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Business Case for Strategic Thinking

Employee Benefits in a Global Perspective
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Aligning global HR 
to global business 
expansion needs

Winning/surviving 
the war for talent

Keeping up 
with changing 

legislative 
environments

Mitigating risk

Protecting 
the brand

Multinational Business Environment

Managing costs
Introducing 
operational 
efficiencies

Corporate 
governance

Challenges of a Multinational Employer
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LOCAL MINDSET
Employees’ expectations are influenced 
by  cultural and political environment  

Changed work environment
• Remote working and demand for flexible solutions
• Questioning sustainability of existing social insurance
• Aging workforce and prolonged careers 
• Work/life balance in longer careers

Health care
• Access to good and affordable health care
• Chronic disease concerns in developed markets
• Infrastructure needs in emerging markets
• Increased ask for (physical and mental) wellness

Global shift in the employees’ mindset
• Focus on long-term financial security and job security 
• Increasing importance of benefit programs over pay in 

employee recruitment and retention

Balancing Global and Local Mindsets
GLOBAL MINDSET

Employers’ decisions are subject to 
very dynamic global market movements

Changed workforce expectations and needs
• War for talent is omnipresent
• Focus on diversity and inclusion
• Increased focus on prevention, consumerism and 

(physical and mental) wellness

Sustainability and affordability 
• Emerging markets with developing social systems and 

infrastructure (high medical inflation)
• Developed countries with aging workforce and social 

systems under pressure cause sustainability concerns

Changing legislation
• Global increase in retirement age, minimum standards
• Stringent compliance requirements

Natural disasters, political turmoil, etc.
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Dynamic Forces in the 
Global Benefits Landscape

Dynamic Market Cost Drivers Key Influences
• Competitive/best practices
• Changing workforce 

attitudes/demands
• Legislation
• Natural disaster, terrorism, 

political turmoil

• Aging
• Health care inflation
• Chronic disease
• Social fiscal pressure

• Local legal framework
• Collectivism
• Employee contracts
• Consent
• Acquired rights

Different challenges in different markets
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Business Case for Strategic Thinking

Purpose of a 
Global Benefits Strategy and Governance Framework

• Ensure that the development and operation of benefit programs 
support the needs of the global employee population, in line with 
general business objectives

• Define and maintain mutually agreed principles, management 
procedures and program architecture

• Make sure costs are well managed and appropriately allocated
• Ensure decisions are made at the appropriate level(s) and are 

transparent for all stakeholders
• Verify that programs are compliant with local legislation and that 

risks for all stakeholders are efficiently managed
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Component of 
Corporate Strategy

Component of 
Corporate GovernanceComponent of 

Total Reward Philosophy

Global Benefits Strategy in Perspective

Benefits Philosophy

Company’s vision/position on employee 
benefits (EB)

• Company values and social 
responsibility

• Core benefits and market 
positioning

• Strategic business objectives 

Benefits Strategy

Direction to manage EB programs

• Detailed plan to offer and 
manage range of benefits

• Tailor to geographic and 
culture-specific needs

1. Design and decision making
2. Finance and cost management
3. Administration and delivery
4. Disclosures and communications

Benefits Governance

Framework to ensure efficient management

• Guidelines and policies to 
establish consistency, 
accountability, oversight, 
transparency and compliance 

1. Understanding 2. Planning 3. Execution

Benefits Inventory and Market 
Benchmarking/Reviews

Employee Surveys
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Aligning Vision and Needs

Understanding Needs and Expectations
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Benefits Philosophy Statement
• A single document, crisp and easy to 

understand documenting the company’s 
position about employee benefits

• Aligns with/endorses broader rewards 
philosophy

• High-level definition of the company’s vision 
pertaining to employee benefits and explanation of 
the company’s approach for offering employee 
benefits

• Achieves balance between global and local 
needs for mutual benefit

• Developed through input from relevant 
stakeholders, to obtain their buy-in to develop and 
execute an appropriate strategy

Creating a Philosophy Statement
Strategic Considerations
• Business/industry 
• Business climate and needs
• Corporate values and culture
• Organizational model 

and resources
• Central influence
• Legacy of global expansion
• People needs
• Geography/politics/culture
• Internal equity vs. market
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Balancing Talent Needs and 
Business Objectives

