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INTRODUCTION

Demand for quality skilled talent has reached an all-time high. A
growing economy and favorable business environment continues to
push the boundaries on growth and development, and technology
advancements have expanded candidate-employer networks to reach
farther and faster than ever before. Candidates have greater ability to
research and choose, and companies have to adapt to an increasingly
candidate-centric hiring market.
In response, many companies have started to re-evaluate their talent
strategies to attract more of the best talent and boost retention rates
once the right people are on board. Candidate sourcing and talent
attraction have necessarily become top priorities for most companies,
especially in high-demand industries like technology, healthcare,
cybersecurity, and logistics.
But talent strategy is just one part of the equation. Access to quality
talent fluctuates based on the locations in which an organization
operates. For that reason, talent availability is a key driver for
organizational location strategy and plays a prominent role in any
location selection decision. Low unemployment rates resulting in high
competition for talent escalate the importance of talent availability
even further, creating incentives for companies to develop innovative
strategies to meet their talent needs. Those strategies often include
expanding or relocating their business operations to areas with more
available talent at lower costs or with less competition.
Not surprisingly, talent acquisition is at the heart of many of the
relocation and site selection stories featured in the news. For both of
the corporate relocations highlighted below, talent acquisition was a
key driver behind the final location selection:

NCR CORPORATION

ZAPPOS

Urgent demand for IT talent prompted NCR to move
its headquarters from suburban Atlanta to Midtown
Atlanta. Strategically positioned near Technology
Square and adjacent to the Georgia Institute of
Technology, the new location offers proximity to
emerging tech talent. NCR competes with other
major players like Google and Facebook for software
developers, programmers, and engineers, and the
in-town relocation seeks to boost the company’s
reputation as a desirable employer for top tech talent.

Customer service is one of Zappos’ core
competencies, and it’s the key reason the company
chose Las Vegas for its call center location. Inability
to find enough qualified employees in San Francisco
prompted a careful look at the company’s call center
operations. Because the Las Vegas economy centers
on hospitality, employees there already tend toward
a customer service mentality. The round-the-clock
activity in the city also made it easier to find people
willing to cover the night shift on Zappos’ 24-hour
customer service line. Zappos relocated 70 employees
from San Francisco to Las Vegas and now employs
about 1,500 people in the city.

Industry: Information Technology
Original Location: Suburban Metro Atlanta
New Location: Midtown Atlanta
Corporate Location Need: Headquarters

Industry: Retail
Original Location: San Francisco, CA
New Location: Las Vegas, NV
Corporate Location Need: Call Center Operations
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The common thread in each of these stories is the critical need
for access to skilled talent in a favorable business environment.
Talent is almost always a key driver in real estate strategy,
and conversely, location strategy can influence talent and
workforce strategy. Considering both perspectives together
positions organizations to make the most advantageous
location decisions.
As part of any location decision, companies will need to
consider how and why talent influences location strategy as
well as what talent objectives they are looking to optimize in
a potential new market. During that process, business leaders
will need to answer questions such as:
• What is the available talent pool?
• What is the cost of living and doing business?
• What is the best business environment for long-term
occupancy and commitment?
• What are the real estate opportunities and costs?
• What infrastructure is available (transportation,
technology, etc.)?
• What is the quality of life (especially critical if relocating
current employees)?
• What risks should we consider?
• What government incentives are available?
This paper will present a detailed overview of the strategic
business drivers of any site selection or relocation decision,
discuss how companies can develop a strong business case
for relocating, consider the risks and benefits, and examine
ways to assess the business and talent environment in each
potential location. The report will also present solutions
for creating a destination city short list, evaluating prime
contenders, and making a location decision based on strategy
and available data.
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WHEN IS
RELOCATION THE
RIGHT BUSINESS
DECISION?
Talent availability is almost always a driving motivator for
corporate relocation decisions. In fact, 44% of companies
that have recently relocated or plan to do so within the next
year cite lack of qualified people in their local area as a factor
impacting their decision. When considering a relocation,
companies must strongly consider the talent landscape in
the destination city as they determine whether relocating is a
profitable business decision.
Along with talent, organizations must also consider economic
factors, profitability and competitive positioning as they

“

operational efficiencies. For example, relocating to an area
with access to technology talent can support innovation.
Updated facilities and equipment may also streamline
operations and support higher productivity, and location
strategy can drive process coordination and cross-team
collaboration across the organization.
LOWER COSTS

Labor costs, operational costs and real estate costs will all
contribute to the overall cost/benefit analysis in a given
geography. However, wage costs will be the driver as

For the sixth consecutive year, attraction and retention of
talent is the number one C-suite concern.1 There is nothing more
important than location strategy to capture your best talent
solution and deliver sustainable business value.

