Relocation Rebound:

Strategically Advancing Workforce Mobility
Post-Coronavirus



Propelling Mobility
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SHORT TERM
Quickly remobilizing talent will be a significant challenge in
the wake of stricter immigration and heightened reluctance to
relocate. In the near term, focus on the following:

J

ust as the giant glaciers of the ice age changed the
Earth’s surface, the COVID-19 pandemic has drastically
reshaped the global business and talent landscape.
The speed and magnitude of the labor market’s decline
is unprecedented, and major economic shifts are forcing
companies to rethink virtually every aspect of their
operations—from where and how they work to how they
source materials. Going forward, we will almost certainly
classify business activities as “pre-Coronavirus” and “postCoronavirus.”    



Document your Pandemic Addendum to Policy to ensure
consistent handling of exceptions (and defend payments
that might substantiate government sponsored “disaster
relief payments” or corporate tax assistance).



Reserve capacity for confirmed moves that are on hold
(household goods and temporary living capacity will be
in high demand).



Consider extending Long Term Assignments (instead
of incurring repatriation, pre-assignment costs); update
Localization policies if necessary.



Pursue immigration/work permits now knowing there
will be significant backlog when travel restrictions are
lifted.



Determine if on-hold assignments are still mission critical.



Plan for a smooth year-end by tracking all
compensation, benefits, in-kind expenses and exceptions
(tagged as COVID-19).



Focus on data clean-up and integrity while providing
keen insights about downstream cost/budget impacts.

For additional information and insights refer to the Weichert
Workforce Mobility Coronavirus blog.
LONG TERM
We’ve identified 10 key strategic initiatives that will
help you and your company thrive post-Coronavirus.

While immediate focus belongs on the health and safety of
the mobile workforce, this watershed moment should be used
to prepare for a rapid rebound when moves on hold are
reactivated, and to think strategically about how to respond
to the new business imperatives.

Soon, the number one priority will be to
fill staffing needs in locations where skills or
knowledge aren’t available.

1.

Align with talent management

2.

Embrace value-driven mobility

3.

Simplify processes

4.

Reinforce duty of care

5.

Strengthen pre-assignment services

6.

Embrace “virtual” solutions

7.

Mitigate supply chain risk

8.

Decrease costs

9.

Improve the employee experience

10. Prepare for mergers & acquisitions

Although none of us at this moment can say what the future
holds, making the right moves today will prepare you to
thrive tomorrow. What follows is our advice to help inform
these moves, in both the short and long term.
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Our Optimization model (below) is a tool designed to align
Mobility with Talent Management and is especially important
in this transformative stage of recovery. It illustrates the forces
impacting the company and its strategy, including economic
and demographic shifts as well as competitive pressures
impacting the business. The ideal mobile workforce plan
will use a wide variety of relocation and assignment types
to acquire talent, engage and retain that talent and develop
global leaders to advance the business plan. The outer ring of
the model demonstrates how workforce mobility can support
the entire talent management cycle and the tools that can be
used to drive program and business results.
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ALIGN WITH TALENT MANAGEMENT
Global “stay at home” orders proved that many industries
could embrace remote working, but it also magnified the
importance of organizational agility, highlighting gaps
in regional leadership and workforce planning. PreCoronavirus, employees were often relocated quickly without
considering compliance issues or thinking about the strategic
value of the move or talent management implications. PostCoronavirus, we have a unique opportunity to re-engage
with Talent Management.
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EMBRACE VALUE DRIVEN MOBILITY
Like the traditional 4 box talent model, many companies
are segmenting their mobile population and aligning
benefits to reflect the unique value each segment brings to
the company. For instance, “hand raisers” who volunteer
to move may not warrant a full expat policy. On the other
end of the segmentation model, deploying key strategic
roles that have a greater impact on the business may justify
more comprehensive mobility benefits. Changing from an
“entitlement policy” where everyone receives the same
benefit to assistance that reflects the criticality and value of
the move will ensure the right cost/value balance.

entat
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SIMPLIFY PROCESSES
Now is the time to evaluate roles and responsibilities. The
crisis may have uncovered weaknesses, redundancies and
bottlenecks. Thinly staffed mobility/HR departments might
be impacted by reductions in force. If so, more holistic
outsourcing could streamline process and result in cost
savings.

Pre-Coronavirus we witnessed a notable increase in
Extended Business Travel and Short Term Assignments in
response to the need to be more nimble. In addition, more
companies were implementing “employee-initiated” move
policies, allowing them to cost effectively tap into a new pool
of talent. Post-Coronavirus, employees may be anxious about
business travel and increased reluctance to relocate may
shrink this important mobile workforce segment.
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Map current RACI (Responsible, Accountable,
Consulted, Informed) to identify potential process
improvements. Ensure you are leveraging MyWIN
single sign-on and cost estimator tools, and
subscribe to routine reports to effortlessly share
them with key stakeholders.
Request RACI templates and work with your
Weichert representative to complete them.
For more information, refer to The Case for
Outsourcing and contact your Weichert
representative to request a copy of our Outsourcing
Business Case Template.
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REINFORCE DUTY OF CARE
Magnified by the pandemic, four issues stand tall among the
greatest challenges facing global mobility:

Mobility wants desperately to improve its strategic
value, but research shows that Mobility rarely
interacts with Talent Management. Use these
consultative questions to engage your Talent
Management team and plan for the future:
1.
2.
3.
4.
5.




