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Launch
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This guide is operating orientation, not legal, tax, immigration, accounting, or investment advice. Regulated judgments
belong to licensed professionals, and several sections below exist to make sure you have asked them the right questions.
Laws, timelines, and named products change; information is current as of July 2026. Product names are examples only,
with no affiliation or endorsement implied; verify current fit before choosing.

Foreword

In 2016, a foreign-founded software company opened its worldwide headquarters in Boston and hired me as its first US
employee. There was no office, no team, and no local structure. My job was to create them. Seven years later, the
company had grown from 35 to 100 people, revenue had grown tenfold, and it had been acquired by one of the largest
companies in its ecosystem. | became COO in 2019 and stayed through the integration.

This guide is that experience written down as a method: the Stateside Operating System. It is a practical sequence for
turning real US demand into a working US operation, built around a role I call the Stateside Operator. The guide teaches in
the second person, because it is a working document, not a memoir. Where my own experience makes a point concrete, |
step in briefly.

Read it before you hire anyone, sign anything, or book a flight. It will cost you an hour. The mistakes it describes cost
months.

Part I: The US Expansion Wall

Cross-border expansions carry a high risk of failure, and usually not for the standard business reasons such as a weak
product or a wrong strategy. They fail for a simpler, operational reason: they try to run US execution from abroad.

The remote trap. Since 2020, a comfortable assumption has taken hold: that digital tools are an adequate substitute for
local operational presence. Most foreign companies now attempt US entry remotely first, and the assumption fails at a
predictable point. Being able to transact globally does not mean you can build operational trust globally. US buyers routinely
treat a foreign vendor without local presence as a higher-risk vendor, and their procurement, security, and legal processes
are built to act on that judgment.

The foreignness penalty. The extra cost of operating abroad is one of the oldest documented findings in international
business research; scholars call it the liability of foreignness (Hymer, 1960; Zaheer, 1995). It is the accumulated price of
unfamiliarity with the local environment, coordination across distance and time zones, missing local networks, and the
skepticism local buyers apply to outsiders. You pay it in longer sales cycles, heavier proof requirements, and deals that
quietly stall.

The scale-up trap. The danger grows with time. The most dangerous period for a foreign expansion is not launch, it is
scale-up, for two compounding reasons:

- Remote micromanagement. As US complexity grows, headquarters tries to manage detailed US operations from
thousands of miles away. The internal feedback loop breaks, and the US market notices.
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- Accumulating compliance risk. In year one, compliance feels like a checklist. By year three, it is a liability register. US
regulation is multi-layered, federal and state, and obscure clauses carry real consequences: the federal Defend Trade
Secrets Act notice that belongs in employment agreements, California's ban on non-compete agreements, the lllinois
Biometric Information Privacy Act. These risks tend to surface at the worst moment, during fundraising diligence or an exit.

The three mechanical failures

For founders, the wall feels like a sudden, confusing loss of momentum: demand is real, but the company cannot seem to
become real behind it. The symptoms look financial. The root causes are mechanical, and there are three.

1. Decision latency (internal friction). When you manage operations across an ocean, a five-minute question becomes a
24-hour wait. A contract negotiation that should take two days takes two weeks; a vendor setup that should take an hour
takes three days. The deal does not always die, but the momentum does. Research on dispersed teams reaches the same
conclusion: time-zone separation is its own burden, distinct from distance, because temporal dispersion cuts the hours of
real-time overlap and raises the cost of every coordination cycle (O'Leary and Cummings, MIS Quarterly, 2007). Latency
also comes from out-of-order execution: attempting tasks in the wrong sequence, such as hiring staff before US payroll
exists, generates delays and legal exposure at the same time.

2. Execution latency (external friction). US institutions move at a fixed, regulated pace that does not care about your
urgency. An Employer Identification Number commonly takes days to weeks, longer for foreign-owned applicants
processed manually. Bank reviews often take weeks. State registrations often take up to a month. The trap is assuming
these tasks run in parallel. They do not; they are sequential. You cannot lease an office without a bank account, and you
cannot open the account without the EIN. Without local execution driving the chain, founders routinely lose four to six
months just waiting for dependent steps to unlock. (Exact timelines vary and change; treat every figure in this guide as a
typical range, not a promise.)

3. Informational opacity (the knowledge gap). You cannot plan for steps you do not know exist. The US operating
environment is a dense web of rules across government, finance, and professional services, and foreign founders hit the
wall on requirements they have never heard of: economic-nexus tax obligations, 409A valuations for equity, Importer of
Record status for physical goods, and the permanent-establishment rules under which careless remote operation can make
the foreign parent company itself taxable in the US. These rules announce themselves only when they become roadblocks.

The knowledge gap cuts both ways, and this is the part almost nobody tells you: local knowledge does not only prevent
losses, it finds money.

From my own launch. At ALM Works, our employees raised an idea at a company meeting: a Section 125 plan, the
arrangement US tax law calls a cafeteria plan. The employer establishes it as a written plan, and employees then elect to pay
for qualified benefits, such as health insurance premiums and FSA or HSA contributions, with pre-tax dollars. Every
participating employee lowered their federal, state, and FICA taxes, and the company saved a significant amount on payroll
taxes, every single year. No one abroad would ever have known to ask. That is what local knowledge is worth on the upside.

