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Information from Cartus on Relocation and International Assignment Trends and Practices

Reimagining Employee Retention Post-Pandemic
Group Moves in a New Climate
Group moves are unique company events, and corporations are wise to approach them differently
from an individual employee relocation.
When an individual is asked to relocate, it is usually in support of overarching company objectives
or to help the individual develop new skills that boost personal career goals. Conversely, group
moves occur due to a corporate business decision that is typically the result of a merger/
acquisition, reduction in force, headquarters move, plant consolidation, or office expansion. There
can be many drivers for such moves, including, but not limited to:
•
•
•
•
•
•

Moving a facility to a lower-cost location
Taking advantage of state/government tax credits being offered where labor is plentiful
Moving to a market that will attract diverse talent aligned with companies’ diversity, equity, and
inclusion goals
Integrating talent as a result of a merger or acquisition
Competitively positioning a headquarters or plant
Relocating to a location already saturated with the talent and skillset required for a company’s
specific industry

As a result of the pandemic, an exorbitant number of organizations are now facing all of the above,
in addition to navigating a workforce with all new demands.
Consequently, since group move scenarios are less likely to be linked to career progression and
are more likely tied to retention of one’s current position, employees and their families often face
the challenging decision of whether to accept an unplanned move or seek new employment
opportunities in the departure location with another company.

Organizations now
require intuitive and
customizable tactics to
retain optimal talent.

POST-PANDEMIC WORKFORCE EXPECTATIONS
Now that the COVID-19 pandemic is beginning to subside, companies are contending with a whole
new level of expectations from their workforce. Many employees have been working from home
for well over a year now. Some companies realized significant cost savings by reducing overhead
and terminating office leases, among other actions. Some also have observed a more productive
workforce, resulting in those companies deciding to retain a permanently remote workforce. Others
are starting to open their facilities with full-time employees or are considering a hybrid approach,
splitting days between the home and office. Either way, it is fair to say that the global working
environment no longer appears as it did in 2019.
As companies look to open their offices, they are likely going to house a smaller population and will
no longer have the need for multiple facilities or to reside in their current location. Many companies
are looking at lower cost alternatives. While they may continue with a hybrid remote workforce, it is
still more costly for companies to recruit, hire, and train new talent into an organization; therefore,
they are looking to retain their key talent, albeit in a new location.
A unique approach has always been required when it comes to enticing key, critical talent to move
with their organization (as part of a group move). Now, the post-pandemic climate has added
a whole new set of complexities, requiring intuitive and customizable tactics to be employed if
companies wish to retain optimal talent.

DISCRETION AND PROPER PLANNING ARE PARAMOUNT TO YOUR SUCCESS
Companies must retain key talent in order to achieve optimal success—both in terms of their
overall business strategies and specific group move objectives. Cartus’ experience has shown that
when employees begin to sense a pending disruption to their jobs and their lives, rumors begin to
circulate, productivity is lost, and companies risk the sudden departure of essential talent.
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In general, organizations will assess their talent pre-announcement and identify individuals who are
deemed critical to the success of the transition. With the advent of remote work and its popularity,
organizations need to take a more thoughtful, measured approach when evaluating their workforce
by considering those considered critical on-site employees versus others who can continue remote
work or via a hybrid approach. Therefore, once the announcement is communicated, HR leaders
and businesses will be prepared to have individual conversations with their employees and be able
to exhibit the forethought that went into the move decision by recognizing the changing needs of
the employee population.

Corporations should
approach group moves
differently from an
individual employee
relocation.

Due to the sensitive and confidential nature of a group move during the early planning phase,
relocation managers are often unaware that a move of this magnitude is pending, since critical
decisions are still being made at the top. That is why it is typical for the corporate decision
makers—commonly C-suite executives—to enlist “site-selection professionals” to compile
statistical data for various location options and guide corporations in negotiating tax and other
incentives for the chosen destination. Corporations are also encouraged to enlist relocation
group move experts during the location decision-making phase who are equipped and have the
experience to educate the company on the “dos” and “don’ts” of managing a group move. Due
to the sensitivity of a group move, none of these outside experts should be brought into the fold
without a fully-executed non-disclosure agreement.
As mentioned, it can be detrimental to the business if word of the move leaks to employees
prematurely, before the company has established a plan and crafted the proper communications.
Therefore, group move project expertise is critical to creating a customized, comprehensive strategy.
Goals and objectives must be clearly understood by all parties involved in order to properly
construct a program plan. For instance:
•
•
•
•

Clearly stating the rationale for the move
Considering the corporate culture and how will it inform employees’ attitudes
Determining the projected “go live” date in the new location
Identifying who and how many employees will be impacted

In addition, the group move expert should determine how the organization measures its success
factors. This can include:
•
•
•
•
•

Retention
Attrition
Retention post-move
User experience
Cost efficiencies

With this data in hand, the group move expert will formulate a project plan, beginning with a go
live/destination start date and working backwards, filling in each key milestone in the timeline.

Companies can never
over-communicate!