’’

- Debra Moritz, Executive Managing Director, Strategic Consulting Lead, Cushman & Wakefield

1 The Conference Board’s C-Suite Challenge 2019

choose a new location. For companies like Zappos that
have built their business models on a specific culture, the
destination city must offer an environment that will support
not only the company’s unique brand image, but also the
talent needed to thrive within that organizational climate.
When all of these factors align in a market, it can offer
compelling benefits to the organization.

SIX BUSINESS BENEFITS OF RELOCATION
Well-managed corporate relocation strategy supports
organizational excellence and operational improvements
that drive down costs and boost profitability. To make good
business sense, the strategy must support the growth of
the organization and help the company achieve long-term
objectives. An educated, data-based location decision will
deliver six key business benefits for the organization:
ACCESS TO QUALITY TALENT

The quality of talent available in the new market not only
supports sustainable growth, but also impacts the efficiency
of the organization’s recruitment function and the long-term
productivity of the workforce. For example, access to quality
talent results in:
•
•
•
•
•
•
•

Higher retention
Reduced turnover
Faster time-to-fill
Faster ramp-up times
Reliable talent pipelines
Stronger candidate experience
Enhanced employer brand

they typically comprise at least 80% of a services-based
organization’s annual operating costs. There are often onetime relocation costs required to achieve recurring annual
cost savings. A detailed financial analysis should be used to
assess this trade-off and the associated payback. In addition,
companies must consider the economic environment,
including tax rates, business regulations and incentives.
Economic development incentives may also help offset the
costs of relocating and redeploying talent.
HIGHER PROFITABILITY

IMPROVED ORGANIZATIONAL EFFICIENCY

Many relocation decisions seek opportunities to create
value by supporting organizational excellence and greater

Lower labor and real estate costs can boost a company’s
profitability over time, and choice of location may be a key
factor in competitive positioning. Many companies also
choose to relocate to support company growth or gain
proximity to primary resources and customers.

CUSHMAN & WAKEFIELD | HIRE VELOCITY 5

ENHANCED BRAND IMAGE

Moving into a new city provides access to target markets that
resonate with a company’s brand image and may also increase
brand visibility. Location rationalization must consider how the
brand will manifest in the new market and how it will be affected
as the organization gains access to emerging markets. In addition
to consumer branding opportunities, relocation strategy may
also enhance the company’s employer brand by creating work
opportunities in desirable areas.
TALENT SUSTAINABILITY

Any new location must support the volume of talent needed in
terms of talent availability, turnover, and retention, as well as longterm growth initiatives. The right location can create sustainable
talent pipelines that will support current labor needs as well as
future growth. Proximity to universities in the new market can
also provide access to new graduates with desirable skills, which
is often a good solution for securing needed talent, especially in
highly competitive fields such as technology.

THE STRATEGIC ADVANTAGES OF LOCATION:
HOW LOCATION STRATEGY INFLUENCES
VARIOUS BUSINESS FUNCTIONS
In addition to the benefits discussed above, companies must
consider the unique advantages associated with specific types of
operations and how relocation strategy can support growth and
efficiency across various job functions.
CORPORATE OFFICE HEADQUARTERS

Local business environments can offer strategic benefits for
corporate headquarters relocations, including access to skilled
talent and lower operating costs. Additional considerations may
include financial stability, accessibility and presence of customers
or competitors in the destination city. Tax incentives, grants,
economic development opportunities and other environmental
factors that support higher profitability may also strengthen
the business case for choosing a particular city among several
advantageous options. Because corporate location needs are
specific to individual companies and circumstances, it is essential
to make the decision based on strategic assessment of the data
rather than market trends or personal biases.
Finally, companies should also consider brand image, client
experience, sustainability initiatives, and functional distribution in
relation to the corporate headquarters.
TECHNOLOGY

Depending on industry and corporate objectives, IT centers
present unique performance requirements, personnel needs,
and operational considerations. Proximity to tech talent with the
necessary job skills often influences technology-driven location
decisions and can deliver compelling advantages for choosing an
area that is attractive to highly-skilled candidates.
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An important consideration for technology relocations is the
risk of data loss and downtime due to weather events or natural
disasters. For this reason, it is wise to evaluate weather patterns
and business continuity risk within a region before making the
decision to relocate. Network infrastructure, adequate power, and
reliable connectivity in the new location should also be considered
during the site selection process once a city has been chosen.
CALL CENTER/SHARED SERVICE CENTER

