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No question … the global mobility industry matured 
in the era of BRICS. 

As established and start-up companies honed their 
assignment policies in the go-go 15 years dominated by 
Brazil, Russia, India, China, and South Africa, these dis-
parate countries formed a magical acronym that defined 
almost a generation of global talent. Now comes 2020 
with a new paradigm of developing economies in the 
“emerging” markets of CIVETS, EAGLE, and MINT. 

Where Are the Emerging Opportunities?
According to Jim O’Neill, the economist recognized 
for coining BRIC (which later became BRICS) as an 
acronym, “the BRIC countries … are already closely 
watched. The group I’m studying—let’s call them 
MINT economies—deserve no less attention. Mexico, 
Indonesia, Nigeria, and Turkey all have very favor-
able demographics for, at the least, the next 20 years, 
and their economic prospects are interesting.”

In addition to MINT, other emerging market group-
ings being bandied about are CIVETS (Colombia, 
Indonesia, Vietnam, Egypt, Turkey, and South 
Africa) and EAGLE (Emerging and Growth Leading 

Economies—Brazil, China, Egypt, India, Indonesia, 
Mexico, Russia, South Korea, Taiwan, and Turkey). 

However, while the aforementioned countries have 
been loosely grouped together as synonyms for new 
growth, there are numerous voices cautioning com-
panies and investors to avoid perceiving them as the 
next BRICS of the global marketplace. Rather, some 
economists tend to use broader geographic terms to 
describe trending migration of international com-
merce. Terms such as the “Global East” or “Global 
South” describe a new regional trade phenomenon 
while reserving recognition of each country’s poten-
tial for growth as being discrete and unique. 

According to the November 14, 2013, Financial 
Times blog beyondbrics, while companies and inves-
tors “have been on the lookout for a new passport 
to riches,” companies are reminded that these new, 
emerging group designations are, in fact, a dispa-
rate group of countries, each with its own economic 
agenda. While there may be commonalities in fore-
casting certain demographic and economic indicators, 
over the next 20 to 30 years CIVETS, EAGLE, and 
MINT may not enjoy the kind of steady, even growth 
that the BRICS countries enjoyed during the late 
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1990s and the 2000s. Therefore, the global mobility 
industry may consider stressing more the individual 
countries within these groups than the accepted, col-
lectivizing quality that the term “BRICS” had. 

For this article, we will assume that the BRICS 
countries are, in some important ways, still develop-
ing. The other countries referred to could be viewed 
as truly “emerging” in building new—and sometimes 
violently—evolving economic, political, and social 
infrastructures that most BRICS economies now 
already have in place. 

“Emerging” can be useful in describing this new 
combination of countries where changing demo-
graphics, expansion of technology, and the need for 
highly skilled talent will determine how some coun-
tries within a given region will develop in the global 
economy. This article will take a look at a few of the 
demographic and economic factors that global human 
resources and talent mobility professionals may wish 
to consider when modeling talent needs, and it will 
include a “quick study” on visa and immigration 
(V&I) service delivery options in these new markets. 

Geographies
Enviable geography will play a key role for some 
countries. Mexico enjoys proximity to the established 
Canadian and U.S. markets and the growing Central 
and South American markets. Indonesia also enjoys a 
central geographic location in Southeast Asia. 

While Nigeria does not have an inherent geographic 
advantage, its potential as Africa’s largest growing 
economy could create its own geographic locus as a 
pan-African commercial center. South Africa enjoys its 
position as Africa’s de facto commercial and financial 
hub and is geographically buffered from much of 
Central and Northern Africa’s instability. 

Turkey is considered the economic and geographic 
gateway between the European Union and the 
Middle East. Of equal importance, the country is 
positioned as an energy bridge connecting Russia, 
Central Asia, and the Middle East. 

Political Openness to Foreign Investment
Politically, the new millennium saw important political 
changes in Colombia, Indonesia, Mexico, and Turkey. 
Colombian President Álvaro Uribe worked with the 
national government to address company tax incentives 

and a more business-friendly environment. In Mexico, 
the recent decision by the government to privatize 
75-year-old state-owned oil giant Pemex is seen as a 
promising sign for foreign investment. 

