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Introduction to Wilson Perumal & Company
We help multinationals compete and win in a complex world

Global premier consultancy
Supporting multinationals, private equity, and 
government agencies 

Unique focus on complexity
Helping clients compete in a complex world

Thought-leaders
Two books published by McGraw-Hill; research 
featured in The Wall Street Journal and MIT 
Sloan Management Review

Originators of the GMCI
Developed the Global Markets Complexity Index 
in partnership with the Wall Street Journal

Icon

Description automatically generated

"At Samsung Electronics, a 
simple and speedy decision-
making procedure has 
contributed to our success. 
Complexity is one of the 
biggest impediments to 
operational speed. The 
authors present a practical 
approach for tackling it.
This book is inspiring.“

Oh-Hyun Kwon 
Vice-Chairman and CEO 
Samsung Electronics

https://www.wilsonperumal.com/
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GMCI 2023, the latest edition of WP&C’s Index, is available on our website: 

www.wilsonperumal.com/GMCI

The Global Markets Complexity Index is the only worldwide index 
of market, operational, and regulatory complexity
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100 3 34 8 
COUNTRIES 

measured and scored 
in the 2023 GMCI report

DIMENSIONS 
of complexity measured: 

Market, Operational, 
and Regulatory

METRICS 
from international 

institutions
 

COMPLEXITY GROUPS 
derived from our machine 

learning clustering algorithm 
and the characteristics of 
each cluster’s constituent 

countries

http://www.wilsonperumal.com/GMCI
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• Complexity as a defining issue of our time

• The specific challenges of managing across complex markets

• The GMCI, and the insights it provides for multinationals

• Levers for winning in complex markets

Today’s discussion topics
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The Complexity Cost CurveSources of Complexity

Organizations are being overwhelmed by complexity

❑ New products 

❑ New technology 

❑ New suppliers & channels

❑ Customer expectations

❑ Evolving regulations

❑ New sources of competition

❑ M&A

❑ New geographies

“People inside and outside of GE didn’t appreciate how 
complicated and complex the company had gotten.”

—Beth Comstock, Former Vice Chair, Business Innovations 2018

“Complexity…is a ‘cube’ function. If I have 10 
applications, I may be able to manage them all. If I have 
100 applications, managing them is not simply 10 times 
the complexity—it’s more like 30 times the complexity.”

—Lee Coulter, SVP, Kraft’s Global Shared Services Group
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The impacts are significant!

GROWTH: Complexity can dilute focus 
and resources, impeding growth SPEED OF EXECUTION: Org complexity can lead 

to fragmentation and impede decision-making

PROFITABILITY: Complexity costs 
go up and revenue flatlines, leading 
to significant profit erosion

Unclear customer segmentation & 
profitability led to proliferation 

Bottom 10% of clients accounted for 
Negative $90M EBITDA

Decision to focus on 
key markets and exit 

elsewhere

With good intention, business devolved to 500 
mini-fiefdoms, paralyzing path to change

1

2 3

6
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“…The complexity of today’s global healthcare and consumer environments demands unprecedented 
focus, innovation and agility.” 

OPERATIONAL

MARKET REGULATORY

THE COMPLEXITY CUBE

The challenge of complex markets—a multiplier effect 

Product-Process-
Org Complexity

Operating Out 
of Country

Coordinating 
Across Region

Market – Operational – 
Regulatory Complexity

Different Competencies 
Required

– Alex Gorsky, Former CEO (2021), Johnson & Johnson
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WSJ: Could we use our complexity lens to provide insight on 
geographic complexity? 
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GHANA
SOUTH
AFRICA

JAMAICA

Because you operate in Indonesia you may 
be successful expanding to these countries:

DAN KEELER
Former Editor, 

Frontier Markets
The Wall Street Journal

Note: Read Dan’s newsletter at 
https://frontiermarkets.co/

https://frontiermarkets.co/
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The Mechanics: GMCI is an analytically-built index of geographic 
complexity
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Developed MECE complexity dimensions 
to be used to evaluate countries

Determined underlying drivers for each 
dimension and data sources to calculate 

Dimension Defined as the complexity of:

Market Engaging with target customers and converting to sale

Operational Producing and/or transporting goods and services

Regulatory
Establishing a business presence and adhering to financial and 

regulatory requirements 

Collected data for all 34 
complexity factors for the 
100 countries included in 
the index

