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“Honey, I’ve got exciting news. You
know that job I’ve always wanted?
Well my boss told me today that it’s
mine if I’m willing to move to [fill in
the blank].”

As

anyone involved with relocations can tell you,
what might start as an exciting opportunity
can rapidly evolve into a wild roller coaster of
questions and emotions. All of this can impact the employee’s
perception of the experience, the employee’s performance,
and, consequently, your company.
HOW DO WE DEFINE THE “EX” (EMPLOYEE
EXPERIENCE)?
The employee relocation or assignment experience isn’t just
one transaction in the employee’s life cycle. Rather, it is the
cumulative effect of all the interactions that an employee
has with stakeholders and service providers throughout the
process. It can also be influenced by things that happen
before and after the move.
Here’s how a recently-repatriated employee described his
move: “We had a litany of challenging situations from me
having to move before my partner could, to sleeping in a
cold unfurnished apartment until my household goods –
which were delayed because of a port strike -- arrived. But
looking back 3 years later, I can say I’d do it again because
in the long run it’s been great for my career.”
Although “all’s well that ends well,” stories such as these
are all too common and provide numerous opportunities to
improve the employee experience.

A great employee experience is likely to drive a better
customer experience. According to a Harvard University
research report, a great employee experience can
reduce turnover by 40% and those companies that invest
in improving the employee experience are 4 times more
profitable!
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WHERE DOES POLICY FIT IN?
Policies and benefits will definitely have an impact on the
employee experience and shouldn’t be evaluated in a
vacuum. Consider the following:

WHY IT’S IMPORTANT?
Given how stressful and expensive it can be to relocate
or send someone on assignment, and given that there
are dozens of internal and external touch points and
unavoidable tax, immigration, compliance and security
requirements, relocation is one of the most disruptive
moments in an employee’s lifecycle. Furthermore, most
programs have evolved over time, built on benchmarking
and retrofitted to the needs of the organization. This often
creates a patchwork of providers and touch points that
could lead to a less than stellar experience.

1. What feedback did employees and stakeholders share
about policy, costs and objectives in the VOC process?
2. How do they align with the goals and strategies your
business is trying to achieve?
3. Are your policies still fit for purpose? Where and how
often do exceptions have to be made?
Most policies are developed to ensure cost control, sound
program governance, compliance, consistency (treating
employees fairly and consistently), and, perhaps most
importantly, talent attraction, development, and retention.
There are many ways to address these objectives, and the
degree of focus on each will also differ by industry. Oil and
gas companies sending employees to high-risk locations may
focus less on cost and more on employee safety. Financial
services may be particularly concerned with compliance
given the intense scrutiny on this within their industry. Talent
starved organizations may be focused on expanding the
talent pool with attractive rotational programs. While many
companies want to benchmark specific provisions and
policies, benchmarking is best used to provide “directional”
guidance (are we too rich or conservative in comparison
to our peers). To re-engineer the employee relocation
experience, it is much more important to consider your unique
objectives and how best to accomplish them. Engineering
an exceptional employee experience requires a delicately
balanced ecosystem between policies, process and services.

WHERE TO START?
Assessing the entire relocation experience from preauthorization to post-settling-in is ideal but can be a little
overwhelming. To prioritize, we suggest collecting the voice
of your customers (VOC) through focus groups, bespoke
surveys, auditing service satisfaction data or a combination
of these techniques.
Another effective technique is to “walk a mile”, inviting
an employee to share his or her story from beginning to
end. This technique provides a rich opportunity to examine
the experience through the employee’s lens to uncover
keen insights and foster deeper empathy and experiential
learning.
Regardless of the technique(s) used, VOC research will let
you identify the “moments that matter the most” and help you
prioritize your improvements accordingly.
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Armed with fresh insights, some teams are tempted
to jump to quick conclusions, leaving better
suggestions on the table. Instead of missing out on
potentially great ideas, take a page from “Design
Thinking” and map out the employee journey
identifying all the touch points, people, and
processes the employee must interact with along
the way.
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RE-DESIGNING THE PROCESS

There is often more than one way to solve the Rubik’s cube.
In our Optimization Labs, we experiment with alternatives
and use creative questioning to help build consensus around
the solutions that will work best for each company. Not only
do questions help you reimagine the direction of possible
solutions, they can help you prioritize the most important
solutions.