While Turkey is struggling with religious and secu-
lar politics, the government has opened the economy 
significantly over the past decade. Indonesia’s politi-
cal system has become more democratized since 1998 
with the end of the 32-year reign of the autocratic 
President Suharto. Nigeria, Africa’s most populous 
country, also welcomed a more civilian rule in 1999 
and a more stable, capitalist market—though strong 
corruption concerns are still being voiced. 

Emerging Market Factors
Companies, entrepreneurs, and investors are already 
looking at estimated gross domestic product (GDP) 
and demographic changes in individual countries 
to ascertain market viability and establishing—or 
enhancing—their presence in these new markets. 
Examples of factors that are creating drivers in 
emerging markets are:

• More open access to better and higher education: 
The advent of Massive Online Open Courses 
(MOOCs) and access to free online lectures and 
classes taught by some of the world’s premier 
universities (coursera.org) are indispensable and 
cost-effective ways to bring relevant technical 
instruction and general learning to education-
ally underserved countries.

• Increasing wealth is driving emerging middle-class 
markets: Emerging market countries will have 
the “first generation” wealth to invest in 
their own start-ups and advance technology 
and education for their children to hopefully 
create a rising middle class over time. A 
recent United Nations report, “Asia-Pacific 
to Comprise Two-thirds of Global Middle 
Class by 2030,” says “emerging powers in 
the developing world are already sources of 
innovative social and economic policies and 
are major trade, investment, and increasingly, 
development cooperation partners for other 
developing countries.” 

• Rebasing of GDP: As a result of increased foreign 
direct investment by companies, the rebasing 
of GDP in some of the new emerging mar-
ket countries will push their GDP rankings 
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over those of established market countries. 
According to a January 21, 2014, article in The 
Economist, Nigeria is poised to overtake South 
Africa as Africa’s largest economy. 

• Economic stability of emerging market economies: 
The “interconnectedness” of emerging market 
countries with the global economy is currently 
based on their deepening dependence on 
the actions—or inaction—of their developed 
country trading partners. Emerging countries 
actively seeking foreign direct investment (FDI) 
from overseas companies, taking up member-
ship in a regional trade pact, or entering into 
individual trade deals, coupled with the health 
of the overall world economy, can have major 
impacts on one, if not several, emerging market 
countries. For instance, in early 2014, Argentina, 
Russia, South Africa, and Turkey suffered 
considerable currency devaluations when the 
U.S. Federal Reserve considered “tapering” its 
federal monetary stimulus, thus creating a rush 
of overseas investors to cool their financial posi-
tions in these countries. 

• Advancements in application and use of new technolo-
gies: Technologies are advancing, and companies 
can offer remote work for all levels of expertise—
from basic, clerical needs (e-Lance) to specialized 
legal support services (UnitedLex). In addition, 
crowd-sourced funding platforms (Indiegogo, 
Kickstarter) offer unprecedented access for start-
ups and entrepreneurs in emerging economies. 
Easier and cheaper communication applica-
tions (WhatsApp) integrating into social media 
(Facebook) allow seamless sharing of information 
and messaging across cultures around the world.

• Statistical population growth in emerging 
markets: Today, the population of Africa is 
estimated at 1 billion people or more, and in 
the next 30 years, the continent is expected to 
have one of the largest working-age popu-
lations in the world. UNICEF’s “Generation 
2025 and Beyond: The Critical Importance 
of Understanding Demographic Trends for 
Children of the 21st Century” forecasts, “By 
2050, 1 in 3 three births will be African. One 
hundred years earlier, sub-Saharan Africa’s 
share of births was just one in 10.”

• Fewer generational differences in the workplace: As 
many of these countries have and are predicted to 

have younger societies, there are less generational 
differences in the workplace than what is now 
found in traditionally developed economies of the 
U.S. and European Union countries.