Align with
TALENT NEEDS

• Composition of global workforce? 
̶ Salaried vs. hourly/manufacturing vs. 

sales
̶ Local nationals vs. expats/third country 

nationals (TCNs)
̶ Travelers/extended business trips, 

cross-border transfers
• Demographics and family composition 
• Trade-off pay and benefits
• Importance of job security and 

work/life balance

Align with 
BUSINESS OBJECTIVES

• Positioning toward competition
• Risk adversity and investor relations
• Global brand strategy
• Expansion ambitions
• Global efficiencies and economies of scale
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Objective

Why do you offer employee benefits?
• What sets you apart as an employer? What kind of talent do you want to attract? 
• How do you wish to reward your employees’ loyalty and efforts?
• How do you define your social responsibility (to your employees)?

Beneficiaries

Who are the stakeholders, and what are their needs and expectations?
• Who should benefit from the employee benefit programs: All or only certain groups? 
• Do you feel responsible for employees’ dependents? 
• Is internal equity important between employee types and/or across geographies?

Design

Which benefits do you offer?
• Do you want to follow general market practice, or do you want to differentiate yourself?
• What benefits do you want to offer to make employees more efficient and productive?
• How important is employee choice?

Financing
How much do you want to pay for offering benefits?
• How do you define cost-effectiveness?
• How do you wish to address cost-sharing? Why is it important?

Delivery

How do you offer benefits?
• What are the selection criteria for an insurer? Are you looking to work with the best-fit-in-

market or a member of a global network?
• What is your position on working with an intermediary to protect your interests?

Fundamental Strategic Questions
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Objective of Global Benefits Inventory
• Have benefits program information available in central database to enhance cross-border 

understanding of plan provisions and aid with informed decision making
• Challenges:

– Collect relevant and complete plan information (including policy documents, employee 
handbooks, premium statements, etc.)

– Keep database up to date in measuring employee motivation, job performance and 
effectiveness of HR programs

Benefits Inventory and Market Review

Objective of a Market Benchmarking/Review Exercise
• Have a summary of program competitiveness (how it compares to general market or peer group) 
• Identify issues/areas for improvement

13



DO
• Ask about experience with 

vendors in terms of claims 
handling, customer service, etc.

• Ask about effectiveness of 
resources such as employee 
handbooks, benefits education 
materials, enrolment system, etc.

• Ask about what voluntary benefits 
should be added to the benefits 
portfolio

Employee Surveys

DON’T
• Ask about satisfaction about the level of 

compensation and benefits 

Objective of a Workplace Survey
• Measure employee motivation (about benefits programs), and the effectiveness and 

performance of HR programs
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Global Benefits Strategy

Planning for Success

Design 
and

Decision Making

Finance
and 

Cost Management

Administration 
and 

Delivery

Disclosure
and 

Communications
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Benefits Level
• Positioning toward competition/benchmarks

̶ Peer employers (in location/industry/talent pool)
̶ Benchmark does not (always) match your people

• Definition of core and minimum benefits
̶ Integration with social insurance programs 
̶ Diversity, equity and inclusion (DEI) and legal constraints

• Sustainability and financial planning

Design
Benefits Offering

• Retirement and long-term savings

• Life and accident 

• Disability
̶ Long vs. total permanent disability
̶ Sick and short-term

• Medical
̶ Inpatient/hospitalization and outpatient
̶ Rx and vaccinations
̶ Vision/dental/mental

• Flexible and voluntary benefits

Available benefits solutions 

Cultural expectations

Legislative requirements 
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Management Framework

• Shared cross-border
responsibility and defined
roles between corporate HQ,
regional HQ and local levels

• Cross-functional cooperation
(legal, finance, procurement,
IT, treasury)

Decision Making
Negotiation and Compliance

• Local legal requirements
(social insurance, taxes,
government entities) and
industry mandates

• Collective bargaining and
works councils

Fiduciary Concerns
• Corporate governance

requirements
• Legal employer obligations
• Materiality thresholds

Decision-Making Matrix

Decision-Making Levels Roles Scope

Local (HR and management), 
regional, central/corporate 
(center of excellence), oversight 
committee, business segment 
leaders, etc.