As demonstrated by the Zappos example, relocating a call center
to an area that provides access to talent with the right blend of
skills and education and in a business environment that aligns with
an organization’s culture can provide a unique advantage to a
company’s talent acquisition strategy. Proximity to customers may
also support more effective customer service in the call center
by providing greater knowledge of customer expectations and
impressions of the brand. In addition, call center relocations can
minimize costs by reducing operating expenses and may support
longer employee retention and higher engagement levels.
BACK OFFICE

Back office relocations almost always revolve around access to
talent, reductions in operational costs, and business synergies.
As corporate headquarters become less dependent on physical
proximity and more concerned with improving the bottom
line, administrative and technical positions have become
prime candidates for relocating to an area with more favorable
wage conditions. Because these roles tend to be nonexempt
positions that are eligible for overtime, salaries may vary greatly
from location to location. Additional considerations include
transportation infrastructure, affordable housing, and quality of
life for transferred employees and new hires.
SALES EXPANSION

Expanding the sales department to a new market can position
a company strategically to attract customers within a new
demographic. The location should support the company’s brand
image, offer proximity to both customers and suppliers, and
promote competitive advantage within the market.
The location strategy for any specific job function should always
begin with long-term business objectives. Among these, talent
strategy is a high priority since access to quality talent determines
success or failure in the new market. Location decisions should
assess the volume and concentration of necessary job skills,
demographics, education levels, labor costs, and skills growth
in the destination city. In addition to labor, however, there are
several other strategic location considerations that factor into
the decision to relocate. The next section will offer a high-level
perspective on those considerations before delving into the details
of each strategic driver.
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HIGH-LEVEL
STRATEGIC DRIVERS
GUIDING A LOCATION
DECISION
Clearly, corporate location holds valuable potential for talent
attraction, lowered costs, and business expansion, but achieving
those benefits hinges on choosing the right market for business
operations. The factors to consider in selecting a new home for a
corporate headquarters, call center, back office, or other business
function will be influenced by the industry, operating requirements
and business objectives of the company. However, several key
drivers will remain consistent across most location projects and
will contribute to the success or failure of any location strategy
decision.

Companies planning to shut down a facility and
relocate it somewhere else often do so with the goal
of cost savings and typically seek out cities where they
can reduce labor and operational expenses. They will
also have to consider one-time costs like severance pay
and relocation packages for any employees who plan
to relocate. If they intend to bring a significant number
of employees with them to the new operation, cost of
living may influence whether or not those employees
choose to make the move.

LABOR
There are two primary qualitative questions a company must
answer to assess labor availability in a new market:
• Can the market support current labor needs?
• Can the market support future growth?
To answer these questions, decision-makers should begin by
assessing labor needs and position requirements. For example,
will any of the current workforce be relocating to the new market?
Will the company be filling primarily entry-level positions, or will
they be hiring for management and other executive-level roles?
What skill sets and qualifications are required to support the
operation? What are the organization’s diversity goals for hiring in
the new area?
With a good understanding of talent needs, company leaders
can assess a new market’s ability to scale and sustain based on
metrics like job skills volume, target demographics, and labor
competition.

COST
Cost considerations will vary based on the goals of the location
strategy. Companies opening a net new location as a result of
growth usually hire most employees from within the new market,
and in these cases talent availability may trump cost in terms of
location desirability. The primary cost considerations include labor
costs (wages, taxes, and benefits), real estate costs, and costs of
doing business in the new market.

“

Corporate real estate teams are key to the site selection process.
It is critical to factor in all real estate costs that could impact the
decision. Rental rates, construction materials and labor costs vary
significantly between markets and submarkets and must be captured
in the comparative analysis.
- David Harris, Executive Managing Director, Brokerage, Cushman & Wakefield
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’’

BUSINESS ENVIRONMENT

CUSHMAN & WAKEFIELD

Companies should study the external business environment in
the target location to learn how different economic structures
will affect profitability and growth. The analysis should take
into consideration how business continuity, branding, and multisite synergies would develop in the new market. It should also
assess opportunities and drawbacks of various considerations
in each new market, including political regulations and policies,
economic and tax requirements, social and lifestyle norms,
technology infrastructure and availability, environmental impacts
and sustainability initiatives, and regulatory compliance or legal
liability issues.

