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Insights from our Taking Care of series: This summary
revisits key findings from the series, highlighting cross-border
remote work, leadership and presence, sustainable mobility,
talent wellbeing and the evolving roles of GM professionals.




Introduction

Launched in the wake of the pandemic,

the Reshaping Global Mobility series has
explored how Global Mobility (GM) leaders
are adapting to a world of constant disruption,
shifting workforce expectations and evolving
assignment models. This summary draws
together the key insights from five in-depth
reports co-authored by John Rason, based
on research with HR and GM professionals
across industries. The series is built around
the theme of Taking Care—taking care of the
organisation (through cross-border remote
worKk), talent (focusing on leadership, presence
and integration, as well as wellbeing),

the planet (through sustainable mobility)

and GM professionals (amid growing
pressures and complexity).

Together, the findings point to a single,

urgent truth: Global Mobility is no longer

a support function—it is a strategic lever

for talent, growth and resilience.




1. Global Mobility is under pressure to perform

Across the series, the data shows that GM teams are
grappling with more responsibilities, tighter budgets and
growing complexity in how, where and why people move.

Cost vs care

Economic uncertainty, inflation and
geopolitical instability have forced many
organisations to cut costs—often just
as expectations for flexibility, wellbeing
and support increase.

Talent tension

Traditional assignments are still
adopted, but overall, international
work arrangements are more fluid and
typically take the form of concentrated
time periods, such as short-term
assignments for developmental
purposes or specific projects.

Operational overload

From cross-border remote work

to anti-discriminatory practices to
wellbeing, GM teams are absorbing
an expanding list of accountabilities,
frequently without formal ownership
or resources. Education and proactive
engagement with business and HR
stakeholders is essential for GM

to manage expectations and avoid
frustration and wellbeing concerns.

Scan to explore the
full Taking Care series

We must work on the
conflict between cutting
costs and being effective
while developing our
talent to deliver growth
and future leaders.

GM Leader, Insurance



2. Presence still matters: The case for international assignments

The research clearly supports
the continued value of physical
relocation—especially for
leadership development, cultural
integration and sustainable
knowledge transfer.

Leadership requires presence

Global mindsets cannot be built from
behind a screen. Interviews revealed
that hybrid or commuter models

fall short in developing leaders.

Knowledge has to stick

Knowledge transfer and innovation
happen faster and more effectively
with in-person collaboration,
particularly across cultures.

Tech is not the answer

Even leaders in tech say the tools
aren’t enough. Face-to-face still
delivers the best results.

We help people work, live

and thrive in new places
around the world

Until we get “Beam me up Scotty”
type technology, we’re reliant
on traditional assignments.

GM Leader, Technology



3. Cross-border remote work: Still a governance minefield

Remote and hybrid working models surged during the pandemic
and many have stuck. But cross-border remote work introduces
serious compliance risks—and Global Mobility teams are

often expected to manage them. GM’s remit has undergone

a seismic shift—from managing a defined GM programme

to supporting the entire organisation.

Disproportionate risk

Even small populations of remote
cross-border workers generate complex
legal, tax and immigration issues.

Reactive vs strategic

Many organisations remain reactive,
dealing with cases ad hoc. Fewer have
built consistent frameworks. While

this was true at the time of the 2021
research, more organisations are

now putting mechanisms in place to
manage this type of talent arrangement.

Work from anywhere expectations

High performers expect flexibility.
Organisations offering cross-border
options are gaining a talent advantage.

Cross-border remote workers can’t just be
placed anywhere. They need an organisation
and infrastructure to support them.

GM Leader, Unspecified



4. Wellbeing is no longer optional

The research highlights how essential wellbeing

is to Global Mobility success—and how fragile it can
become during international work arrangements. Many
organisations have wellbeing tools and programmes

in place but international employees may not always
choose to engage—or even know how to access them.

Pressure points Fragmented ownership

Dual-career families, eldercare
responsibilities, cultural integration
and financial stress all weigh
heavily on relocating employees.

Only 50% of GM teams are formally
accountable for wellbeing. Yet most
agree it’s critical.

Disconnect with talent strategy

Presenteeism risk , , .
Despite wellbeing being integral

Employees may be physically to international success, 41% of GM

present but struggling mentally.

Few organisations have early warning
systems in place. While GM focus on
effective deployment of internationals
for assignments, often their role stops
there and the employee is expected

to connect with a host HR/line manager.

Usage of Employee Assistance
Programmes is often low, in the single
digits and relying on an employee

to take advantage of such mechanisms
can be more a leap of faith than reality.

professionals say they are not involved
in talent discussions. This reveals

a critical blind spot in aligning
wellbeing outcomes with long-term
talent planning.

GM teams accountable
o
50% for wellbeing
41% GM teams not involved

in talent discussions

Poor assignee experience is a wellbeing matter.
It builds stress. Talent Acquisition needs more
empathy in cross-border experiences.