Decision maker, influencer, 
consultant, etc.

New programs, design changes, 
vendor selection, contracting 
(including renewals)
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Cost-effectiveness
• Selection of appropriate vehicles

̶ Individual vs. group policies 
 Stipend/cash allowance

̶ Bundling of services 
̶ Participation in multiemployer/industry solutions 

• Optimize/contracting 
̶ Local vendor review/marketing
̶ Multinational pooling
̶ Multi-year contracts
̶ ASO/self-insurance

Finance and Cost Management

Risk Mitigation and Economies of Scale
• Preventive measures

̶ Wellness and health management 
initiatives to reduce health care 
spend

̶ Education to promote consumerism

• Accounting considerations and 
budgeting 
̶ Conversion of DB to DC plans
̶ Volatility of plan cost

• Global financing
̶ Captives and global underwriting
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What’s considered wellness/well-being?

Global Wellness and Well-Being
Global Wellness Challenge

• Delivering supporting tools and a 
complementary “pathway” to local countries 
to engage and widen a local adaptation and 
culturally appropriate mindset to 
wellness and well-being

Challenges and Obstacles
• Cultural appropriateness needs to be 

top of mind
• Data is less accessible in many countries
• Existing services are already being 

delivered through social welfare programs 
and local insurance providers

• Data privacy laws need to be considered

Access to care

Sleep

Exercise

Diet
Stress

Sanitation

Substance 
abuse

Local Health Promotion
• Today, health promotion, prevention 

and wellness activities are taking place 
in many countries

• These include statutory benefit systems, 
occupational health mandates and 
compliance, and insured benefits
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Plan Administration 
• Mediation between benefits providers 

and employees
– Assistance with benefits-related 

questions and membership 
matters

• Employee orientation and education 
to promote employee satisfaction 
and engagement

• Budget planning and tracking
• Compliance with rules and 

regulations, including government 
reporting requirements

Administration and Delivery

Cross-Departmental/Functional Cooperation

• Interaction between HR, risk management, finance, procurement, 
internal audit and corporate security

• Risk and crisis management measures

Vendor Management
• Relationships and review

– Customer service
– Independence and 

stakeholder protection

• Insurers/brokers/consultants/
legal counsel/asset managers/ 
administrators/tax advisors/ 
payroll providers/tech providers

• Legal compliance
• Fiduciary responsibility in the event of failure 

of carrier/vendor
• Documentation requirements

Vendor
Risks
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Employee Communication and Education
• Documentation

̶ Onboarding and enrolment guides
̶ Periodic pension and benefit statements
̶ Post-termination communications

• Education
̶ Open dialogue culture and coaching
̶ Employee presentations
̶ Wellness initiatives

• Technology
̶ Social media
̶ New technology (benefits-on-the-go)

Disclosure and Communications
Reporting and Disclosure

• Internal reporting
̶ Financial reporting (long-term liabilities, benefits 

spend, etc.)
̶ Documentation of processes for audit

• External reporting
̶ Government reporting
̶ Taxation
̶ Local accounting standards

• Privacy considerations
̶ Moving and using data across borders
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Global Benefits Governance

Diligence and Efficiencies

Executing Efficiently
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• Sarbanes-Oxley Act (2002)—Enforcement of strict corporate 
governance procedures for ethical and accurate reporting, with a 
focus on stakeholder (shareholder) protection

• Risk management—Coordinated application of resources to 
minimize, monitor and control the probability and/or impact of 
unfortunate events

• Centralized control mechanism to ensure that local 
management delivers in line with corporate objectives

What Is Governance?

Framework of guidelines and processes to ensure efficient 
execution of a global strategy and effective management
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Governance as Risk Management
Risks Inherent to Benefits Management

Design and
Decision Making

• Ineffectiveness of benefits program (coverage gaps)
• Misalignment with global objectives and lack of internal equity
• Non-compliance with local legislations and collective bargaining

Finance and 
Cost Management

• Missed optimization and use of economies of scale
• Misallocation of resources and sustainability concerns
• Inaccurate financial reporting and financial planning

Administration   
and Delivery

• Lack of supporting qualified resources
• Fiduciary liabilities due to errors and omissions
• Regulatory compliance and documentation