The localization imperative

The hard truth: you cannot reliably build US physical, legal, and financial infrastructure from abroad. The stall is not about
your effort. It is about local authority, local knowledge, and correct sequencing, and the fix is not better slide decks or more
midnight calls.

To break the wall, stop treating US expansion as a remote project and start treating it as a local operation. The solution is a
Stateside Operator: a dedicated local execution owner who runs the launch in US time while headquarters keeps
structural control. The role is the engine of the Stateside Operating System, a method built entirely on local execution,
local sequencing, and local accountability. The rest of this guide explains the role, the readiness gates, the system, the
135-day sequence, and the toolkit.

Part II: The Stateside Operator

A Stateside Operator is not a sales representative and not a general business consultant. The Operator is a local
operations executive dedicated to one job: turning your real US demand into a functioning US company. Working entirely in
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US time, with delegated decision rights, the Operator absorbs the friction of setting up a business, including compliance
coordination, banking, insurance, and vendor onboarding, so headquarters can stay focused on product and strategy. The
Operator senses risks early, clears roadblocks locally, and protects the founder's time and momentum.

The mandate and the end state

Define the final goal before you hire. The Operator is essential, but the Operator is the initial execution owner, not the
permanent core of your US office. One strong local hire cannot replicate your company's DNA, and if you treat this position
as the permanent center, you risk building an isolated outpost that depends on one person.

The Operator builds the foundation: the entity, the HR infrastructure, the banking, the operating rhythm. That groundwork is
designed to enable a Landing Team: a flexible rotation of your own veterans from product, engineering, and the founding
group, combined with local US hires. The team carries a dual mandate:

- Export company context. Veterans transfer your product knowledge, quality standards, and culture to the new US hires,
so the US office shares the company's values rather than inventing its own.

- Import market reality. The same veterans absorb US market speed, negotiation habits, and employment norms, and
carry that reality back to headquarters, preventing drift on both sides.

Veterans do not need to relocate permanently. Short trips, rotations of three to twelve months when visas allow, or
dedicated remote partnership all work; plan for one to three people depending on visa feasibility, cost, and traction. The
format matters less than the goal: the US office must be neither an isolated outpost nor a one-person dependency. The
Operator builds the infrastructure; the Landing Team turns it into a lasting company presence.

The decision rights contract

The setup works only if both sides respect a strict division of labor:

- Headquarters owns strategy and product. Product, pricing, brand standards, and global strategy are defined at home
and are not the Operator's to change.

- The Operator owns execution and sequencing. How and when things happen in the US, the local calendar, the setup
order, and the compliance requirements belong to the Operator.

If the Operator says "we cannot sign this contract until the insurance is in place," headquarters must listen. If headquarters
says "the product roadmap has changed," the Operator must adapt. This is delegated authority, not surrender: the Operator
needs enough power to prevent delays during US business hours, while high-risk actions follow agreed approval rules. And
the contract binds both sides: the Operator's thresholds are written, and so are your response times, so escalated
approvals do not sit in a founder's inbox across an ocean.

Two safeguards keep delegation from becoming abdication:

- Maker-checker governance. The Operator initiates wire transfers and drafts contracts; a founder approves the
high-stakes ones through a digital portal. Speed for daily work, control for consequential work.

- Budget segmentation. A separate US operating account with strict, predetermined limits gives the Operator autonomy for
daily expenses while the parent company's capital stays protected.

The market adaptation mandate

The hardest part of the Operator's job is not analyzing the US market; it is helping headquarters adapt to it. Your home
office is built for your home country. Surviving in the US may require changes to pricing models, features, delivery
workflows, or even the core value proposition, and home offices naturally distrust remote feedback.

That is why the Operator must work as a strict signal filter. Forwarding every customer complaint makes the Operator a
distraction. The duty is to ignore isolated sales anecdotes and report only consistent, structural market problems, in a
format headquarters can trust enough to act on.

Six signals of a good operator
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First, avoid the two classic mistakes.

The HQ transplant. The most common instinct is to send a trusted lieutenant from home to set things up. Loyalty is real;
fluency is not. Your best person knows your company and is illiterate in the US market: at-will employment, the pace and
redlines of American procurement, insurance mechanics, benefits norms. A loyal generalist stalls at the first specialist wall,
and a country-manager title without decision rights and a weekly operating rhythm leaves you exactly where you started, as
the integration layer. Without a locally fluent operator, you are not expanding; you are visiting, at a very high cost. Your
veterans absolutely belong in the US operation, as the Landing Team above describes, second, not first: they arrive once a
local operating layer exists to receive them.

The pure sales hire. The other reflex is hiring an expensive US VP of Sales for their contact list. It usually fails, and not
only for sales reasons: a newly hired sales executive has no standing inside your company. When that person tells your
home office "the product needs to change," your engineers hear excuses. You need a builder with authority, not just a seller
with contacts. Look for six signals:

- Wields delegated authority. Within the agreed scope, the Operator's decision is the company's decision. Everyday
matters are decided and reported, not submitted for permission.