• Growing urbanity: Younger people in countries 
such as Indonesia, Mexico, South Africa, South 
Korea, and Turkey are expected to migrate to 
urban centers. Notable examples are Mexico 
City and the revitalizing of downtrodden, yet 
more affordable, areas within cities, such as 
the Woodstock suburb of Cape Town, South 
Africa. Urbanization statistics in the CIA’s 
World Factbook may be an interesting resource 
for companies considering where to establish 
or expand their operations. 

Companies seeking to expand their presence in 
new host countries will offer exciting commercial 
opportunities and a different career experience for 
global talent. Expansion into “emerging” locales will 
bring global HR and talent mobility teams opportu-
nities to help build new, flexible talent models within 
the company’s framework of business goals.

Going Global: Initial V&I Considerations
When going global for business or expanding into 
new markets, companies should consider some 
basic V&I concepts:

1. Understand the type of entity to incorporate that 
will (a) qualify to sponsor foreign workers ini-
tially and (b) continue qualifying as a sponsor.

2. Identify global talent that meets academic and 
professional qualification requirements, keep-
ing in mind that immigration requirements 
may become more “protectionist” over time. As 
emerging economies develop, the cost of business 
will tend to become greater as national interests 
shift over time, from competing to attract foreign 
investment, to protecting the local labor market.

3. If required by the host country’s immigration 
laws, the host company HR should perform 
periodic internal audits to maintain the appro-
priate ratio of foreign to domestic workers. 
Proactively auditing will help facilitate the 
filing of qualified work permit applications. 

4. Institute accurate record-keeping, and have 
documentation readily available in the event of 

Continued on page 76
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unannounced audits or inspections. 
(See “Emerging Trends: ‘Best & Brightest’ 
Schemes Impact Recruitment and Immigration 
Compliance,” Mobility, October 2011.)

What to Think About in  
Getting Talent to Go There
Movement of skilled talent to BRICS economies will 
continue to be a part of most global mobility pro-
grams. Looking ahead, shifting focus to the emerging 
market regions will mean companies may be faced 
with some or all of the following:

1. Entering a young, technologically savvy, and 
increasingly mobile local labor market where 
brief and fast career stints may be the norm 
(“here today, gone tomorrow”).

2. Enforcing corporate compliance requirements 
in countries where corruption is the accepted 
way of doing business.

3. Experiencing lengthy V&I processing times 
and/or application requirements.

4. Navigating poorly defined industry regula-
tions and requirements—e.g., how and when 
labor union “no-contest” recommendations are 
required for work permit applications.

5. Defending audits and/or preparing for the 
eventuality of on-site inspections.

6. Understanding opaque or evolving local laws 
and business practices.

7. Establishing policies for securing company 
property and assignee safety in the event of 
political/social instability—e.g., the recent 
uprising in Ukraine.

In general, the biggest challenge that companies 
may face in newly emerging market countries will be 
satisfying aggressive business demands (i.e., business 
development, productivity, and profitability), along 
with fulfilling compliance demands (i.e., adherence to 
anti-bribery and anti-corruption laws).

Corporate and personal security concerns may 
also prove to be an important consideration for 
assignments in these countries, as political turmoil or 
financial instability in a host country’s banking sys-
tem or currency could engender much reluctance by 
global talent to undertake assignments in these areas, 
regardless of the financial incentives. Companies 
entering these markets should be cognizant of the 
complexity of operating under “gray” government 

regulations and enforcement coupled with a techno-
logically mobile and politicized local workforce.

When creating emerging market assignment and 
mobility policies, it is highly recommended that 
global HR and talent management staff work closely 
with suppliers who have specific experience and 
expertise in the three “assignment compliance” areas 
of V&I, labor and employment (L&E), and tax. Even 
better, work with specific suppliers who can demon-
strate their understanding of the interconnectedness 
of these three distinct compliance requirements. This 
will help companies develop more solid immediate- 
need and long-term assignment policies in host 
markets that may be undergoing significant changes 
in law and enforcement. 