Vendor Management
• Fiduciary liabilities in event of third-party provider/carrier failure
• Conflicts of interest (B2B relationships)
• Poor vendor performance and breach of service level agreement (SLA) 

Disclosure and 
Communications

• Non-compliance with legal reporting requirements
• Miseducation of employees
• Low employee satisfaction due to lack of communications
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Good Global Governance Principles

Consistency
Through written 

guidelines and policies
• Enable global efficiencies 
• Ensure management of 

benefits programs is in 
alignment with corporate 
objectives

Accountability
Via clear definition of 

roles and responsibilities
• Ensure staff engaged with design

and operation processes are well-
qualified and accountable for their 
actions/decisions

Transparency
Thanks to effective 
information flows

• Document decisions, 
financials and performance 
metrics to ensure the 
interests of all stakeholders 
are protected

Compliance
Via rigorous supervision 

and monitoring
• Mitigate risks related to legislative, 

operational and fiduciary aspects of 
benefits management

Oversight
Via clear reporting and 
effective committees

• Monitor efficiencies and 
effectiveness of benefits 
programs

• Optimize decision making 
and spending
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• Develop and deploy global guidelines to instill process and procedures for 
centralized benefits management and governance

Executing Efficiently—Global Guidelines

Governing Guidelines/Rules of the Road

1
Definition of roles and scope of decision making
• Who can make what kind of decisions? (decision-making matrix)
• What documentation is required?

2
Design and continuous improvement
• How to balance local vs. corporate objectives
• Leverage global economies of scale
• Basis for benchmarking 

3
Daily management and administration
• Service delivery by external parties
• Role of HR team in education and plan administration

4 Reporting procedures
• Timing, scope and responsibility

5
Review processes
• Plan effectiveness 
• Legal compliance
• Vendor performance assessment
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Key Takeaways
• Strategic thinking and planning regarding benefits 

management will allow organizations to: 
– Overcome resource limitations (people, time, money)
– Create cross-border efficiencies (resource sharing, consistent 

communications) and economies of scale (multinational pooling)
– Improve decision making (through enhanced consistency) and 

facilitate central oversight   
– Adopt faster to changing legal and competitive environments
– Manage budgets more efficiently and respond faster to changing  

trends/employee expectations
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• Session Evaluation—2 ways to access
1. Scan this QR code.

2. You can also access at 
http://adfs.ifebp.org/SpkrEval2248

Your Feedback Is Important to Us
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Questions?
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Global Benefits Philosophy Statement 
(Sample) 

 

Company XYZ Inc. believes that the success of the Company lies with the success of its associates. To 
help its workforce achieve excellence in performance and productivity, the Company has adopted a 
global culture of personal accountability and personal achievement that focuses on its associates’ 
personal strengths. To attract and reward the talent that is focused on personal development, the 
Company offers employee benefits as part of its pay for performance remuneration package with the 
well-being of its workforce as primary concern. 

The Company provides a portfolio of benefits that addresses the different personal health and financial 
well-being needs of Company XYZ’s diverse domestic and globally mobile workforce and their families. 

Benefits programs are deemed culturally appropriate and cost-efficient in the markets in which the 
Company operates, and are designed to: 

• Enhance well-being, work-life integration and personal development; 
• Protect employees and their families from financial hardship as a result of illness, disability or 

death; and 
• Promote the company’s culture of individual performance and personal accountability. 

Employee benefits programs are organized and managed in a manner that reflects principles of 
regulatory compliance, sound financial management, availability of globally consistent opportunities and 
shared responsibility to safeguard Company XYZ’s commitment to: 

• Deliver a core set of benefits at a competitive cost that supports the health and well-being of 
Company XYZ’s associates and their dependents; 

• Offer meaningful opportunities to enhance the basic benefits package, so that employees can 
address their particular benefits needs and/or plan for their future financial well-being; 

• Purchase benefits coverage via local cost-efficient and tax-preferred benefit structures that 
support the Company’s growth objectives in a specific market; 

• Share the costs of the overall benefits package through a combination of copayments and 
deductibles to promote cost-containment and consumerism; and 

• Provide benefits information, resources, and counseling to its associates that enables them to 
actively educate themselves on their available benefits and facilitate the making of informed 
benefits choices relative to their individual situations. 
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