Early in the design phase we find it helpful not to be
judgmental about options. Instead, try to embrace “blue sky”
thinking and don’t be constrained with realities (like budget
constraints). This will ensure you have a wealth of options
and can ultimately pick from the best ideas.
But before you finalize recommendations, consider the root
cause of “service failures” and make sure new solutions don’t
have unintended consequences downstream. For instance,
simplifying communications typically rises to the top of the
concerns expressed by stakeholders. You may hear line
managers complain, “I don’t deal with relocation very often
and I’d really like someone in HR to handle this.” Sounds
great but line managers play a vital role in relocation and
adding head count to HR may be a budget buster. Instead,
brainstorm alternatives like recorded training sessions that
provide “just in time” advice.

IMPLEMENTING SOLUTIONS
In our experience it pays to prototype new solutions and
go back to your stakeholders to validate recommendations.
This could be a pilot process with a small division or just
one group of employees (like new hires). Gaining feedback
allows you to monitor and refine concepts before rolling them
out globally. If successful, you’ll build some champions along
the way and they can help you sell the changes company
wide.

From the employee’s point of view, you might hear “there
were so many people involved, I got confused about who
to go to for what.” Again, consider lots of alternatives and
think about the downstream impact before recommending
a solution. For instance, a “single point of contact” model
might sound like a viable solution until you think through (or
better yet role-play) the experience. What happens when that
single point of contact can’t answer a technical question or
when they are not available in the local time zone or after
hours when the employee can focus on their relocation? If
you keep your ideation open minded you can explore other
options like offering communication choices: 24/7 access
to tools, local contacts and/or a combination of all of the
above which may ultimately improve the experience instead
of introducing new pitfalls.

Eventually, creating a personal, connected experience can
create more meaning and engagement for your people and
will result in a Legendary Service Experience for your mobile
employees and key stakeholders.
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Check out our short video for more information
about our proprietary Optimization Lab or contact
us at solutions@weichertwm.com to learn about
our series of workshops on Designing a Legendary
Relocation Employee.
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12 STEP PROCESS TO DESIGNING A LEGENDARY EMPLOYEE RELOCATION EXPERIENCE
1.

LOOK FOR INFLUENCERS.
These can include business units with the most activity, groups that have been vocal about costs,
recruiters that are having difficulty filling new positions or talent management architects that are
relying on internal mobility to fuel leadership positions. These are key stakeholders who might
participate and serve as champions of the cause. Ultimately you’ll need these people to help
advance new policies and processes and cascade new features to the rest of their departments.

2.

INVITE EMPLOYEES TO SHARE THEIR STORY.
This can be done in person or via VOC surveys, focus groups or interviews. Surveys will yield
quantifiable results which, depending on your organization, could be vital to supporting the need
to “change”. Any way you collect their stories, encourage storytelling to uncover both measurable
impacts as well as opportunities to positively influence the emotional roller coaster.

3.

CREATE AN EMPLOYEE JOURNEY MAP.
From your interviews or VOC, develop a typical Employee Experience Journey Map highlighting
the most important interactions between the employee, HR, boss, service providers, etc. Use post-it
notes to tag similar feedback and categorize various themes that emerge.

4.

VOTE ON THE ‘MOMENTS THAT MATTER’ MOST.
Depending on the scope of your project and your priorities, vote on the 4-5 ‘Moments that Matter’
most throughout the employee journey. Consider the partners involved, think about functions
outside of mobility that may influence the “employee experience”, and document and organize
those insights.

5.

BRAINSTORM CREATIVE SOLUTIONS.
Meet with key stakeholders and service providers to find creative solutions to improve the
experience. Explore how to “transform” the journey by adding new services, communications or
processes, eliminating unnecessary or onerous steps and/or considering how steps in the process
could be rearranged to improve the process and ultimately the experience.

6.

THINK ABOUT THE DOWNSTREAM IMPACT/CAUSE AND EFFECT.
Consider low/no cost options, budget constraints, additional research that might be necessary.
Cost modeling is often required to support recommendations.
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12 STEP PROCESS TO DESIGNING A LEGENDARY EMPLOYEE RELOCATION EXPERIENCE
(CONTINUED)

7.

GROUP AND TAG SIMILAR RECOMMENDATIONS TO IDENTIFY THEMES.
With post-it notes assemble “like- minded” concepts and easily move ideas across the journey
map to study the impact.

