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Value Chain Transformation Globalisation Maturity Framework

Overcoming complex 
challenges to achieve goals 
and realise benefits
Running and growing an 
international business continues 
to become ever more complicated 
in today’s geopolitical and 
economic environment. From 
difficulties in attracting and 
retaining talent, managing supply 
chain operations through extreme 
market volatility, disruptive 
events and rapidly evolving 
sales channels, to managing 
financial and regulatory risk 
and reputation in the post-BEPS1 
environment, companies across 
all industries find themselves 
faced with increasingly complex 
and multi-dimensional challenges 
as they expand their businesses 
globally. PwC’s recent research 
and discussions with executives 
provides a new framework – the 

Value Chain Transformation 
(VCT) Globalisation Maturity 
Framework – to enable 
multinationals to assess how they 
are dealing with these challenges 
and what changes are required 
in various dimensions of their 
management (decision-making), 
operational (execution) and legal 
(control) structures to achieve 
their strategic goals and realise 
operational and financial benefits.

Understanding the multi-
dimensional elements of 
globalisation models
Based on our research, including 
a fresh review through the 
lens of today’s global business 
environment of Bartlett & 
Ghoshal’s seminal 1998 work 
Managing Across Borders: The 
Transnational Solution2, Cohen 
and Roussel’s Strategic Supply 

Chain Management: The Five 
Disciplines for Top Performance3 
and PwC’s PRTM Management 
Consultant’s Insight article 
Guiding Global Growth4 and 
discussions with executives 
of multinational companies 
across various industries, we 
have concluded that the path to 
globalisation maturity in today’s 
business environment typically 
leads through four phases with 
four different models - Domestic, 
Export, Regionalise and 
Originate. We have observed that 
the implications for international 
businesses of all sizes and in 
all industries of adopting these 
models may be analysed using 
a matrix of twelve dimensions 
covering three types of structure 
within the organisation – 
management, operational 
and legal.

1 Organisation for Economic Co-Operation and Development (OECD): Initial Report on Base Erosion and Profit Shifting (BEPS), February 12, 2013 
2 Christopher A. Bartlett and Sumantra Ghoshal: Managing across Borders: The Transnational Solution – 2nd Edition. Harvard Business School Press (1998) 
3 Shoshanah Cohen,  Joseph Roussel: Strategic Supply Chain Management:  The Five Disciplines for Top Performance – 2nd Edition. McGraw Hill (2013) 
4 Keith Robinson, David Van Oss, Shoshanah Cohen: PRTM Insight: Guiding Global Growth Q2, 2010.  
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Figure 1 opposite defines the 
twelve dimensions used in the VCT 
Globalisation Maturity Framework.

Companies typically start with 
Domestic model and grow into 
one of the other three business 
models to meet various objectives, 
strategies and requirements. 
Enabling strategy requires 
supporting a company’s key 
sources of competitive advantage, 
and a good strategy should 
be aligned, tailored, resilient, 
responsible and adaptable. 
New models may need to be 
implemented over time to align 
with changing circumstances. 
This may be for a range of reasons 
from something as commonplace 
as shifting market requirements 
to a single significant event 
– such as an industry player 
changing model and deriving an 
advantage as a result, forcing its 
competitors to follow or develop 
an alternative differentiating 
approach. Progression from one 
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Figure 1: PwC’s VCT Global Maturity Framework dimension definitions

Definition
Management 
structure

1. Talent Ensure that critical skill sets are 
available where needed

2. Governance Define responsibility for setting strategy 
and meeting business objectives

Operational 
structure

3. Market reach Define and penetrate target markets

4.  Market 
offering

Maintain a product portfolio suited to 
the needs of target markets

5. Operations Define an operating footprint that 
balances cost and customer service 
objectives

6. Procurement Ensure product quality, reliability, and 
timeliness through a network of trusted 
suppliers

7.  IP 
management

Develop strategic technologies while 
protecting access

8. Service Ensure customers’ needs are met 
before, during and after delivery of 
products and services

9. Partnerships Define and manage internal and 
external partnerships and alliances to 
achieve  the right operational strategy 
for each new market

Legal structure 10. Capital Ensure access to strategic capital  and 
meet investor expectations for ROI

11. Legal Frame business  structures, contractual 
relationships, corporate transactions 
and compliance

12. Economics Deploy functions, risks and assets 
across legal entities

model to another is often difficult 
and disruptive and companies 
may retain elements of more than 
one model as they move through 
transition periods. 