In July of 2017, Washington D.C.- based public
sector retirement planning provider ICMA-RC
opened a second office in Richmond, Virginia.
Cushman & Wakefield worked closely with
company leaders to consider more than 20
different locations for the new site, which enabled
the company to expand operational support and
business continuity. Richmond was a strategic
choice for ICMA-RC for several reasons, including:

ACCESSIBILITY

•

Workforce availability

•

Quality of life

•

Proximity to Washington D.C. headquarters

•

Lower cost environment

Accessibility by air, including proximity to an airport with direct
flights to other primary locations and those of major customers,
facilitates ease of travel for executives and the sales team.
Within certain markets, traffic patterns and public transportation
availability may affect employees’ access to work, especially for
employees who do not own vehicles or who commute in areas
that experience heavy traffic congestion.

QUALITY OF LIFE
When relocating a large number of current employees to a new
geographic area, quality of life factors such as housing, education
system, cultural amenities, and healthcare systems should be
considered. These factors are less relevant when a company plans
to hire most employees from the new market, since they already
live within that environment.

CLIENT STORY: ICMA-RC

The company relocated approximately 100
associates to the new location in Richmond,
with the goal of meeting growing client needs,
enhancing service delivery, and increasing overall
operating efficiency.
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CRITICAL
CONSIDERATIONS TO
DEVELOP A CORPORATE
LOCATION SHORT LIST

“

Many of our existing clients ask us to help them identify new
locations that will help lower their costs and give them access to
quality talent without interrupting operations or client engagement.
To make that decision successfully, they need to analyze data from
different location possibilities so they can realize the greatest value in
relocating or opening a new office.

’’

- John West, Chairman, Hire Velocity
According to Hire Velocity Chairman John West, the
two most common drivers of location selection are labor
availability and cost.
Assessing a market’s ability to support organizational
objectives in these two areas will help companies screen
locations to create a long list of cities that meet specific
business criteria. Companies often turn to external
consultants like Cushman & Wakefield and Hire Velocity
when it comes to evaluating strategic criteria for relocation
decisions because they can provide deep data-based
insights that analyze and compare a range of factors
as well as a decision-making framework to support key
stakeholders throughout the process.

Labor Data

Before collecting and assessing data for the screening
process, the organization’s HR team will need to develop
detailed requirements that include the roles they need to fill,
target job skills for those positions, and target demographics
that align with their workforce strategy. Those requirements
will then be used to develop selection criteria and metrics to
assess the various markets under consideration.
Bear in mind that many of the metrics used to analyze
locations will be specific to the needs of a particular
company. Some factors will weigh more heavily than
others depending on requirements, the type of relocation
under consideration, and both current and future
business strategy. However, it is helpful to gain a broad
understanding of the metrics used by talent acquisition and
relocation consultants to reach a final decision.

Incentives & Regulatory Considerations
•
•
•
•
•
•

Talent Availability
Scalability/Sustainability
Labor Costs and Competition
Recruiting Strategy
Target Demographics
College & University Talent

Labor Composition
•
•
•
•

Grants
Tax Credits, Rebates, or Exemptions
Workforce Development
Regulatory Compliance

Real Estate

Job Functions
Job Skills Volume
Non-Negotiable Skills Requirements
Education and Training Needs

Branding & Expansion
•
•
•
•

•
•
•
•

•
•
•
•

Suburban vs. Urban
Built-to Suit vs. Existing
Buy vs. Lease
Long-Term Occupancy Needs

Client-Specific Considerations

Business Continuity
Branding
Multi-site Synergies
M&A Activity

• Natural Disasters
• Tax Burden
• Availability of Bandwidth, Connectivity,
Fiber, and Redundancy
• Accessibility
• Customer/Supplier Presence
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LABOR DATA
As West and others have observed, labor availability is one
of the two strongest motivators behind the decision to
relocate. As such, it is vital that companies dive deep into
the labor data for any new market so they can be sure it has
the volume and concentration of labor necessary to support
talent needs both now and in the future. If the ability to
sustain and scale isn’t there, then other considerations like
real estate and costs won’t matter.
When assessing labor in any potential market, the first
factor to consider is talent availability. Take a look at
both the volume and concentration of job skills and
target demographics in the area to be sure the city under
consideration can meet minimum thresholds and that the
size of the market can sustain operations. Talent availability
assessments should also consider how talent demographics
and access to emerging talent from local colleges,
universities, and technical schools can contribute to talent
and job skill requirements.
Hire Velocity and Cushman & Wakefield can help companies
evaluate the talent requirements and identify markets that
meet those needs. They can also assist with evaluation of
additional considerations such as:
•
•
•
•

Scalability/Sustainability
Labor Costs
Labor Competition
Recruiting Strategy

LABOR COMPOSITION
In addition to job skills volume and demographics, consider
the current sites occupied by the company, the unique mix
of job functions in the offices, and the expected labor needs
in the new market. The amount of education and training
necessary for new hires will vary widely based on the talent
available in the market, and any given market may or may not
be able to support highly-skilled talent needs long-term.
Another consideration is whether the roles the company
plans to hire are trainable or whether the new hires must
already possess the necessary skills to function within the
role. Labor composition considerations will be highly specific
to every company’s situation, but it remains an important
factor in the overall location strategy.