- Exercises a stop rule. When a customer demands something that breaks the service model, a good Operator pauses and
escalates instead of making an unscalable promise. This discipline protects you from unprofitable revenue.

- Protects the founder. Low-level administrative noise, vendor spam, and minor notices get resolved locally. Product
feedback gets filtered into signal. Your attention is treated as the scarcest resource in the launch.

- Calibrates talent and culture. US professionals have distinct expectations: standard stock options rather than informal
equity promises, defined career ladders, explicit workplace norms. The Operator translates these so you do not accidentally
build a culture US talent reads as poorly managed.

- Bridges the knowledge gap. The Operator brings a pre-built map of the unknown unknowns, from state privacy laws to
licensing requirements, and surfaces mandatory steps before they become six-month delays.

- Enforces the critical path. The Operator respects institutional lead times and makes sure business milestones, such as
hiring, never run ahead of institutional readiness, such as payroll.

The cost question

A senior local operator costs visibly more than a junior transplant or a part-time country manager, and every serious buyer
runs that comparison. Run it correctly: the metric is not the operator's salary, it is the cost of vacant growth. Every month
the expansion stalls in institutional lag or decision latency is a month of lost US revenue and momentum that a local
competitor collects instead. Measured against stalled quarters, the senior operator is not a cost line; it is insurance against
the six-month stall. You are not paying for a manager. You are paying to collapse the time between market entry and
market authority.

Boundary note: the Stateside Operator provides execution structure and operating coordination. The role does not replace
licensed legal, tax, immigration, or regulatory advice; licensed professionals handle those judgments throughout this guide.

Part Ill: Readiness and Selection: the four gates

Before you hire a Stateside Operator or begin building, pass four gates. This is what the US Expansion Wall Assessment
checks: whether you are about to build expensive infrastructure for a market that is not ready to receive it.

Gate 1: Validate consistent demand

Do not build a US company to find product-market fit. Build it to service real US demand. You are ready when traction has
crossed from founder-driven wins into consistent demand, and the clearest evidence is US prospects actively demanding
domestic terms while deals fail because you cannot provide them. US buyers will ask for: payment in US dollars, US bank
account details, standard US contract forms, standard procurement and payment workflows, and local support hours. When
those requests pile up, the demand is real.
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The one-market fallacy. When measuring demand, do not claim you are "launching in the US." There is no single US
market; the country is a collection of 50 distinct economies with their own regulations, cultural codes, and buying habits. A
sales approach tuned for New York finance often fails in California tech. Targeting the whole country at once drains your
budget before you gain a strong position anywhere; you cannot support a 3,000-mile territory on a seed-round budget. The
execution rule: launch in a specific region or a specific vertical. If you cannot win a single state, you cannot survive the
continent.

Gate 2: Select the entry model
Choose the model that solves your actual constraint:

- The remote model. Sell from home as a foreign company. Best for testing demand at lowest cost; its limit is the wall itself:
buyer trust, contracts, tax exposure, and response times.

- The partner model. Sell through a US distributor. Best for fast access without building operations; its price is margin,
customer contact, and control of the relationship.

- The US subsidiary. A registered US company with local operations. Best for long-term execution, enterprise trust, local
hiring, US banking, and US capital. This guide assumes the subsidiary model, because it is the only structure that supports
a permanent Stateside Operator. Creating the entity, however, solves nothing by itself; delays are solved by giving the local
layer authority to execute.

One risk spans all three models: run US activity from abroad long enough, or sequence the setup wrong, and your home
company itself can acquire US "permanent establishment” status and become taxable in the US. Raise it with cross-border
tax counsel early; it converts "we will formalize later" from a delay into a liability.

The capital and IP trap (the Delaware flip). If your long-term goal is US venture capital, a standard subsidiary may not be
enough: many US investors require a Delaware C-Corporation as the global parent, not a branch under your foreign
company. Restructuring later, the so-called Delaware flip, makes the new US company the parent and your original
company its subsidiary, and doing it after significant value has accumulated can trigger heavy exit taxes and
transfer-pricing penalties at home. The rule: decide your fundraising strategy before you incorporate, with cross-border
corporate and tax counsel on both sides of the border. If your goal is a profitable US operation without US investors, the
standard subsidiary is the cleaner choice.

Gate 3: The hiring sequence

The most common sequencing mistake is relocating the founding team first. It almost always backfires: the founder lands
into months of personal logistics, housing, credit history, insurance, schools, and is physically present but operationally
absent.

The efficient sequence has two steps, and it is the single most important rule in this guide: the Operator is the first hire;
the founder is the final hire.

- Hire the Stateside Operator first. Already local, the Operator immediately builds the foundation: payroll, banking,
benefits, office workflow. The founders stay home, run the existing business, and act as executive sponsors approving
major decisions remotely.

- Relocate the founders second. They arrive into a working system: accounts open, payroll running, providers engaged,
support paths active.