Will temporary or gig workers be a more
significant percentage of the workforce?
Does the company have new business plans
that depend on fluid talent?
Do you have the right policies and
governance framework in place?
Does your Employee Value Proposition
encourage people to take up mobile
opportunities?
Are your policies fit for purpose? Does it
make sense for your organization to balance
the cost/value of mobility in different talent
segments?




Knowing the exact whereabouts, health and safety of
mobile employees.
Being able to easily communicate with them in an
emergency.
Remaining compliant with volatile travel restrictions and
ever-changing visa/immigration laws.
Being able to accurately track days in specific locations
for tax, immigration and compensation purposes.

Prior to the pandemic, companies may not have been
concerned about tracking tools, but the crisis highlighted
gaps in Duty of Care and emergency preparedness.
GPS-enabled solutions like the Weichert Global Organizer
provide a seamless and much more efficient method of
monitoring payroll and immigration compliance while
facilitating effortless emergency communications, travel alerts
and notices. There is no doubt that as the COVID-19 crisis
unfolded, having real-time information on travel restrictions
and the ability to instantly locate and communicate with your
assignees would empower the most proactive response.

For more information, refer to our whitepaper
Optimizing Workforce Mobility Management.
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EMBRACE VIRTUAL SOLUTIONS
Necessity is often the mother of invention and the pandemic
ushered in some innovative technology solutions that may
stick with us. Accelerating the early adoption of inevitable
technology solutions may be one of the few positive impacts
from the pandemic. Game-changing innovations have the
potential to enhance productivity and simplify processes:

Weichert Tip

Use this simple checklist to mitigate risk with a
more effective Duty of Care policy.






Develop a process to monitor and track
travelers for the key areas of pre-trip
assessment: taxation, immigration and Duty of
Care.
Synchronize with Travel, Security and HR.
Determine roles and responsibilities.
Educate and communicate with business
leaders and employees.







Drive by/desktop appraisals.
Virtual household goods surveys.
GPS enabled payroll/immigration compliance.
Virtual home finding and home marketing.
More prolific adoption of virtual language training and
cultural orientation.

That said, the pandemic also provided proof that especially
in times of great stress, a well-informed, resourceful and
empathetic counselor is more important than technology. Just
a few of the thousands of testimonials we received during the
pandemic illustrate what an invaluable “lifeline” a counselor
can be. So, while technology may improve process and
productivity, it can’t replace the personalized counseling
so important in the delivery of an exceptional employee
experience. Guided by results from our March 2020 Live
Benchmarking, think about how technology can be used
to empower more effective and timely support and fuel a
Legendary Service experience, not replace it!

For more information, refer to our Duty of Care
whitepaper and Weichert Global Organizer
information.
STRENGTHEN PRE-ASSIGNMENT SERVICES
Until a vaccine becomes available and/or protocols are
in place for antibody testing, employees will be more
interested in evaluating the quality and availability of
medical facilities and resources in their destination locations.
Accordingly, helping employees and their families assess
the attractiveness/risk of a particular destination will not
only be an important part of your duty of care, it may be
critical to overcoming reluctance to travel and relocate.
Both the business and potential assignee (and family)
will want/need to know the risk profile of the destination
area; the type of support available, especially related to
medical, evacuation, schooling and immigration; and how
the company will support the assignee and family should
there be a resurgence. Health briefings are likely to become
as important—if not more important—than tax or security
briefings.
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Partner with global insurance providers,
security and local HR to prepare a risk profile
of the destination.
Provide candidate self-assessment tools.
Provide destination counseling overviews
(virtually) before the employee must accept the
offer.
Ensure there are no adverse career
implications for rejecting/delaying a move.
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Weichert Tip

If you haven’t adopted technology-empowered
solutions, the time is now to do so. Assess
productivity enhancements and ensure
personalized counseling is used strategically to
elevate the employee experience.

Use this “down” time to help suppliers/partners
better understand your company culture, relocation
policies and talent management objectives by
hosting virtual learning sessions. Weichert can
help organize these virtual sessions to ensure
teams and providers are ready for any spike
in volume post-Coronavirus. We also highly
recommend incorporating updates from your talent
management group and most active business units
to provide insight into rebound plans and priorities.

For more information, refer to our MyWIN video
and make sure you are leveraging our free
destination tools (World Trade Resources and Next
Neighborhood).

For more information, refer to our Supply Chain
Risk Assessment Report.
MITIGATE SUPPLY CHAIN RISKS
Because small businesses have greater credit constraints
and are more sensitive to weak consumer demand, they are
often hit the hardest in economic downturns. Smaller supply
chain partners like appraisers, agents and destination service
providers play a vital role in delivering service to transferees.
In fact, 95% of our appraisal network would qualify as “small
business owners.”

