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International Exposure in M&A:
Key Considerations to Reduce Risk

by Matias Ormaza

UNDERSTANDING GLOBAL RISK BEFORE IT BECOMES YOUR PROBLEM

Four in 10 AEC firms have completed a merger or acquisition in recent years." Often, these deals come with
something firms don’t always anticipate: inherited international exposure. If your company acquires a firm
with international operations, you inherit their obligations, including projects, contracts, and partnerships
subject to laws, insurance requirements, and liability standards that differ significantly from those in the U.S.

Knowing what to evaluate —- and when -- can mean the difference between a smooth transition or costly
surprises. The following best practices can help firms identify and manage international risk before it
becomes a problem.

5 BEST PRACTICES

1. Establish local presence early.

In many countries, you cannot simply operate remotely. A registered entity, local licensing, and physical
presence are often required —- and getting into compliance takes time. This is especially true in regions like
the Middle East, where firms are required to establish in-country operations before beginning work. Moving
too slowly can result in unenforceable contracts, project delays, or not getting paid for services performed.
Engaging local legal counsel early can help firms navigate those requirements.

2. Secure local insurance.

One of the most common mistakes firms make is assuming their U.S.-based insurance will cover international
work. Countries often require locally admitted policies, meaning coverage must be issued by a carrier
licensed in that jurisdiction. Your U.S. broker should have a strong international network with the ability to
place and service coverage in-country.

Many firms rely heavily on their broker for guidance. But once operations span multiple countries, the path
forward becomes complex. There is often a grey area around how and when to transition from a domestic
program to a more formal international insurance structure.

That raises a critical question: When is the right time to establish a local insurance program? The answer
depends on factors such as in-country regulatory requirements, contractual obligations, “boots on the
ground” (meaning having local employees, office(s), vehicles, equipment, etc.), project size, and duration. But
waiting too long to act can leave firms exposed to gaps in coverage, and potential fines and penalties for not
complying with local law.
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3. Coordinate your global insurance program.
Even when local policies are in place, they must carefully align with the firm’s master global insurance
program. A typical structure involves local policies providing primary coverage, with a global program
sitting above those limits. But this isn’t automatic.

Firms need to intentionally schedule each local placement within the master global excess program,
clearly outlining the limits purchased in each country so that each excess global underwriter can determine
what additional protection exists below them and credit premiums accordingly while pricing difference in
conditions (DIC) and difference in limits (DIL) coverage.

For example, a firm might have a $20 million tower in the U.K. and a $2 million policy in Canada, with a global
excess program structured above both local limits.

In some cases, firms may strategically purchase lower limits locally, knowing their global excess coverage
provides additional protection. But that approach only works if the policies are fully aligned. Local policies
can contain limitations or holes that may not be obvious until a claim occurs.

A well-structured global excess professional liability policy can fill them in. But that requires deliberate
coordination. If the primary local policy is exhausted — or fails to respond as expected — firms need to know
exactly how and when the global coverage will step in. Without that alignment, a claim can quickly turn into a
surprise.

4. Understand country-specific legal and regulatory requirements.

Regulatory requirements vary widely — not just by country, but sometimes by region. For example, workers’
compensation in Canada is managed at the provincial level, requiring separate registrations and compliance
in each jurisdiction.

Coverage requirements may also differ. In the UAE, required coverages are different from those in the U.S.
Contractual norms can shift too. Additional insured status may not be available in some markets, introducing
liability exposure that insurance alone cannot resolve. In some cases, firms may need to rethink their
contracts entirely to account for what coverage cannot cover. This can be particularly important for firms that
are also exposed to subconsultants and/or subcontractors retained by them.

5. Understand local liability standards and how they're enforced.
In the U.S., professional liability is generally based on negligence. Internationally, that’s not always the case.

Markets like France and the UAE operate under decennial liability, a strict liability framework where firms
can be held responsible for structural defects for up to 10 years —- regardless of fault. This significantly
expands risk exposure and requires different coverage and contract strategies.

Written standards and actual enforcement don’t always align either. One client learned this firsthand when
structural issues emerged on a high-profile project. On paper, the project was subject to strict local liability
requirements. In practice, there was no litigation, and enforcement was inconsistent — some provisions were
scrutinized, while others were effectively overlooked. Firms need to understand not just what the rules say,
but how they are actually applied.

Having local expertise in place provides critical support when questions arise.
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CONSULT YOUR BROKER

International exposure isn’t inherently risky — but ignoring it is. Firms that navigate it successfully are the
ones that invest in due diligence, align their insurance programs carefully, and work with brokers who
understand both local requirements and the real-world realities of each market.

OUR APPROACH TO MANAGING GLOBAL EXPOSURE

Greyling Insurance Brokerage & Risk Consulting, a division of EPIC Construction & Design, is a specialty
brokerage and advisory firm focused on design professionals and the construction industry. Our team brings
deep experience in how AEC firms navigate complex, cross-border risk, including the insurance, regulatory,
and operational considerations that arise through international expansion.

As firms evaluate inherited global exposures, we work alongside client integration teams to assess existing
program structures, identify gaps in coverage and compliance, and align insurance strategies with evolving
business needs. This includes coordinating global and local policies, evaluating jurisdiction-specific
requirements, and providing perspective on how different approaches can impact long-term risk and
financial performance. We help clients approach international growth with greater clarity and confidence,
grounded in practical experience across the markets where they operate.

Let's Talk

We are a specialty insurance brokerage and risk consulting firm focused on design professionals and the
construction industry. We understand how our clients’ businesses operate based on personal experience and
we influence exceptional management of risk across their enterprises and construction projects.
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