BRANDING & EXPANSION
When expanding into a new business environment and
competitive landscape, companies should evaluate how to
position their brand messaging to effectively communicate
within that market while also maintaining continuity across
all markets and synergizing with overall brand strategy.
When mergers and acquisitions bring multiple companies
together, corporate location strategy can be an excellent
way to promote business continuity. When evaluating
their merged portfolio, organizations should consider how

location strategy can promote synergies among different
office locations, as well as how M&A activity can move the
company into new markets and new locations. For example,
Cisco Systems, Inc. has built a nationwide technology empire
largely through acquisitions. Cisco has acquired more than
200 companies using a “build, buy partner, invest, and codevelop” strategy, according to Cisco CEO Chuck Robbins.
The company has perfected the strategy of expanding
into new markets using M&A activity while maintaining a
corporate culture that embraces newly acquired companies
and integrates them into the Cisco brand.
HIRE VELOCITY

CLIENT STORY: PROJECT KNOWLEDGE
Project Knowledge, a private equity-backed
company headquartered in Nashville that provides
revenue cycle management and revenue recovery
services to hospital and physician practices,
partnered with Hire Velocity to address key talent
acquisition and M&A objectives. The project
outlined a strategy both to develop a talent
pipeline for the Claims Resolution Specialist roles
in Nashville, which has the lowest unemployment
rate of all large metro cities, and to identify new
locations where there is more talent available at a
lower cost.
Hire Velocity’s RPO specialists started with the top
25 cities based on customer service and call center
talent supply and then added additional cities
based on M&A targets and other criteria. Working
with the client’s executive team, Hire Velocity
narrowed the market list down to ten metro areas
and evaluated talent availability and the cost of
labor for customer service talent both with and
without a 4-year degree in those markets.
The project considered hourly cost of talent,
compensation averages, education levels,
compensation by years of experience, job posting
competition, and customer service talent supply
quantities in each city.
Results: The project gave the company’s CEO
the data needed to adjust both talent and M&A
strategy as he works with private equity backers
to identify promising companies for acquisition
projects. It also established the needed talent
pipeline for Claims Resolution Specialists in
Nashville and created a strategy for talent
acquisition in other markets.
Top Cities Evaluated: Atlanta, GA; Dallas/Fort
Worth, TX; Phoenix, AZ; Tampa, FL; Nashville, TN;
Salt Lake City, UT; Philadelphia, PA; Baltimore, MD
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INCENTIVES/REGULATORY CONSIDERATIONS
The opening of a new corporate location positively impacts
a city or region by creating new jobs, increasing economic
activity, and in some cases attracting related business
opportunities to the area. For this reason, location projects
often prompt attractive incentive offers including grants,
tax breaks, and even infrastructure updates such as
improvements to the transportation system. As companies
explore the most promising locations on their short list, they
should work with local economic development entities to
negotiate a favorable incentives package. In some locations
company leaders may work with a state-wide entity (such
as Georgia Power’s Community and Economic Development
team), while in others there may be development entities
specific to particular cities (for example, the Tampa
Hillsborough Economic Development Corporation). These
incentives shouldn’t trump serious drawbacks of an
undesirable location, but they can make a good location
better. It is also wise to explore any local or state regulatory
guidelines, permits, or legal considerations before choosing a
final location.

REAL ESTATE
After conducting an initial screen based on labor and cost
data and then narrowing the final contenders down to a
short list of two or three cities, decision-makers should
begin considering real estate sites and costs to determine
whether the options available within the market can meet
their requirements. The formal site selection process should
consider factors such as real estate availability, terms and
incentives, update costs and expected needs for long-term
occupancy.

For example, here’s a snapshot of how state tax rates vary
for corporate headquarters of new and mature companies
across the nation:

Tax on New
Companies

Tax on Mature
Companies

New Jersey

3.6%

19.3%

Florida

15.2%

11.7%

Texas

18.5%

12.0%

Washington D.C.