Gate 4: Pre-select your service partners

Do not assume you can hire a specialist at the last minute. Quality US CPAs, lawyers, immigration counsel, and banking
partners run waiting lists measured in weeks. Foreign-owned subsidiaries also face the "small client" problem: to a standard
US firm you are low revenue with high complexity, cross-border ownership, transfer pricing, unfamiliar international
documents, and general firms deprioritize exactly that profile.

Map your provider bench before the launch clock starts, and apply the matching rule that governs the entire service
strategy: match the provider to the risk.
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- Cross-border specialists for structural risk: international tax, transfer pricing, immigration, foreign ownership, corporate
structure.

- Local specialists for execution risk: US employment law, commercial real estate, benefits, permits, vendor sourcing.

A local generalist is excellent for daily execution. Never rely on one for international tax, immigration, or corporate
ownership questions.

Part IV: The Stateside Operating System: running two tracks

The foundation of the Stateside OS is a simple recognition: entering the US is not a sales push. It is two dependent tracks
that must run at the same time.

- Track 1: Commercial translation. Adapting sales, delivery, and customer workflows to how US buyers actually operate.

- Track 2: Operating infrastructure. Building the legal, financial, HR, and physical foundation that makes the US company
real.

Focus only on sales and you hit a compliance wall. Focus only on administration and you burn cash without revenue. The
tracks run in parallel, and keeping them in step is the Operator's core job.

Track 1: Commercial translation

The goal is not selling; it is translation. Your home-country quote-to-cash cycle must be rebuilt to match exactly how US
buyers evaluate, contract, onboard, and pay. The stakes are measurable: World Commerce and Contracting, the
professional association for commercial contracting, finds that poor contracting practices erode value equivalent to almost 9
percent of annual revenue on average, and 15 percent or more in complex industries. In your home market, a B2B deal
may close on a handshake and an invoice. In the US, signing the contract is often the beginning of a corporate maze:

- The vendor onboarding wall. Signature does not release payment. You often must clear a separate procurement
process, W-9 tax forms, electronic funds transfer details, corporate certifications, before the client's finance team pays you.

- The security questionnaire. For B2B software, a security questionnaire running to hundreds of questions is a standard
gate. It often arrives as the industry-standard SIG (Standardized Information Gathering) questionnaire or as a demand for a
SOC 2 report; knowing these instruments by name is part of reading as local. Treat it as a serious sales obstacle, not a
support ticket; slow answers stall deals.

- The data privacy wall. Do not assume GDPR compliance covers the US. States have their own strict regimes, California's
CCPA and CPRA above all, and you need a US-specific privacy policy and Data Processing Agreement ready before legal
review, or the deal fails there.

- The sales tax trap (economic nexus). In the US you can owe sales tax in a state where you have no office, no employee,
and no property. Under the economic-nexus rules that followed the Supreme Court's 2018 Wayfair decision, sales volume
alone creates obligations. Have your CPA run a nexus review before you collect your first dollar, and automate the
calculation once volume, multi-state sales, or a physical footprint make manual tracking unsafe.

From my own launch. ALM Works was a Massachusetts corporation, and in the early days our working assumption was
simple: we pay federal taxes and Massachusetts taxes, and we are done. Then we learned what economic nexus means in
practice: selling software licenses online to businesses and individuals in other states, California among them, made us liable
to collect and remit those states' sales taxes. Nobody sent us a friendly warning first. Under the post-2018 rules, this is now
true for every remote seller, foreign or domestic, and it is the single most common unknown unknown | see foreign founders
carry into the US.

- The goal: remove all friction. Your US buyer should never feel they are purchasing from a foreign entity. Every
touchpoint, contract format, invoice currency, support hours, must feel local.

The hidden friction: communication. "Local" is not just the dollar sign. US business communication is direct, explicit, and
fast; if your home culture is nuanced and relationship-first, your pitches may read as slow or evasive to US buyers, and the
Operator must translate the register. The same applies to literal signal quality: on cold calls, poor audio, line delays, or
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unfamiliar phrasing create friction in the first ten seconds, and buyers hang up. Audit your phone systems; clarity is a sales
asset.

Track 2: Operating infrastructure

This track builds the institutions your US business runs on: banking, insurance, payroll, legal compliance, and workspace.
Founders underestimate it as "setup.” It is a rigid chain of dependent actions, and improper sequencing causes most launch
delays.

The critical path: owner identity verification (KYC) -> bank account funded -> insurance bound -> PEO and payroll active
-> |egal hiring. Action B is impossible until action A completes. Hire a US salesperson before payroll and workers'
compensation exist and you have created operational debt and legal liability in one move. Headquarters must agree that
sales and hiring milestones stay locked until the Operator clears the infrastructure dependencies, and the Operator must
trigger the slow institutional processes immediately, treating them as fixed lead times.