For V&I Services, a Quick Study on  
Supply and Service Model Considerations
A potential big challenge for companies going into 
untested markets is the need to understand how 
best to support assignees in securing the appro-
priate documents and filing qualified and timely 
business/work/residence permit applications. 

V&I compliance is the cornerstone of any success-
ful global mobility program into a new host country. 

Whether considering one market entry or multi-
ple markets, an upfront consideration is that some 
countries may have clearer application require-
ments and consistent enforcement of immigration 
policy. Other longer-term factors, such as increas-
ing government fees and costs, more restrictive 
immigration policies over time, and increased 
security and compliance risks, will weigh in when 
a company is doing business. Diversification and 
flexibility in both supply and service structures will 
impact a company’s ability to adapt well to chang-
ing business needs, particularly when opting to 
expand business operations into emerging markets. 
In satisfying the often juxtaposed business and 
compliance drivers, companies should consider 
supply and service structures that account for and 
actively accommodate these factors.

A review of two hypothetical global immigration 
scenarios can be instructive when considering how 
a company might structure its global operations for 
expansion into an emerging market. For either model, 
there is room for discussion in determining the best 
fit for a company’s business needs.



Model 1: Destination—Mexico 
All fees are hypothetical, not based on actual provider fees.

SERVICE
 Global

Account Manager

Local Supplier A:
Legal/

Professional Fee
Government Fee Service Total

Company 
Registration

$5 $7 N/A $12

TRV (Lucrative,  
1 Year)

$15 $25 $5 $45

Document 
Services

$8 $2 $10

Local 
Registration

$5 $5

TOTAL $28 $37 $7 $72

In Model 1, the client—whether a relocation company 
or a multinational corporation—has outsourced the 
entire global immigration function to a single 
supplier that has its own offices and/or manages an 
exclusive network of local immigration suppliers in 
various countries.

The fees in Model 1 are flat, and both the supply 
and service structures are fixed. Thus, the above 
model is designed well for the client to provide 
specific candidate profiles based on set corporate 
sponsorship scenarios, particularly for volume 
movement. It is advisable to remember that an 
emerging country’s laws may change with little or 
no advance notice; therefore, this model will also 
need to allow for fluctuation in the client’s business 
needs or service adjustments that would enable cost 
control should a particular host country’s laws and/
or enforcement policies change.

The primary condition for this model to work 
effectively is that the client yields control over local 
supplier performance and costs, which the single sup-
plier must manage directly with its local suppliers. 

The primary benefit is that the client will achieve 
more time and resources devoted to other core busi-
ness functions. However, as the company’s immi-
gration needs change over time in certain countries, 
companies should reassess on a yearly basis whether 
this model remains time- and cost-effective. 

It is advisable to remember 
that an emerging country’s 
laws may change with little 
or no advance notice.
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Model 2: Destination—Mexico 
All fees are hypothetical, not based on actual provider fees.

SERVICE

Global
Account Manager

(Est. 6 hours  
@ $4/hour)

Local Supplier B:
Legal/

Professional Fee
Government Fee Service Total

Company 
Registration

$4 $5 N/A $9

TRV (Lucrative,  
1 Year)

$12 $22 $5 $39

Document 
Services

$8 $2 $10

Local 
Registration

$3 $3

TOTAL $24 $30 $7 $61

In Model 2, the client undertakes a flexible approach 
in which the global account manager offers services 
on a time-spent basis and works with a local supplier 
who is the best fit at certain points in the evolution of 
the client’s needs. 

To remain competitive, the local supplier in Model 2 
may also offer professional services at a discounted rate 
to get potential new start-up businesses. Thus, diversi-
fication of local suppliers may drive down local costs 
through competition and drive up high-level perfor-
mance. In addition, flexible services and costs with the 
global account manager also enable the client to better 
manage overall costs through efficiency. As such, this 
model offers another service delivery paradigm.