Removed biases and 
scaled and normalized 
complexity factors

Grouped countries 
using machine learning 
algorithm and K-means 
clustering

1

2

3

4

5
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The 100 countries analyzed in the GMCI are spread across eight 
complexity groups
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• Each group represents 
a set of countries that share 
complexity characteristics

• For example, the Walled 
Gardens include some large 
countries with markets 
conventionally attractive to 
multinationals (Brazil, Mexico, 
Russia), but access is impeded 
by a wall of operational and 
regulatory complexity

• Companies can leverage 
success operating in one 
country to be successful in 
other countries within a group
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The IKEA Story
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Moving from low complexity groups to 
more complex arenas requires new 
skills, resources, and considerations. 

In its early days, IKEA focused on 
building up operations in its home 
group (Group 1), before venturing 
further afield, group by group. By the 
1990s, they were in Group 3, then 
expanded into Groups 4 and 5 in the 
next 15 years. 

With each new group, IKEA spent a 
decade building up its capabilities to 
deal with the incremental organizational, 
regulatory and market complexities 
before expanding to additional groups. 
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Foundational insights from GMCI 
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1. GMCI brings new information: when looking at expansion, many companies focus more on the 
market opportunity, and less on the relative complexity and ensuing cost to serve

2. Geographic proximity and common language do not correlate to common groups: 
European countries span four different GMCI groups

3. There are no “bad” or “good” groups: many companies operate in highly complex environments 
very successfully; the key is knowing what you’re good at

4. But if you operate across many groups, your organization will need many different types 
of capabilities to win; speed and efficiency in highly transactional environments vs. different skills 
in unstable regulatory environments  

5. And operating across many different groups comes with a cost: companies that operate across 
more complexity profiles are less profitable

Applying this lens across your footprint — and that of your competitors — will tee up 
insights about geographic strategy, and help inform your company’s Complexity Agenda
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Complexity Twin: Oman

GMCI Regional Spotlight: Southeast Asia
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Southeast Asian countries span five different GMCI complexity groups, 
defying conventional logic that complexity is regional, not country-specific

ThailandSingapore

PhilippinesMalaysiaIndonesia

Vietnam

UPSTREAM PADDLERS UTILITY PLAYERS BUILDERS

MIDDLE OF THE PACKMVPs MIDDLE OF THE PACK

Complexity Twin: Ghana Complexity Twin: India

Complexity Twin: Switzerland Complexity Twin: Ecuador Complexity Twin: Indonesia
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GMCI Country Spotlight: Operating in Indonesia, Singapore, and 
Vietnam each require unique capabilities, strategies, and op models
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GMCI GROUP 5:
Upstream Paddlers

GMCI GROUP 1:
MVPs

GMCI GROUP 3:
Middle of the Pack
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Deep Dive: Footprint Complexity Score

16

FCS adds a measure of quantification to an area that was previously relatively qualitative: the geographic complexity 
of a company’s global footprint. It quantifies the extent to which a company’s operations have expanded into 
complexity groups different from where it originated.

As a broad rule of thumb, an improvement in your “Footprint 
Complexity Score” by 0.25 improves your operating margin by 4.35%
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Assess your financial & 
competitive position

Consider your geographic 
complexity, relative 

performance, and build 
out a Complexity Agenda 

Reconsider 
participation strategy

Selectively consider exit or 
entry of specific geographies 
and/or different participation 

strategies by country

Optimize the region via 
new operating models 

Include a broad set of 
operational, financial and 

process levers

Levers for winning in complex markets 

1 2 3
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Assess your position 
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Starting point: benchmark and understand performance across your business relative to competitors to 
inform key improvement opportunities and areas of complexity reduction

Financial Performance Geographic footprint score and contextRelative Performance to Peers

Measure your financial performance and 
strategies against peers to identify areas 
of success, improvement opportunities, 

and how to set realistic goals

By “Volume” By “Item”

Total 
cost

Volume

Volume

Unit 
cost

Total 
cost

Volume

Volume

Unit 
cost

Unit 
cost

Volume

Total 
cost

Volume

Square-Root Cost 
Relationship

Compare cost structure relative to other 
companies in the same region

LEVER 1
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Reconsider participation strategy
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With clarity around financial performance and your GMCI profile, it may make sense to consider: 
(a) an exit, (b) an expansion, or (c) a different participation strategy by country

Understand Consumer 
Needs by Market 

Rethink Market Participation 
Strategy by Country

Assess the Costs of 
Serving Customers

A global, US-based cosmetics company 
grew through aggressive international 
expansion—utilizing the same product 

portfolio in each country

However….