Typical institutional lead times (they vary and change; plan in ranges):

Entity formation: days to about two weeks

EIN for a foreign-owned company (manual processing): two to four weeks or more
Bank account opening with KYC review: several weeks, up to about two months
PEO and payroll activation: two to three weeks

L-1 or E-2 visa process: several months, commonly six or more

The identity and banking traps:

- Status first. Before you can open a bank account, you must legally exist in the US system. Establishing a verified
presence, even through a valid B-1/B-2 business visit or an initial visa petition, ensures that when a bank or agency asks for
the owner's details, a recognized record exists. (Confirm the right path for your case with immigration counsel; this is
orientation, not advice.)

- Signatory is not owner. Under Know Your Customer rules, banks verify the beneficial owners, the founders, not merely
the account signatories. Do not assume the Operator can open the account alone.

- The banking trip. Major banks (Chase and Bank of America are typical examples) often require the primary founder
physically present in a branch. Plan a US trip immediately after incorporation. Digital-first banks such as Mercury or Brex
allow remote onboarding, but non-resident owners should expect manual review measured in weeks.

Hidden launch blockers:

- Physical goods. Imported products need an Importer of Record to clear customs, and storing inventory in a US
warehouse creates physical nexus, triggering sales tax obligations in that state even with no employees there.

- Regulated industries. In sectors like fintech, healthcare, or construction, state licenses often require a full-time employee
holding a specific personal credential (a Qualifying Individual). Applications commonly run three to six months; start
immediately.

- The equity wall. US talent expects stock options, and you cannot legally issue them without a 409A valuation, an
independent appraisal that commonly takes weeks. Do not discover this at the final interview.

- The footprint trap. Choose office locations by your target employees' actual commutes, not by cheap rent or a prestigious
address. An office your best candidates cannot reach repels the talent it was meant to attract.

The synchronization rule

The Operator's most important continuous job is keeping the two tracks at the same pace. If commercial execution
outpaces infrastructure, you create operational debt: contracts you cannot fulfill, service levels you cannot deliver, hires you
cannot legally pay. If infrastructure outpaces the business, you burn cash on offices, software, and insurance that nothing
yet justifies.
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The system works when the operating infrastructure is built exactly one step ahead of the business. Not too late, and not
too early. Build the infrastructure before you scale, and do not build far beyond what the business can use.

Part V: The 135-Day US Launch Sequence

The sequence runs in three phases: build the operating system, stabilize it, then migrate functions into it. You do not move
everything at once. (The timelines below already account for the delays foreign companies specifically face, such as
manual EIN processing and slower onboarding with banks, payroll providers, and service partners. Day 0 begins when the
engagement is agreed in writing; interest and assessment start nothing.)

The talent sequence

You are managing three kinds of people with three different tolerances for chaos, and that dictates when each can enter:

- The builder (the Stateside Operator). The first local execution owner, able to work through the messy early period, often
initially as an independent contractor, before the formal HR environment exists. The builder is a locally fluent operator, not a
transplanted headquarters veteran; your veterans enter later, with the Landing Team, once the structure can receive them.

- The functional staff. Future sales and customer-success employees need a stable foundation: an active HR platform,
standard benefits, complete infrastructure. Hired into chaos, they fail or quit, and hiring them before your legal safety nets
are active creates real compliance exposure.

- The founder. Your own employment is legally tied to the system's success, because the visa petition must prove a stable,
operating business. You are the final hire.

Phase 1. Foundation (Days 0 to 45)

The Operator runs a parallel observation period, not yet owning the P&L or the customer relationship. The job is to establish
the weekly operating rhythm and map the friction precisely.

- Track 1 action. The Operator shadows every US deal and documents where delay occurs, quantifying it (“we lost three
days waiting for headquarters to review legal terms"). You will need this data to justify migrating roles in Phase 3. In the
same weeks, baseline the launch's three leading indicators, because early revenue is a lagging indicator and stability is
measurable now: founder decision load (routine, non-strategic items routed to you per week; success is a downward
trend), decision cycle time (how fast a US customer gets a yes or a no), and compliance posture (missed critical filings;
the only acceptable number is zero).

- Track 2 action. The Operator triggers the critical path: incorporation and the EIN application. Foreign-owned companies
often face manual IRS processing (such as faxing Form SS-4), commonly taking two to four weeks or more. The founder
makes the physical banking trip as soon as the EIN arrives, solving the KYC block in person.

Case study: Hailo, New York. The London taxi app Hailo entered New York in 2013 with strong funding and a real product,
and withdrew from all of North America in October 2014. The documented causes are instructive. Hailo assumed New York's
yellow-cab drivers would adopt the app the way London's cabbies had; they did not, and Hailo signed up only a tiny fraction of
the city's 40,000 drivers. Meanwhile the local price war between Uber and Lyft made the marketing cost of competing, in the
company's own words, astronomical. A well-built product entered a market it had modeled on its home city, and the home-city
assumptions did not survive contact with the local one. The lesson: your home market is not a template. Validate local
behavior before you build on it.

The trap: the false pipeline. Do not count verbal agreements as closed revenue. In Phase 1 the Operator typically
discovers that "closed" deals are stuck in vendor onboarding or security review. The fix: do not hire sales staff until the
administrative blocks are actually cleared.