This model generally applies to 
companies about to embark on 
international expansion. They may 
be leaders in their home territories 
or companies with rapidly 
growing businesses which may be 
looking to grow a global footprint 
initially through alliance with 
other companies or cross-border 
acquisitions. 

Companies adopting the Export 
model typically have a centralised 
management, operational and legal 
structure, with development and 
ownership of core competencies 
concentrated and retained at 
the headquarter location. This 
model allows companies to scale 
up for international business 
with strong control from the 
headquarter location.
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The Regionalise model typically 
involves centralised regional hubs 
controlling the business by region. 
Companies using this model put 
significant focus on adapting to 
regional market needs, configuring 
core offerings and multi-domestic 
strategies as required. Moving to 
this model involves significant 
changes in management, 
operational and legal structures 
as the company moves towards 
building core competencies across 
all regions. 

Finally, the Originate model is a 
globally devolved model. R&D, 
operational innovations and 
other valuable contributions 
may come from any location, be 
available to affiliates worldwide 
and jointly owned. This model 
is often called the industrial 
franchise model, with worldwide 
reciprocal interdependency 
between members.

Value Chain Transformation Globalisation Maturity Framework

What are the main 
business models 
companies use? 
Domestic, Export, 
Regionalise and 
Originate
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Figure 2 below provides a summary overview of the matrix of models, structures and dimensions in our VCT Globalisation 
Maturity Framework.
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Figure 2: PwC’s VCT globalisation maturity framework matrix

Domestic model Export model Regionalise model Originate model
Management 
structure

1. Talent Leadership and talent 
focused in local country

Senior management from home 
country

Recruits locally including regional 
management

Senior leaders from various home 
regions

2. Governance Decentralized federation Command and control approach Increasing regional dimension and 
evolution

Integrated global / local governance

Operational 
Structure

3. Market reach Focused on local market Overseas sales through rep offices 
/ third parties

Increased overseas presence Market approach adapted for each 
region

4.  Market 
offering

Local market Virtually identical products cross-
markets

Products adjusted for local 
markets

Products originate in and tailored to 
new regions

5. Operations Local country, plus 
potentially leverage low 
cost country

Strong home country supply chain 
with int’l distribution

Increasing localization of 
production and supply

Global footprint determined by total 
landed cost

6. Procurement Local country, plus 
potentially low cost country

Procurement for low-cost 
countries

Active sourcing in newly targeted 
regions

Company manages a global tiered 
partner network

7.  IP 
management

IP developed, managed, 
retained in local country

IP closely guarded in home market R&D centers deployed in 
expansion regions

Global network to exploit wider R&D 
ecosystem

8. Service Predominantly local market Home country resource support 
internationally

Regional service centers of 
excellence

Global best practice applied in each 
market

9. Partnerships Limited within local market Focus on distribution & potentially 
service & sales

Broader use of partnerships 
across multiple dimensions

Global partnerships based on 
strategic core competencies

Legal 
Structure

10. Capital Local financing on strength 
of local bal sheet

Capital financing provided by 
home country

Increasing regional allocations of 
capital

Structuring to access new sources 
of capital

11. Legal Autonomous local entities Contractual relationships 
controlled by center

Hub and spoke contractual 
relationships

Shared responsibility for contractual 
relationships

12. Economics Limited cross-border 
interaction

Key activity concentrated in center Key activity split between center 
and regional hubs

Interdependencies between 
countries
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Figure 3 provides a diagrammatic 
illustration of the models.

Implications and application
The implications of the framework 
are important and far-reaching 
for all companies operating or 
wishing to expand internationally. 
A move from one model to another 
forces companies to adopt new 
approaches for each dimension to 
support the new model. Different 
dimensions will carry different 
levels of importance for different 
companies, depending on their 
strategic and other priorities, but 
ultimately all dimensions need 
to adapt to the new model. The 
level of change required to ensure 
competitive advantage sources 
support the strategy under the new 
model is significant and requires a 
deep understanding of the issues 
as well as the drive and discipline 
to implement. However, the results 
of high-performing supply chains 
on business performance are 

Value Chain Transformation Globalisation Maturity Framework

5  The circles may represent countries, market  or legal entities, with the circle size corresponding to importance or size. The lines between the circles represent their interrelationships, with solid lines denoting strong interrelationships 
and dotted lines representing weaker interactions.