When considering immigration service delivery 
models in emerging countries, here are some points 
to consider and discuss with your global immigra-
tion suppliers:

1. HR and talent management team  
reconnaissance—do your homework! When 
considering a new market entry, HR and talent 
management teams should work together with 

their V&I, L&E, and tax suppliers to ascertain the 
potential issues related to the company’s projected 
business goals and talent management strategies. 
While it is difficult for fast-moving business devel-
opment and sales teams to understand, it will be the 
immigration laws of a host market country that will 
affect the immediate and long-term projected cost of 
doing business. For instance, a “silent cost” for 
business can be incurred in emerging market 
countries that require initial confirmation and a 
commitment to maintain prevailing wage salaries—
not national minimum wage salaries—for foreign 
nationals. 

2. Watch for “silent costs.” Immigration reg-
ulations may impose other “silent costs” by 
requiring a ratio of foreign to local workers; 
requiring formal training programs for local 
workers; requiring proof of a test of the labor 
market through advertising and recruitment 
efforts; or charging expensive annual registra-
tion fees to be a sponsor. Over time, as a middle 
class emerges, both foreign talent and local 
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labor costs will likely rise as prevailing wages 
increase with a growing economy.

3. Gather adequate information. Before open-
ing a foreign office, anticipate the impact of 
currency fluctuations (especially unexpected 
currency devaluations), short-term economic 
instability (nationalization of private sector 
assets), and long-term economic development 
within the emerging market. 

4. Compare your options. Analyze prospective 
costs for countries within a region or within 
different regions—prior to opening or acquiring 
a foreign office.

5. Be prepared. Have a Plan B or C. As with wise 
investing, diversification of suppliers and 
service structures can allow greater protection 
and adaptability to changing conditions, saving 
time and money in the long run.

Companies can work with their global immigration 
supplier, who has a grasp of the interconnected nature 
of the other compliance areas to understand the hidden 
costs of doing business over the long term, such as 
government fee increases (including renewals) that can 
add up over time, and ascertaining whether a company 
is limited in its immigration options if it wishes to avoid 
expensive host country income tax liabilities. 

Through additional services such as consultations, 
training, and supply network setup and management, 
the client can become a savvy consumer, knowing 
how to select and monitor supplier performance and 
costs, thereby mitigating risk and increasing profit-
ability. Furthermore, the client can be prepared and 
protected with a Plan A, B, and C—where services can 
be performed in-house, outsourced, or a combination of 
the two depending on the destination country and cir-
cumstances. (See “Optimizing the Global Immigration 
Supply Chain,” Mobility, November 2013.)

The Challenges Help  
Grow a Better Business
The emerging markets’ demographic numbers point 
toward the rebasing of global GDP and a potential 
market of a billion-plus people—exclusive of China 
and India. Of course, there will be challenges and 
opportunities for getting global talent to those mar-
kets and keeping them there. 

As the days of labor-intensive, mass-worker 
manufacturing fade and energy costs spiral for 

importing cheap goods from abroad, manufacturing 
is getting repatriated to traditional industrialized 
countries. The workforce of the emerging markets 
is going to be different from that of the BRICS era. 
Smart companies will understand that the commer-
cial opportunities also require that overseas talent 
deliver meaningful skills, expertise, and relevant job 
opportunities to the host country. 

Obtaining the right immigration benefit for 
your global talent is part of a secure and successful 
assignment program. We hope this quick study of 
V&I services and the different types of supplier and 
service models available will open candid discussions 
between companies and global immigration service 
providers on how different supply chain options can 
be of good service and value for a company’s imme-
diate and long-term immigration compliance needs. 

A brand-new world is coming. Companies in a 
post-BRICS economy will be growing their business 
in different ways with a view to bringing meaning-
ful and rewarding opportunities to a new host labor 
force that is also entering a new era. M

Glenn Faulk, GMS-T, and Katharine Salem, GMS-T, are 
co-founders and managing directors of Luminary Global 
Immigration, LLC (LGI). Faulk can be reached at +1 404 
775 5739 or by email at glenn.faulk@luminary-global.
com, Salem at +1 682 521 7073 or katharine.salem@
luminary-global.com.

Smart companies will understand 
that commercial opportunities 
require that overseas talent 
deliver meaningful skills, 
expertise, and relevant job 
opportunities to the host country.
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