Phase 2: Stabilization (Days 46 to 90)

Now you fix what Phase 1 exposed, moving from observation to clearing roadblocks.

Track 1: implement US-standard commercial processes.
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- Contracts: replace home-country agreements with a standard US Master Services Agreement.

- Collections: set up US payment rails (ACH, card processing) connected to your tax handling, and run a strict collections
cadence, for example a reminder at day 25 and a call at day 35, because "net 30" drifts without one.

- Service levels: define explicit SLAs with concrete response times. US buyers expect contractual commitments, not "best
effort.”

Track 2: construct the infrastructure.
- The bank account gets fully funded with operating capital.

- Payroll and HR. Do not run US payroll yourself. Launch behind a Professional Employer Organization (Justworks and
TriNet are the established examples), which acts as an immediate legal shield: state tax registrations, mandatory workers'
compensation, compliant payroll. You cannot hire your first employee until this is active. Treat the PEO as a launch tool, not
a life sentence; once established, you can transition to an in-house HR platform (Rippling and Gusto are the standard
examples) on your own timeline. For staff who remain outside the US, an Employer of Record (Deel and Remote lead the
category) plays the equivalent role abroad.

- Workspace strategy. A commercial lease is often a legal instrument, not just desks, and the right strategy depends on
your visa path. The L-1 "new office" route strictly requires proof of physical premises, in practice a lease or dedicated
workspace, maintained through the first year and first extension; after that, a work-from-home pivot becomes possible. The
E-2 investor route does not strictly require an office if you can document real US activity through staff, customers, and
revenue, though a lease remains strong evidence. Confirm the specifics of your case with immigration counsel before
committing. If you do take an office, lock its location first: you need that address to map employee commutes and, later, the
founder's own housing.

The trap: founder overload. Founders compensate for process gaps by answering US emails at 3 a.m. The heroic version
of this story hides the broken system underneath. The goal of Phase 2 is a machine that runs without your midnight
interventions.

The exchange: two-way training. Most founders treat onboarding as a one-way download to the Operator. Run it in both
directions:

- Headquarters trains the Operator on decision history and unit economics, not just the feature list. An Operator who does
not know why the product is built the way it is, and where the margin lives, will make unprofitable local trade-offs.

- The Operator trains headquarters on US reality: why buyers expect same-day responses, why certain compliance
documents are non-negotiable, what US employment norms demand. This pushback prevents home-country habits from
setting impossible expectations.

Case study: Tesco's Fresh & Easy. The UK's biggest grocer entered the US in 2007 after years of research, and exited in
2013 with a write-off of roughly GBP 1.2 billion, closing or selling all of its roughly 200 stores. Among the documented failures:
produce was individually wrapped in plastic, partly to serve the self-checkout model, which was standard practice at home, but
American shoppers expect to touch and inspect produce, could not judge the wrapped items' freshness, and the format
undercut the very word "Fresh" on the sign. Headquarters standards were applied against local buying psychology, and local
signals did not change them in time. The lesson: your Operator must have the standing to challenge home-office standard
procedure when it collides with how the local customer actually buys.

Case study: Preply. The counter-example. Preply, the language-learning marketplace founded by Ukrainian entrepreneurs,
built its early team and product in Kyiv while establishing its headquarters and leadership presence in the US (Brookline,
Massachusetts, later adding a New York office). The company committed to a local operating base rather than running its key
market remotely, and the record shows what followed: a $120 million Series C across 2022 and 2023, and in January 2026 a
$150 million Series D at a $1.2 billion valuation. Foreign-founded, locally operated, and now a US-headquartered unicorn. The
remote trap is escapable; the escape route is local.

Phase 3: Migration and arrival (Days 91 to 135 and beyond)

Migrate a function only when it is stable, and stability is a gate, not a feeling: a function is ready when it has reported into
the US weekly cadence for four consecutive weeks without home-office intervention. The migration rule is absolute:
never migrate chaos. A broken process moved to the US becomes a broken process with US salaries attached. The
leading indicators from Phase 1 are the evidence: migration is working when founder decision load trends down while
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decision cycle time holds.
The migration sequence, in order:
- Sales operations. Quotes, contract approvals, and deal advancement running in US business hours.

- Support readiness, built in parallel. Knowledge base, ticket workflows, severity models, templates, and escalation paths
must exist before new US customers arrive.

- Customer success. Onboarding and guidance in US hours, landing on the support safety net built in step 2.

- US-time support triage. A local team receives, classifies, communicates, and escalates in US hours; headquarters can
keep deep debugging initially, but the customer communication loop moves immediately.

- Deep technical support, when ready. Advanced troubleshooting moves only after training, tool access, and shadowing
are complete.

The trap: premature scaling. Do not hire account executives before sales operations and support readiness are live. A
salesperson who cannot generate a US quote, get a contract approved, or hand a customer to working support will fail, and
it will look like a sales problem when it is an infrastructure problem.

