compliance oversight.

Partner for agility: \Work collaboratively with mobility
teams to design frameworks that balance essential
compliance rigor with the need for business agility.
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The futureis fluid. Your talent strategy must be too.

Global mobility is no longer a cost center or a purely
operational function. It is a core enabler of modern
business strategy—driving the intentional deployment
of talent to support growth, agility, and innovation.

When designed with purpose, mobility becomes a
connective tissue across the enterprise. It breaks
down traditional silos, accelerates strategy execution,
enhances the employee experience, and generates
insights that inform enterprise-level decision-making.

Realizing this value requires mobility models that are
adaptive by design. Leaders must shift from static
programs to frameworks that enable the continuous
flow of talent, integrate technology to dynamically
augment skills, and preserve organizational continuity
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in the face of constant disruption. This reimagining
spans processes, service delivery, governance,
capability models, and the broader technology
ecosystem that underpins mobility.

When global mobility operates as a strategic adviser
to talent strategy, a data-driven source of enterprise
insight, and a catalyst for employee engagement, it
unlocks the full potential of an organization's most
valuable asset—its people.

The question for leaders is no longer whether this
transformation is necessary, but how quickly they are
prepared to bring mobility’s true strategic role to the
forefront of the business.
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