20.6%

14.9%

California

20.9%

16.8%

New York

28.3%

25.3%

Delaware

12.2%

13.3%

State

Source: Location Matters, TaxFoundation.org

While these tax rate percentages represent a starting
point for new and mature companies and can be helpful
in demonstrating how a new company might be affected,
companies should also consider a number of other
variables that will affect their overall tax burden such
as apportionment, throwback rules, tax credits, and
incentives.
• Availability of Bandwidth, Connectivity, Fiber, and
Redundancy - Once a city has been chosen, leaders can
evaluate which sites can support the infrastructure and
technology needs of the type of worksite they plan to
establish. For example, a data center will have heavier
electrical and technology infrastructure needs than a
corporate headquarters.

CLIENT-SPECIFIC CONSIDERATIONS
In addition to the broad considerations that apply to nearly
all location options, some regions and cities have unique
attributes that may affect businesses in that local area. These
considerations may not be relevant to all relocations or may
affect only certain industries within a geographic area.
There may also be site-specific features or needs to consider
once a city has been selected. These considerations include,
but are not limited to:
• Natural Disasters – When considering a location in an area
prone to earthquakes, hurricanes or flooding, include risk
analysis for these possibilities in the location assessment.
• Taxes - Effective tax burdens vary widely by state, with
some states levying heavier taxes on new companies than
they do on mature companies. In other states, however,
new companies enjoy a lower tax burden as well as
attractive incentives that may prompt a move.

STARBUCKS ATLANTA REGIONAL OFFICE

Starbucks’ decision to open a regional office in Atlanta
was considerably influenced by an attractive incentive
package which may reach into the millions. Economic
growth and job creation may make projects like
this one a smart investment for city leaders as they
consider the various impacts, and incentives can tip the
scales for companies deciding between two or three
favorable locations.
Facility Investment: $16 million
Projected economic impact: $190 million
Expected new jobs: 500
Local investment in the expansion: $250,000 grant
plus state incentives
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RELOCATION RISKS

As part of the location analysis, conduct a risk assessment
to identify possible negative outcomes and consider ways
to mitigate these risks. Any change to current business
operations carries inherent risks. The goal of the risk analysis
is to uncover potential surprises before they negatively
impact the business. In some cases, risks can be mitigated
by conducting extensive market evaluation and selecting
favorable markets, while in others the risk profile will serve
as useful information for comparing several good options.
The risk assessment should include considerations of the
following factors:

changes in management, and transfer of roles. Relocating
or expanding operations accelerates that loss rapidly,
especially when the company is also dealing with a
merger or acquisition. There is only so much of the culture
and process that can be codified in written policies and
procedures. The rest resides in the heads of people,
particularly leadership and subject matter experts.
Launching an operation in a new area often means starting
from scratch since the large volumes of new talent that will
be hired face an institutional learning curve before they
grasp organizational culture, process, and voice.

• Business Disruption - Relocating an office or establishing
a presence in a new market will inevitably disrupt many
business processes. The physical move itself will cause
operations to slow or cease for days or weeks, although
conducting the move in phases can minimize this
disruption. More impactful, however, is the time that will
be spent hiring, on-boarding and training employees in
the new location. Plan a dual-staffing period for sourcing,
interviewing and hiring candidates, as well as productivity
ramp-ups as new employees learn their roles, get to know
the company culture, and develop the needed skills.

Companies can partially mitigate the risk by developing
a written strategy for retaining institutional culture and
process knowledge. That strategy may include building
cultural fit assessments into the talent attraction process,
training in core knowledge and values during on-boarding,
and holding regular refreshers for current employees.

• Talent Availability - Talent availability risks can be
mitigated with proper labor market evaluation to ensure
that the new location can support talent needs. Still,
entering a new market with significant hiring needs always
carries a measure of risk as companies invest in talent
attraction, sourcing, interviewing, and hiring.
• Costs - Even if cost isn’t the primary objective, it may still
eliminate a market if the operating costs make it difficult
to scale or sustain profitably. Cost considerations can help
business leaders choose between cities with comparable
business environments and talent resources.
• Loss of Institutional Knowledge - The shelf life of
institutional knowledge is already short due to turnover,