Talent and visa alignment. With the PEO active, the Operator hires the first functional staff into a fully compliant
environment. With the bank funded, the workspace secured, and the first role defined with recruiting evidence, the Operator
assembles the visa petition documentation, the business plans, organizational charts, and financial proofs, while your
licensed immigration lawyer owns the legal strategy, eligibility analysis, and filing without exception. Ask that counsel to fit
the visa type to your five-year US plan, not merely the fastest entry; the cheap door today can be the wrong building
tomorrow. Once the visa is approved, the US entity hires the founder onto standard US payroll with local benefits: the final
transition from foreign owner to compliant US employee.

The relocation sub-track

If the founder is moving, business relocation and personal relocation must run together, because you will immediately meet
the credit paradox: you cannot rent a US apartment without US credit history, and you cannot build credit history without a
US address. The Operator acts as the founder's arrival coordinator:

- Documentation lead for the visa. Immigration is 10% law and 90% documentation; the Operator project-manages the
evidence while the lawyer owns the law.

- The local reference, with guardrails. The established US company secures temporary corporate housing and can vouch
for landlords, within strict financial boundaries: manage company lease liabilities deliberately, never mix the founder's
personal expenses with company expenses, and have your CPA review the tax treatment of any housing benefit.

- Business anchor first, home second. Do not choose the family home from abroad by school ratings alone, only to
discover an impossible commute to your talent pool or customer cluster. Lock the business anchor, the office, the talent
market, or the customer geography, then choose housing that serves the daily workflow. (School enroliment generally
requires established residency; research early, enroll after arrival.)

- The arrival rule. The founder relocates only when the landing stack is ready: temporary housing, transportation, banking
setup, and a clear health insurance path. Arriving early means spending month one fighting bureaucracy instead of running
the launch.

Part VI: The Toolkit

The service bench: five pillars

Keep the internal US team lean; rely on specialists for complex legal and financial work and on modern platforms for
compliance automation. The matching rule from Gate 4 governs everything: cross-border specialists for structural risk, local
specialists for execution risk. (All product names here are current, commonly top-rated examples as of mid-2026, two per
category, with no affiliation or endorsement; verify fit before choosing.)

Pillar 1: Legal and regulatory. Do not ask one general lawyer to carry every risk.
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- Corporate counsel for incorporation and structure. If the Delaware flip is in your future, coordinate three experts from the
start: US corporate counsel, US tax counsel, and home-country tax counsel. No single firm can price your home-country exit
taxes.

- Employment counsel (or your PEO's legal resources) for state-specific templates, handbooks, restrictive covenants, and
worker classification. US labor law is a state-by-state specialty; corporate lawyers do not substitute.

- Immigration counsel, entirely distinct, for L-1, E-2, or O-1 work. Corporate lawyers build the company; immigration
lawyers move the people. Do not mix them.

- Regulatory and licensing specialists for regulated industries, where multi-month state applications and Qualifying
Individual requirements live.

- Privacy and data counsel. US privacy is an expanding patchwork of state laws with real business obligations (disclosure,
deletion, correction, opt-outs, data minimization under CCPA/CPRA and successors). It starts as a setup project and
becomes an ongoing operation the moment you handle consumer, employee, health, or marketing data.

Pillar 2: Financial and equity.

- A US CPA for federal and state work, starting with the sales-tax nexus review from Part IV. Automate with a dedicated tax
engine (Avalara for broad, enterprise-grade coverage; Anrok as the SaaS-native leader) once volume or footprint makes
manual tracking unsafe.

- A banking partner who understands cross-border funds; ask specifically for the bank's international or global desk, the
team that actually handles foreign-owned entity documentation, because a local branch officer usually has not seen it.
Structure the accounts as described in Part Il: a segmented operating account with limits for Operator autonomy, main
reserves protected. Mercury and Brex are the standard digital-first options when the in-person route is impractical, with the
caveat of manual review time for non-resident owners.

- A spend-control platform (Ramp and Brex lead the category): virtual cards by default with pre-set limits, merchant
restrictions, and approval rules; physical cards as tightly controlled exceptions for travel and in-person needs, low limits,
receipt capture, weekly review. The goal is not banning plastic; it is eliminating reconciliation chaos across time zones.

- An equity platform (Carta and Pulley are the standard examples) if you take US investment or grant options: legal 409A
valuations, electronic issuance, and the vesting dashboard US employees expect instead of a static PDF.

Pillar 3: HR and talent.

- The HR compliance platform, PEO, EOR, or full HR system depending on your model, as sequenced in Phase 2.
Beyond payroll, it automates multi-state registrations, labor postings, safety logs, and mandatory workers' compensation
(operating without that coverage is a severe liability, and in some states a criminal offense). One boundary: the platform
manages the signing workflow for handbooks and intellectual-property assignment agreements; your employment counsel
must draft the language that actually secures the IP.

- A relocation concierge for the US credit and leasing maze; note that not only banks check credit, so do landlords,
coworking spaces, and office vendors, who may demand personal guarantees when the company has no US credit profile.

- A commercial real estate representative, not a residential agent, who maps candidate offices against where your target
employees actually live and commute.

Pillar 4: Operational and risk.

