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EXECUTIVE SUMMARY

Process Misalignment Wrong Assumptions Structural Fixes
Most failures stem from process design Incorrect assumptions about data Issues can be resolved through
gaps, not lack of effort or intent from access, verification norms, and localized consent, country-specific
screening teams. jurisdiction rules create critical blind workflows, and structured governance.
spots.

"Failures are structural, not operational — and most are preventable."



FAILURE SCENARIOS AT A GLANCE

Breakdown Point

Key Lesson

Assuming Universal Criminal Record
Access

Over-Reliance on Database Screening

Single Workflow Across Countries

Underestimating Employment
Verification

Ignoring Data Privacy Constraints

Mismanaging Cross-Border Screening

Prioritising Speed Over Depth

No jurisdiction-specific verification strategy

Incomplete database coverage not addressed

Global workflow applied without local adaptation

Language barriers & responsiveness ignored

Global consent forms reused without localisation

No structured coordination across countries

Verification steps reduced for fast turnaround

Access models differ significantly by country

Direct verification must supplement databases

Consistency requires jurisdiction-specific execution

Local institutional behaviour drives outcomes

Privacy compliance must be jurisdiction-specific

Governance and consistent reporting are essential

Speed without depth weakens defensibility



SCENARIOS 1 & 2

Criminal Records - Database Screening

Assuming Universal Criminal Record Access

WHAT WENT WRONG

Treated criminal record access as uniform across jurisdictions;
no candidate-controlled alternatives planned.

OUTCOME

Delayed hiring - Incomplete results - Misread 'no record found'

. Absence of data # absence of risk

Over-Reliance on Database Screening

WHAT WENT WRONG

Used centralised databases in markets with fragmented
coverage; discrepancies not validated with direct checks.

OUTCOME

Inaccurate profiles - Missed inconsistencies - Compliance
exposure

. Databases must be supplemented by direct institutional
verification



SCENARIOS 3 & 4

Workflow Design - Employment Verification

Applying a Single Workflow Across Multiple
Countries

Same screening workflow used across Asia without adapting to
country-specific requirements or regulatory differences.

Delays in certain jurisdictions - Inconsistent results - Hiring team

frustration

Consistency in Asia requires adaptation, not
standardisation

Underestimating Employment Verification
Challenges

Assumed employers would respond quickly; did not account for
language barriers or build escalation processes.

Prolonged timelines - Incomplete confirmations - Reliance on

unverified data

Outcomes depend on local practices and institutional
behaviour



SCENARIOS 5,6 & 7

Privacy - Cross-Border - Speed vs Depth

Ignoring Data Privacy Constraints

Global consent forms reused without localisation; data over-collected; privacy
compliance not jurisdiction-specific.

Mismanaging Cross-Border Screening

No coordination structure across jurisdictions; inconsistent reporting; data
transfers not clearly governed.

Prioritising Speed Over Verification Depth

Verification steps reduced for faster turnaround; follow-ups skipped; partial data
relied upon as complete.

A\ Regulatory non-compliance - Audit risk - Re-
screening required

A\ Disjointed results - Compliance uncertainty -
Delayed decisions

A\ Incomplete screening - Higher risk exposure -
Lack of defensibility



THE COMMON PATTERN

Failures are rarely random. They share four structural roots.

X g

Misaligned Lack of Local Weak Process Inadequate
Expectations Adaptation Design Governance

Screening teams assume data No coordination layer across

. Global templates and Verification relies on passive R
access, responsiveness, and . . . . jurisdictions leads to
R workflows are applied without retrieval rather than active, . . .
timelines match home-market . inconsistency and compliance
country-level customisation. structured engagement.
norms. gaps.

Most failures are structural, not operational. Good vendor selection and governance are equally critical.



WHAT THESE FAILURES REVEAL

Country-Specific Understanding

Asia screening cannot be approached with a single lens. Each
market has its own access models, privacy frameworks, and Common failure scenarios identified

institutional behaviours. across Asian markets
Designed Processes, Not Assumed Ones

Effective workflows must be explicitly built for each jurisdiction
— not inherited from global templates or adapted ad hoc.

Structural root causes behind most
Active Verification Engagement screening breakdowns

Screening cannot rely on passive data retrieval. It requires
proactive follow-up, escalation paths, and direct institutional
contact.




HOW COMPANIES CAN AVOID THESE FAILURES

Build a Compliant Asia Screening Policy

Design jurisdiction-specific consent forms, data handling
rules, and verification workflows — not one-size-fits-all
templates.

Localise Consent & Data Collection

Ensure candidate consent is meaningful and legally valid
in each country. Over-collection of data is a compliance
liability.

Supplement Databases with Direct Verification

Never rely solely on aggregated databases. Establish
direct institutional channels and escalation paths for each
market.

Establish Cross-Border Governance

Assign clear ownership, consistent reporting formats, and
structured data transfer protocols for regional
programmes.

Balance Speed with Verification Depth

Set realistic timelines per jurisdiction. Cutting corners on
verification weakens defensibility and increases risk
exposure.



Wrong Assumptions
Break Screening — Not
Missing Tools.

Effective screening in Asia depends on structured processes, local understanding, and consistent
execution across all jurisdictions.

Structured Processes Local Understanding Consistent Execution
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