8.

SELECT A FEW IDEAS AND PROTOTYPE THEM.
Prioritize and select the best ideas enough to “describe” your recommendations. It doesn’t need
to be elaborate but consider slides, a story board or some other low tech way to describe the
improvement.

9.

SOLICIT FEEDBACK FROM YOUR STAKEHOLDERS.
Think about sharing a “what-if” session with a few employees.

10. REFINE YOUR IDEAS.
With their input, you can refine ideas and model solutions across the enterprise.
11. IMPLEMENT.
Consider a pilot or smaller sample size to test the implementation and quantify the results.
Champions and early adopters can help you implement across the organization.
12. START ALL OVER AGAIN.
The reality is the world is always
changing and the process of designing a
legendary relocation experience should
represent a continuous process; soliciting
the ongoing voice of the customer will
help measure if your recommendations
are working and identify if the process
can continue to evolve to meet the needs
of your dynamic workplace.
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CASE STUDY: REPATRIATION

Many busy mobility departments might conclude that “no
noise” was acceptable, but looking through the employee’s
lens revealed many opportunities to improve the experience.

Despite endless surveys that conclude how vital
repatriation is to long-term ROI, it remains a
blind spot for many employers. Even the best
ecosystem has room for improvement as this
employee journey uncovers. It begins with a
repatriation to Canada.

Design Team
Mapping the journey exposed many ups and downs.
Excitement followed by nostalgia. Fear and frustration
followed by anxiety and shattered confidence.
Reserving judgment, the design team went to work to
brainstorm dozens of possible solutions some of which
included simply reframing the situation:


Stop: The first step was to stop assuming that because
an employee is coming home they don’t need any
assistance. A lot can change within a company over
a few months, let alone a few years, and what once
seemed familiar can be as alien as a foreign land. The
team agreed that they needed to treat Tom’s experience
as if it was a new assignment.



Start: The team recommended creating a contingency
plan for common challenges and designating someone
to serve as an advocate. “It would be great if there was
someone who could have said ‘right, your shipment
didn’t make it in time, let me help you figure out how
you might rent some furniture for a few weeks.’’’ While
impacting costs, the design team also recommended
adding destination services for repatriating employees
ensuring that there would be a local contact to trouble
shoot logistical challenges, provide airport pickup, help
them get settled and provide partner/spouse support.



Rearrange: Instead of providing the typical “relocation
allowance” at the beginning of the move, the team
recommended rearranging (and renaming) the payment
to coincide with arrival. The designated “exception
allowance” could then be used to bridge delays, solve
minor problems, and overcome any reluctance to be
perceived as a ‘squeaky wheel’.

Leaving sunny Hong Kong and his partner behind, Tom was
faced with the rude awakening that his expat wardrobe
was totally inadequate for the freezing weather that greeted
him in Toronto. Although excited to be returning home and
starting a new job, his household goods where delayed by
a storm in the Pacific and a port strike along the way. This
meant he had to move from a furnished temporary apartment
to a permanent apartment without any personal items or
furniture.
“I had no utensils, nothing to cook or prepare meals with,”
Tom said. “This added to the significant challenges around
the quality of life. To make matters worse, in one of the
coldest times of the year, the apartment building’s heating
system broke down on the first night. I was sleeping on a
blow-up bed in an unfurnished, freezing apartment.”
Reconnecting with friends and family also didn’t come
as easy as expected or hoped, as circumstances had
changed and shared experiences were limited. “It is the
interconnectedness of all these little things that add up to
a pretty tough combination of experiences,” he shared.
“While I did get lots of support and sympathy, people only
saw small parts of what the repatriation meant for me from
the perspective of their role in it. It was difficult for them to
understand the whole picture.”

“Every employee is unique,” said Tom. “It’s the importance of
empathy and recognizing the sacrifice employees make when
they either go on assignment or are repatriated, and being
able to make those creative, marginal decisions that make
such a huge and often disproportionate difference to the
expatriates’ quality of life and well-being,” he adds.
Results: Although the company didn’t agree to provide a
welcome home “Canada Goose” jacket, many of the other
recommendations will be implemented and while NPS scores
are still pending, this design experiment is sure to produce a
Legendary Relocation Experience.

Feeling lonely and cold, Tom was anxious to make a good
impression so he hesitated to ask his employer for exceptions
or assistance.
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