- An insurance broker for general liability, workers' compensation, cyber, and E&O, which are commonly required for US
enterprise deals. Responsiveness is the selection criterion: certificates of insurance with additional-insured status must
arrive in hours, not days, or contracts stall.

- A physical-goods compliance stack, if you ship products: a customs broker and Importer of Record specialist engaged
before inventory enters the US, plus product compliance, labeling, warranty and returns handling, product liability coverage,
and a CPA review of tax obligations in every state where you hold stock.

Pillar 5: Founder and executive relocation support. The Operator owns the landing, as detailed in Part V, treating your

arrival as a business dependency rather than a favor. A concierge adds capacity when several people move at once. Six
guardrails are non-negotiable: no unlicensed advice from the Operator on regulated questions; strict separation of personal
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and company finances; no casual company guarantees of personal leases without legal and financial review; a documented
relocation policy before company funds move; no promises of school placement, which requires actual residency; and no
collection of unnecessary family or medical information in company documents.

The eight tools, plus one companion

The Stateside OS runs on working documents, not proprietary software. Every one of them must have a named owner, a
backup owner, an update schedule, an escalation rule, and a single authoritative location. A document nobody owns
weekly is not an operating tool; it is dead documentation.

- The decision rights map. A simple matrix of who approves what. Maker-checker for high-stakes actions: for example, the
Operator executes transfers under $5,000 within budget, and anything above requires founder approval. Founder approvals
carry agreed response times, so escalation has a clock on both sides.

- The weekly scorecard. A Friday report tracking operational delay, not just sales metrics. It answers one question: what
prevented us from moving faster this week Its action-and-escalation log tracks owner, next action, due date, the age of each
blocker, and whether founder intervention is needed. Its headline metrics are the three leading indicators from Part V:
founder decision load, decision cycle time, and compliance posture.

- The dependency tracker. The most important tool: the visual schedule that controls the launch sequence, covering bank,
payroll, HR platform, workers' compensation, insurance, lease, state registrations, visa inputs, hiring readiness, and founder
arrival, with estimated regulatory and provider lead times built in.

- The risk register. A running list of compliance and operational risks, each with risk, category, owner, mitigation owner,
likelihood, impact, trigger, mitigation date, escalation path, and current status. A list without these fields is a worry list, not a
register.

- The customer promise map. Every non-standard promise made to a customer, with customer, promise, source,
approving executive, delivery owner, date, product impact, contract exposure, and status. It keeps sales from selling what
product has not built, and support from inheriting hidden debts.

- The security and compliance knowledge base. Pre-approved answers for security questionnaires, vendor reviews, and
standard DPAs, each with last-reviewed date, answer owner, security owner, legal owner, source document, expiration, and
an escalation rule for non-standard questions. Prepared answers turn a weeks-long response into days.

- The provider map. The service bench made operational: which lawyer, accountant, or specialist owns which question
across legal, tax, finance, HR, service, technical, and compliance work, with internal owners and escalation paths per
workstream. It is how provider handoffs stay connected instead of parallel.

- The migration readiness plan. The standing separation of what can move into the US now from what must wait, for
people, promises, routines, and responsibilities, with the readiness conditions named for each, including the four-week
stability gate. It is the tool that enforces "never migrate chaos."

Companion: the personal landing checklist. When the founder or key executives relocate, their personal landing is an
operational dependency, and this checklist connects directly to the dependency tracker so arrival timing matches visa
approval, office access, and housing readiness. Fields: person relocating, visa status and expected arrival, temporary
housing, long-term housing search, school or childcare path if relevant, health insurance, US banking, credit-building plan,
phone and internet, transportation and driver's license path, relocation budget, tax review needed, company-paid versus
personal expense, owner, status, blocker, and escalation owner. The Operator owns it; a concierge may execute pieces of
it; accountability does not move.

The dependency lock: four golden rules

To avoid the most common US expansion failures, hold these four boundaries without exceptions:

- No salespeople before infrastructure. Do not hire account executives before sales operations and support readiness
exist.

- No functional hires before HR compliance. No commercial team until the HR platform and workers' compensation are
fully active.
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- No leases without capital. Do not sign a commercial lease until the US account is open and funded; never sign a liability
the account cannot back.

- No relocation without readiness. The founder moves only when the landing stack is complete. Relocating into an
unfinished system creates personal chaos that becomes business chaos.

The Stateside Operator method reduces common US expansion failure modes by building a structured local execution
layer. It does not guarantee sales, financing, immigration approvals, regulatory approvals, tax outcomes, or legal outcomes,
and licensed professionals handle all legal, tax, immigration, and regulated matters throughout.

About the author. | am Slava Rozner, the Stateside Operator: first US employee and later COO of ALM Works, a
foreign-founded software company that grew tenfold in revenue and was acquired by Tempo Software, where | stayed
through the integration. I built this method by doing the job it describes, and | offer it, with myself in the role, through
statesideops.com. If your company has real US demand and execution is straining, start with the free US Expansion Wall
Assessment: statesideops.com/us-expansion-wall-assessment. | reply within 3 business days, | am the only person who
reads what you send, and if you are too early, | will say so.
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