• Brand Reputation - Establishing the company’s brand
reputation in a new market always presents 		
challenges and certain locations may make this process
more difficult, especially if there is significant competition.
For example, establishing a technology brand presence in
Seattle or San Francisco will be significantly more difficult
than doing so in a less competitive market. If location
analysis pinpoints Seattle or San Francisco as a desirable
location, the company would need a detailed branding
strategy to position themselves for success in the new
market.
Once company leaders understand the risks of relocation
in general as well as the specific risks of individual
markets, they should consider whether they can mitigate
the risk and still achieve their business objectives. In some
cases, risks may prompt reconsideration of the decision to
relocate at all, and in others risk analysis may be crucial in
helping decision-makers choose among desirable markets.
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SOLUTION: SIX STEPS
TO A PROFITABLE
LOCATION AND TALENT
STRATEGY
Corporate relocation strategy closely parallels talent
strategy, and both endeavors will influence the final location
decision. Therefore, a company’s location strategy should
include both location and talent analysis as well as a longterm plan for sustainability and growth.
As we will outline in the case study at the end of this section,
it is essential that companies take steps to ensure that they
make their final location decision based on data as it relates
to their specific criteria rather than allowing personal biases
or expectations to sway the decision. These steps should
include defining the requirements and strategic objectives
at the onset, considering the specific circumstances and
objectives of the organization, and assessing the data for
each market using a weighted an analysis based on those
requirements.

Location strategy is highly specific to the needs of each
organization, and for that reason it is often critical to consult
multiple subject matter experts for a planned relocation,
including both location strategy and talent acquisition
consultants. We recommend a synergistic approach that
considers the decision from multiple perspectives and builds
a custom strategy that prioritizes the company’s unique
requirements and business objectives.
Because location considerations will carry more or less
weight depending on company priorities, location strategy
and talent acquisition consultants use a series of discovery
questions to pinpoint primary and secondary needs and
concerns. These questions from Cushman & Wakefield’s
framework cover a broad range of factors, such as:
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Companies should develop their location strategy and
begin the planning the process well in advance. There
is no benefit in rushing a process that could impact the
growth and profitability of the company for the foreseeable
future. Of course, it’s wise to remember that every case is
unique, and every relocation strategy will require analysis
and consideration based on the specific objectives of the
project. With that in mind, here are the six primary steps to
developing a profitable relocation and talent strategy.
1. LOCATION ANALYSIS

The goal of this step is to create a short list of the two
or three most favorable cities for your future operation.
During this phase you will determine your location criteria,
screen locations to create your long list, analyze long list
communities, assess transition costs and incentives, and
consider area-specific risks. This is also the time to evaluate
comparative availability and cost of talent in specific areas.
2. FIELD VALIDATION

Conduct a deep dive into your short list locations. Due
diligence activities include interviewing peer employers and
community stakeholders, discussing relocation incentives
with economic development entities, touring possible real
estate locations, and developing a negotiation strategy.
3. TALENT ACQUISITION STRATEGY DEVELOPMENT

Develop a geographically sustainable talent strategy that
includes talent mapping analytics, employer branding, hiring

strategies, talent pipelining, and candidate assessment.
Talent acquisition strategies are highly client-specific and
will depend on a number of factors including the type of
operation, roles you plan to hire, talent supply and demand,
compensation trends, and projected budget and scope.
4. NEGOTIATION

Negotiate real estate and incentive terms that align with
your business objectives and long-term strategy. During this
stage you will develop your real estate requirements, submit
RFPs to landlords and economic development stakeholders,
negotiate terms and incentives, update financial models, and
finalize your transactions.
5. IMPLEMENTATION

Begin change management initiatives, develop a project
management strategy, partner with architects and
engineers for site development, and document incentives,
administration, and support. The goal in this step is to
execute your project with tactical excellence so that you
develop an ideal workplace environment and employee
experience at the best possible cost.
6. TALENT ACQUISITION EXECUTION

Execute your talent acquisition strategy beginning
with candidate sourcing and screening. Conduct skills
assessments, schedule interviews, perform reference checks,
solicit candidate feedback, and launch offer processes and
on-boarding and training initiatives for new hires.
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PUTTING THEORY INTO
PRACTICE: CREATING A
LOCATION LIST USING
DATA
The key to making profitable decisions about corporate
strategy is to follow the data. The following spotlight will
demonstrate how data drives the location decision by
presenting a theoretical location analysis for a Californiabased company.
Company Profile: The company is currently
headquartered in California and has experienced
significant growth over the past two years. Their existing
facility can no longer support their current needs and
future growth potential, so they are planning to open a
second location in a new market. Due to California’s high
cost environment, the company wishes to explore other
markets that can support scalable talent needs, sustain
future growth, and position the company to better serve
its customers.