US 
Customer 

Preference Brazil 
Customer 

Preference China 
Customer 

Preference

=
=

Financial analysis uncovered that large 
portfolios in small markets (low 

revenue/SKU) was the primary driver of 
lower operating margin

In
cr

ea
si

n
g

 R
EV

/S
K

U

Increasing Operating Margin

Resolution
1. Customize product 

offering based on unique 
regional cosmetic 
preferences

2. Focus growth initiatives in 
markets with simpler 
portfolio requirements 
and higher demand

LEVER 2
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Additional levers include: pricing (for higher complexity), automation, operational consolidation 

Optimize your regional operating model
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Given a set participation strategy, there are multiple levers for improving performance, leveraging 
knowledge from GMCI and improving financial performance

Bifurcate/trifurcate the Op Model

Re-org the business to align the op 
model with GMCI groups and build 

scale in business operations

Adapt and segment processes

Re-think shared services and build end-
to-end capability by group in processes 

such as Order-to-Cash

Outsource when outside your core

Consider outsourcing key capabilities 
required in non-core GMCI groups

Future State
Outsourcing non-core

Outsource Internal

Legacy Op Model

Countries All opportunities

Country 
Groups

Best-fit 
Opportunities

Segmented Op Model

LEVER 3
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Key Takeaways
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1. Complexity is a defining issue of our age, with real 
impacts on businesses 

2. The challenge for multinationals is multiplicative—
a 10-fold challenge with geographic complexity 

3. GMCI fills a critical data gap that helps organizations 
rethink regional strategies

4. Not just a matter of looking at expansion and exits, 
but how to better organize across countries 
(op models)

5. Managing complexity is a competitive advantage!
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Put GMCI insights into action with these WP&C resources 
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Calculate your Footprint Complexity 
Score to unlock insights into the 
geographic complexity of your 
operations, expansion, and contraction 
strategies compared to competitors

READ THE ARTICLE >

Uncover how complexity correlates 
with profitability and how to 
develop a 'macro' geographic 
strategy to win in new markets

READ THE ARTICLE >

Calculate the spread of your 
geographic footprint across GMCI 
complexity groups and assess if it 
aligns with your overall strategy

READ THE ARTICLE >

Right-Size Your Geographic Footprint

Calculate Your Footprint Complexity
Why Multinationals Should Consider 

Geographic Complexity First

Articulate Your Geographic Strategy

WP&C’s research published in MIT 
Sloan Management Review. 
Companies underestimating the 
complexity of expanding to new 
countries can have disastrous costs

READ THE ARTICLE >

https://www.wilsonperumal.com/hubfs/WP%26C%20-%20Calculate%20your%20Footprint%20Complexity%20Score.pdf?hsLang=en
https://www.wilsonperumal.com/hubfs/WP%26C%20Guide%20for%20Multinationals%20-%20Articulate%20Your%20Geographic%20Strategy.pdf?hsLang=en
https://www.wilsonperumal.com/hubfs/WP%26C%20GMCI%20-%20Right-Size%20Your%20Geographic%20Footprint.pdf?hsLang=en
https://sloanreview.mit.edu/article/why-multinationals-should-consider-geographic-complexity-first/
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CONTACT STEPHEN WILSON   |  swilson@wilsonperumal.comWilson Perumal  Company

CONTACT STEPHEN WILSON   |  swilson@wilsonperumal.com
Wilson Perumal & Company

Your feedback and outreach are welcome

https://www.wilsonperumal.com/ernie-spence-contact
mailto:swilson@wilsonperumal.com
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• Creating a High-Performing Organizational Culture

• People are Assets, Not Threats: The Missing Piece of 
Your Cybersecurity Strategy

• IT Complexity: The Reason Your ZTNA Deployment 
Will Fail (Just Like Many Digital Transformations)

ON-DEMAND WP&C EXECUTIVE WEBINARS

https://youtu.be/cMxknSsPMlk
https://youtu.be/8DlBylq7Xrc?si=optg8dVYsfUN7SCz
https://youtu.be/8DlBylq7Xrc?si=optg8dVYsfUN7SCz
https://youtu.be/QdGqa0_uaAc
https://youtu.be/QdGqa0_uaAc
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