Figure 3: Diagrammatic illustration of the four models5

Domestic model

Regionalise model

Export model

Originate model
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compelling. Compared with their 
industry competitors, leaders see6:

•  50% higher average annual 
sales growth

• 20% higher profitability
• 50% higher net asset turns 
• 15% lower supply chain 

management costs
• Less than half the 

inventory levels
• More than three times shorter 

cash-to-cash cycle times

Regardless of industry or size, 
it is vital for management to 
understand exactly where their 
organisation lies along the 
globalisation maturity spectrum, 
where their competitors are 
positioned, what they need to 
change to meet strategic objectives 
and how they achieve that 
change. Our VCT Globalisation 
Maturity Model provides a 
focused and objective way to 

achieve this understanding and 
develop a strategy that is aligned, 
tailored, resilient, responsible and 
adaptable. Up to now, companies 
implementing new models have 
typically focused on changing 
one structure or a select few 
dimensions. However, invariably, 
the analysis of the change required 
is not comprehensive or holistic 
and without understanding all of 
the interdependencies between 
the full range of structures and 
dimensions, it is generally not 
possible to truly understand 
the overall implications of such 
change. Successful transformation 
starts with setting realistic 
goals. Changes can range from 
incremental improvements, 
such as making processes more 
consistent and predictable, to 
breakthrough innovations, like 
brand-new ways of competing in 
an industry. 

PwC’s approach leverages a closely 
integrated team of professionals 
with the range of experience 
and expertise across the full 
range of relevant disciplines to 
understand, analyse and evaluate 
the implications of changing the 
various dimensions and, most 
critically, the interdependencies 
between them. Our framework for 
analysis may be applied broadly for 
companies of all sizes in different 
industries and aims to align 
management, operational and 
legal structures to achieve strategic 
goals and realise financial and 
operational benefits. 

Up to now, companies 
implementing new models 
have typically focused on 
changing one structure or  
a select few dimensions

Value Chain Transformation Globalisation Maturity Framework

6 Shoshanah Cohen, Joseph Roussel: Strategic Supply Chain Management: The Five Disciplines for Top Performance – 2nd Edition. McGraw Hill (2013). 
7 PwC: 10 Minutes on Strategic Supply Chain Management. September 2013.
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Figure 4 opposite summarises 
our approach in applying the 
VCT Globalisation Maturity 
Framework approach. 

Using the framework to assist 
multinationals in analysing and 
evaluating some key questions. 

For example: 

• How do we evaluate whether 
our current model will 
continue to help us achieve 
our vision and strategy 
going forward? 
 
Using the framework, we 
identify where multinationals 
currently lie on the VCT 
Globalisation Maturing 
Framework spectrum, analyse 
whether they are as evolved as 
they should be, evaluate how 
they compare to their peers and 
competitors and identify optimal 
target models.
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Figure 4: PwC’s VCT Globalisation Maturity Framework Approach

Vision and 
strategy

Management 
structure 
(decision)

Operational 
structure 
(execution)

Legal 
structure 
(control)

Improved 
delivery 
to customers

Increased sales

Higher earnings

Improved 
cash flow

Optimised 
operational 
transfer pricing

Minimise 
tax exposure

Sustainability

Talent 
Governance

Market reach 
Market offering 
Operations 
Procurement 
IP management 
Service 
Partnerships 

Capital 
Legal 
Economics

Management, operational and legal structure alignment

Based on PwC globalisation maturity model for the dimensions to be assessed
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• What are the critical 
dimensions for our success 
and have we focused on 
these in the right way? Is our 
strategic plan clear, focused 
and coherent across different 
business units, functions and 
regions?  
 
We apply the framework to 
evaluate which dimensions the 
company should focus on to 
achieve its objectives, identify 
gaps between the current and 
optimal approach, and assist in 
refining the current strategy or 
developing a new one. 

• How do we develop a 
coordinated and flexible 
approach to expansion at 
all levels of business and 
how do we execute the 
required change? 

The framework is used to assist 
companies to attain clarity on 
the change requirements to 
achieve the target model and 
develop a clear implementation 
plan covering all of the 
structures and dimensions.

Conclusion: A powerful 
tool for dealing with 
expansion challenges
PwC’s new VCT Globalisation 
Maturity Framework provides a 
powerful tool to enable you as 
a multinational to assess how 
you are dealing with the many 
challenges of international 
expansion. It also looks atwhat 
changes are required in various 
dimensions of your management 
(decision-making), operational 
(execution) and legal (control) 
structures to achieve their strategic 
goals and realise operational and 
financial benefits.

A powerful tool 
to enable you as a 
multinational to 
assess how you are 
dealing with the 
many challenges 
of international 
expansion

Value Chain Transformation Globalisation Maturity Framework
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