Additional Specifications:
# of Jobs Needed: 500
Skills Required: Entry level, will be trained in customer
service
Time Zone: Moving from Pacific to Eastern
Accessibility: At least one daily non-stop flight to
existing market for occasional executive visits
PROGRESSIVE LOCATION SCREENING

Cushman & Wakefield uses a balanced scorecard
approach to evaluating locations. In partnership with
key company stakeholders, Cushman & Wakefield’s
location strategists develop custom location criteria and
weightings of importance. They translate these criteria
into screening thresholds to develop a progressive
screening analysis, creating a long list of potential
markets based on client criteria. Beginning with all U.S.
metros, markets are eliminated from consideration when
they fail to meet each successive requirement. Below
is a sample progressive screen that demonstrates the
process based on the hypothetical scenario:

MARKETS MARKETS
ELIMINATED REMAINING
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The company in this example narrowed the list of
location possibilities down from hundreds of potential
markets to 15 markets that met all of the criteria for job
skills, demographics and labor costs. Next, the list was
further screened by applying the Eastern time zone
criteria to the long list of 15 cities, resulting in 10 finalists,
which are shown in the table below.
COMPARISON OF LONG LIST MARKETS

The next step in the screening process is to compare
the 10 markets in the long list by considering a range of
factors including talent availability, labor data, economic
conditions, demographics, and real estate.

training program to develop talent with the necessary
skillset. Hire Velocity partners with clients to create talent
attraction, branding and sourcing strategies, processes and
timelines for the short list of markets.
Cushman & Wakefield uses a 2x2 Trade-off Matrix to
evaluate remaining markets on two axes representing
costs and qualitative conditions. Using the 2x2 Tradeoff
Matrix, clients can visually evaluate the locations based
on both economic and non-economic perspectives in a
single framework and visualize the tradeoffs between the
two perspectives.

Hire Velocity assists clients with data-centric
market comparisons based on multiple facets of
both talent supply and talent demand, including
volume of available talent, in-market competition
for talent, compensation, cost of living, and
education system supporting future talent
pipeline. Using the market comparison data and
company requirements, Hire Velocity works with
clients to determine the optimal recruiting and
hiring strategy for each market, such as hiring
experienced professionals vs. implementing a

LABOR
COSTS

TARGET
DEMOGRAPHICS

TARGET JOB SKILLS

MSA Name

Wage Index
(U.S. = 1.00)

Volume

Estimate
Available

Employment
Concentration
(U.S. = 1.00)

Historical
Growth
(2013-2018)

Volume

Index
(U.S. = 1.00)

Knoxville, TN

0.91

12,760

255

1.11

14%

160,490

1.00

Greenville, SC

0.92

14,800

296

1.25

17%

153,340

0.96

Columbia, SC

0.93

13,990

280

1.22

15%

150,390

1.01

Orlando, FL

0.93

48,330

967

1.33

14%

567,260

1.28

Greensboro, NC

0.95

13,360

267

1.26

(4%)

140,110

1.02

Louisville, KY-IN

0.95

21,380

428

1.11

9%

208,650

0.90

Miami, FL

0.97

102,430

2,049

1.34

10%

1,504,290

1.34

Charlotte, NC

0.98

43,320

866

1.23

16%

427,220

0.97

Indianapolis, IN

0.99

33,430

669

1.10

14%

319,530

0.91

Cincinnati, OH

0.99

32,490

650

1.04

6%

367,790

0.96

Existing
Benchmark
Location

1.10

36,080

722

0.83

2%

770,060

1.27
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The long list of 10 markets are placed on this matrix to
give decision makers a visual benchmark of each market
in relation to the existing location, the size of the bubble
representing the volume of target job skills. The markets
in the top right quadrant provide the optimal tradeoff favorable conditions and lower costs.
FINAL LOCATION SELECTION

Selection of a final location will take place after due
diligence has been performed for each of the shortlist markets based on the client’s unique requirements.
Additional factors such as economic development
incentives, tax conditions, real estate availability
and financial modeling should be considered during
negotiations.

Based on the data and in partnership with a third party
firm such as Cushman & Wakefield or Hire Velocity, the
company will create a short list of two to three cities,
choosing those best suited for the requirements as
represented on the 2x2 Tradeoff Matrix.
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CONCLUSION

As you position your company for future growth, talent and
location strategy play key roles in determining the success or
failure of any location selection. Hire Velocity and Cushman
& Wakefield work closely with you to address labor needs,
cost requirements, and other business considerations with
targeted analysis and strategy development.
As we saw in the case study, the unique requirements of your
company will shape both talent strategy and location strategy,
determining the market you choose and your talent acquisition
process within the market. Specialists at Cushman & Wakefield

and Hire Velocity partner with your HR team and business
leaders to develop a customized approach based on strategic
drivers for talent and location within your business context.
Our solutions deliver results you can count on, because we
never take a one-size-fits-all approach. Instead, our goal is to
understand your organization and business objectives, work
within your business parameters, and deliver data-based
insights and solutions that will carry your business into a
successful future.
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