TIMING AND COMMUNICATION IMPACT SUCCESS FACTORS
A formal communication strategy is paramount to the success of the group move. It begins with the
format and delivery methodology and is followed by key messages the company must relay in order
to gain understanding, acceptance, and participation from its employees.
In addition to the move announcement, the company should map out the sequence of events,
provide an outlet for Q&A, and be prepared to begin activities immediately. This communication
format and the activities to follow will provide employees and families with a framework and a
comfort level that the company is putting its employees first.
In partnership with its group move relocation partner, the company will provide employees with
a clear, concise, and ongoing communication roadmap, which will commence with the move
announcement and may continue for up to six months following the final move. This approach
can lessen anxiety, increase trust in the organization, and help to maintain an acceptable level of
productivity during the entire group move. It can also decrease—perhaps even eliminate—the loss
of critical employees.
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GROUP MOVE CONSULTING: STRATEGIC PLANNING FOR SUCCESS

Establishing/
Expanding New
Location

Site Selection/
Location Feasibility

Move
Decision

Pre-announcement:
Strategic Planning
and Program Design

• Market maturity/feasibility

• Rationale for transition

• Availability/costs of qualified
labor pool

• Retention/attrition goals

• Housing/education conditions
and availability

• Communications strategy

• Transportation infrastructure/
security issues
• Healthcare facilities

Move
Announcement

• Project timeline
• Manager briefings
• Destination information support
tools (e.g., Virtual Resource
Center)

Employee
Decision

Pre-decision:
Employee Support
Services

Employee
Relocation

Employee
Relocation

• Announcement planning and
communications development

• Initiation of relocation services

• Confidential needs assessment

• Relocation expense management
and reporting

• Develop group move programs/
policies development
• Destination area orientation
presentations
• Group in-person/virtual
policy briefings
• Group in-person/virtual
destination area overview

• Policy counseling

• Marketing/home sale assistance
• Rental assistance
• Education assistance
• Home finding assistance
• Household goods shipment
• Spouse/partner career assistance

• Destination area
familiarization visits

Direct replacement costs
can reach as high as
50% to 60% of an
employee’s annual salary,
with total costs associated
with turnover ranging
from 90% to 200% of
annual salary.1

CUSTOMIZED EMPLOYEE SUPPORT: KEY TO A SUCCESSFUL TRANSITION
Depending on the employee level or specific skill set, studies show that it is far more cost effective to
retain and relocate key talent than it is to recruit, hire, and train new talent in the destination location.
For example, research cited by the Society for Human Resource Management (SHRM) suggests
that “direct replacement costs can reach as high as 50% to 60% of an employee’s annual salary, with
total costs associated with turnover ranging from 90% to 200% of annual salary.”
To that end, once the impacted population has been identified, the company must learn about
their employees’ current circumstances and understand what benefits and assistance each
individual employee will need in order to accept the relocation.
Unlike an individual relocation, in a group move, the company must proactively learn about the
personal lives of employees and their families in order to offer the appropriate support to help
them overcome roadblocks to moving. In many situations, families may have lived in one location
all of their lives. Spouses may need to find new employment, and children will be uprooted from
their schools. Families may be caregivers to an elderly parent, or children may have special needs.
In this new post-pandemic world, attitudes are changing, and companies are allowing a more
flexible, redistributed workforce. So the challenge to corporations and the risks of losing key,
critical talent is nearly unsurmountable. In preparation for these anticipated challenges, Cartus
has been developing and actively implementing solutions that are unique to each company and
its population. In lieu of sourcing alternative employment, customizable and agile solutions are
required now more than ever to ensure critical talent is being heard and offered the flexibility they seek.
While flexibility has been at the forefront of conversations for years, more and more companies are
doing away with traditional programs and are adopting a more flexible approach across their entire
mobile population. The relocation policy itself can address some of that; for instance, companies
can offer a set of core benefits accompanied by flexible options, so each employee can choose
benefits that are specific to their own unique family needs. This has been proven to go a long way
toward employee satisfaction and retention. This approach helps each employee feel that their
organization is truly interested in their personal needs and successful transition to a new location.
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In order to properly assess each employee and their family’s individual needs, companies utilizing
a confidential needs assessment tend to solicit more forthcoming feedback from employees. This
allows organizations to establish relocation support programs as well as more customized benefits/
solutions that make it feasible for families to accept a move. Below is a list of common programs
geared toward providing employees and families with the knowledge and support they need to
make an informed relocation decision.
Essential Group Move Activities for Employees
While employees will quickly jump online to research after being asked to move, it is important
for companies to control the messaging around a new location to best help inform employees.
One powerful way to offer support and knowledge is by leveraging technology through the
development of custom tools that help both employees and their families understand what it
is like to live and work at the destination location. A web-based virtual resource center typically
includes topics such as housing, education, school information, a commute map, details about
the new work site, and checklists to help prepare for the move. In addition, in today’s virtual
world, preparing employees with virtual consultations, home purchase tours, and/or closings
will remove some of the concerns they may have.
A full spectrum of innovative group move programs that are offered both in-person and
through virtual group webinars may include:
•
•
•

Program and policy group workshops
Area familiarization tours
Children’s educational assessments
and assistance

•
•

Language and cultural workshops
Spouse/partner career assistance

GROUP MOVES FOR THE WIN!
In the end, when a company’s business strategies involve moving a group of talented employees—
or a facility, plant, or headquarters—it can cause a significant disruption, impacting the organization
as a whole, including production, services, and talent. Thoughtful and careful consideration must
ensue in order for the organization to realize success.
Even for companies that manage a significant ongoing relocation population or have managed
group moves in the past, each group move presents its own unique circumstances and challenges.
When organizations trust that their current relocation processes and policies are sufficient as is, the
outcomes can be counterproductive—even detrimental—to overall objectives. Advanced planning
and preparedness along with concise and consistent communication are critical components to
achieve the company’s goals, provide a valuable return on investment, and retain critical talent for
the betterment of the organization.
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For key insights showing how Cartus helped one Fortune 50 client achieve success
with the largest group move in U.S. history, please read our complimentary case study.

For 65 years, Cartus has worked closely with organizations to plan, implement, and manage
group move strategies of all scopes and sizes.
During the last three years, Cartus Consulting handled 45 group moves globally, affecting more
than 6,500 employees or new hires.
Contact us at cartussolutions@cartus.com to learn more about how our market-proven insights
and suite of practical tools can help companies make sound decisions when relocating groups
of employees.

connect with cartus
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