GM Leader, Pharmaceutical



5. Repatriation and retention: The silent drop-off

One of the most overlooked
areas is what happens after the
assignment ends. Repatriation
is often stressful, poorly
supported and disconnected
from career planning.

Reintegration doesn't receive specific
support. In fact, Global Mobility is

less involved in reintegration.

GM Specialist, Oil & Gas

Reverse culture shock

Returning employees face reintegration
challenges at work and home.

Talent loss risk

Without support, returning assignees
can feel undervalued or lost—resulting
in attrition.

Missed opportunity

Repatriated talent brings rich experience
that can fuel leadership pipelines
but it often goes untapped.



6. Anti-discriminatory practices: Still catching up

Barriers to mobility

Certain demographics face more
hurdles—from safety concerns in host
countries to lack of policy flexibility.

Policy review overdue

Few organisations actively
review their GM policies through
an anti-discriminatory practices lens.

Talent unlock

Broader access to international
work arrangements could advance
leadership and expand talent pools.

Policy reform opportunity

Tailoring assignment support

to non-traditional family structures
and underrepresented groups can
improve inclusion and open up
new leadership pipelines.

GM/Benefits Leader, Finance



7. Sustainable mobility: Early stages, big ambitions

GM Leader, Unspecified Sustainable mobility
was a key focus in Taking
Care of the Planet. Most
organisations are still early
in their journey but the
direction is clear.

Measurement matters

Carbon tracking tools (when the report
was published) are in early adoption.
Consistent, reliable and valid data was
lacking but this is now catching up.

Trade-offs are real

Sometimes sustainability goals
conflict with business needs.
Transparency is key.

Collaboration needed

Internal partnerships (e.g. with ESG
teams) are essential to move forward.

Policy dilemmas emerge

Organisations are wrestling with
practical trade-offs—such as replacing
shipments with furniture rental or cutting
travel options—that may save emissions
but harm the employee experience or
feasibility. These realities are shaping
the pace of sustainable mobility reform.
While geopolitical influences are
impacting the rate of adoption (as we
report in 2025), organisations already
committed to the sustainable mobility
path are most likely to continue.

Low adoption rates

Only 23% of organisations currently
include ESG metrics in their mobility
business cases, and 48% are still
evaluating options. This highlights
how early most companies are

in the sustainability journey.



8. Recommendations for the future

Drawing across the Taking Care series, ten priorities stand out
for Global Mobility teams looking to build more resilient, effective
and human-centred mobility programmes:

1. Global Mobility team’s purpose

2. Organisation design

3. Outside-in thinking—mindset is key

4. Build cross-functional alliances

5. Revisit policies

6. Define ROl frameworks

7. Track impact

8. Clarify ownership

9. Develop early warning systems

10. Support repatriation

Define the value proposition and roles,
leveraging executive sponsorship to access
key decision-makers and influencers in
operational and strategic support functions.

Invest in transformation “lab” sessions
to challenge the status quo, undertake
options evaluation of key topics—Al,
automation, GM technology, insource,
outsource, and supply chain.

GM is a business contributor, and seeing
stakeholders’ perspectives enhances
engagement and decision-making

in earlier stages.

Link GM more closely to talent, reward, ESG,
and finance functions. The time investment
is often significant, but the payback can be
substantial for earlier inclusion in planning.

Ensure alignment with post-pandemic
realities and talent expectations.

Organisations report persistent difficulty

in measuring ROI on mobility and wellbeing.
New metrics that link assignment type

to performance, retention and
cost-effectiveness are needed.

Find simple, visible ways to connect
mobility to outcomes e.g. performance,
retention and ROI.

Define who owns what across wellbeing,
Anti-discriminatory practices, sustainability,
and remote work governance.

Check-ins, family touchpoints, and simple
wellbeing metrics can create a difference.

Invest in reintegration and career planning
for returning employees.



Final word

Global Mobility sits at the intersection

of business growth, people strategy and
operational risk. The role has never been
more complex—or more valuable. As the
world continues to shift, Global Mobility
teams have the opportunity to lead with
clarity, care and strategic focus.

Global Mobility’s role in some organisations
Is well understood and embedded in
business and people planning. For others,

it remains the “best kept secret”, limited

to providing transactional support.

Which path will you choose?

Let’s start the conversation
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j‘% If you'd like to continue the conversation or explore any
@:z,., of these topics further, please feel free to get in touch.

Scan to explore
the full Taking
Care series
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Santa Fe Relocation is a Global
Mobility company specialising in
managing and delivering high-quality
relocation services worldwide.

Our core competence is helping
organisations, their employees and
their families relocate and settle

in new places. These services are
delivered to a consistently high
standard, locally and globally,
through our own operations

and approved partners.
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As outlined in our
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take our environmental
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