DECREASE COSTS
With a global economic downturn inevitable, cost control
will be paramount. During the pandemic, most companies
insisted on “doing the right thing” for employees in process
or stranded as stay in place orders were issued resulting in
additional costs. There are both short- and long-term cost
control ideas as follows:

To mitigate risks, we often source and qualify multiple
providers to ensure redundant coverage. Obviously in rural
areas this may not be practical, but it is part of a solid supply
chain discipline.
For larger providers (think household goods, immigration,
temporary housing, relocation insurance, mortgage, title
and closing and rental services) we perform a risk analysis,
that includes liquidity, financial statements and such Dun
& Bradstreet ratings as PAYDEX, Financial Stress and
Commercial Credit Scores. Our assessment is also designed
to serve as an early-warning mechanism so that Weichert
supply chain and financial professionals can act in a
proactive and responsible manner to preempt and mitigate
risk.
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Make sure you are tracking exceptions and additional
expenses. For moves within the U.S., disaster benefits
(i.e., extended temporary living, additional return
flights, added storage in transit, etc.) can be excluded
from reporting as income and do not need to be tax
protected, saving tax gross-up.



Forecast cost and budget impacts and advise business
partners accordingly.



Renegotiate lease extensions (rents may decrease as
demand decreases) and/or consider moving to new host
housing that might be less expensive/lower your housing
allowances.



For US Homesale:
— Implement homesale best practices to ensure you
maximize referrals to offset program costs.
— Use aggressive home marketing strategies (price
right, COVID-19 clean and complete repairs) to
reduce inventory/resale costs.
— Consider proven “demand generation” strategies
to distinguish employee homes and ensure limited
buyers want to buy these homes.
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Make sure your policies are “value driven” (refer to Step
2 of the 10 key strategic initiatives).



Position relocation costs against recruiting/replacement
and training costs (some studies such as SHRM suggest it
costs 6 to 9 months’ salary on average). New hires, by
definition, will not have experience with your company
and that, along with a unique understanding of your
company culture, could be priceless.
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Our latest whitepaper, Designing a Legendary
Employee Experience, details our “design
thinking” exercise of viewing the entire mobility
process from the employee’s perspective. Many
companies tackle this on their own—especially
those operating under tight budget constraints—but
if time and bandwidth allows, consider partnering
with Weichert Advisory to assist. As part of our
exercise, we recommend:

For more information refer to our Managing Employee Real
Estate Post COVID-19 and Reducing Your Spend on
Workforce Mobility whitepaper.
IMPROVE THE EMPLOYEE EXPERIENCE
The COVID-19 crisis has, understandably, created anxiety
among mobile employees and their families who are
away from home–on assignment, recently relocated or
repatriating. In these challenging times, the mobile employee
experience matters. The good news, we discovered, is that
most companies took a “people first” attitude to managing
in-process moves, and that ensuring the health, safety and
wellbeing of employees was paramount. It’s hard to imagine
a point in the employee lifecycle holding greater weight than
how they feel they’ve been treated during this unprecedented
situation but, believe it or not, there’s a scientific way to
engineer a more effective employee experience.

1.

Confirming talent management objectives and
priorities (hiring, skill building, reduction in
force/critical retention).

2.

Inviting employees to share their stories (or
collect the voice of the customer via survey or
focus group).

3.

Creating a Journey Map illustrating key
moments in the process.

4.

Evaluating what you can stop doing, start
doing or which processes/steps should be
rearranged.

5.

Identifying pain points (duplication of effort,
poor service results, missed communications,
etc.).

6.

Bringing together key stakeholders (Weichert,
tax, compensation, talent) to brainstorm/
ideate ways to improve/overcome those pain
points.

7.

Conducting an impact analysis; which
changes will produce the best results (easy,
impactful should be implemented first, hard
and less impactful may take a back seat).

8.

Evaluating conducting a “pilot” to prototype
solutions, collect feedback and refine
recommendations.

9.

Confirming actions and assignments.

10. Implementing, refining and continuing the
process.
Ultimately, treating employees right during these
tough times will define your culture for years to
come.
For more information, refer to our latest whitepaper
Designing a Legendary Employee Experience.
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PREPARE FOR MERGERS & ACQUISITION
Many economists predict that once the recovery starts,
mergers and acquisition activity will ramp up, allowing some
companies to preemptively seize advantage by increasing
market share, opening new channels or acquiring distressed
assets. The best practice to support this corporate strategy
is to have a Playbook for evaluating and harmonizing
programs.
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CONCLUSION
The world will be very different post-Coronavirus and now
is the time to understand the changing landscape and plan
for a more efficient and effective global mobility program.
Near term preparations will help your organization weather
this storm and be ready for a quick remobilization. The
more strategic ideas like aligning with talent management
and improving the employee experience will enable your
company to embrace broader demographic and societal
changes while enhancing the strategic value of mobility to
your company and your mobile workforce.
Remember: it’s never been more important to create a future
where you, your company and your employees thrive.

Request a session with Weichert’s Advisory
group to explore an Optimization Lab and see
if our Mergers & Acquisition Playbook can be
customized for you.

To request copies of collateral referenced throughout this
document please contact your Weichert representative.

For more information click here.
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