MANAGEMENT

In today’s tight job market, power has shifted from employee to employer.

But whatever you do, if you're the boss, don’t let it go to your head

Win the loyalty

BY ZENA OLIUNYK

hen the good times were rol-
ling, not more than a year ago,
employees held most of the

cards. If you didn’t like what you were
doing, how much you were paid or how
you were being treated —or you just needed
a change—you could always deal yourself
a better hand. In fact, a lot of folks are
probably now kicking themselves for not
catching the boom-time wave. Loyalty in
such a red-hot job market could proba-
bly be summed up this way: “As long as it
works for me.”

But as the reality of the economic slow-
down—hastened by the events following
Sept. 11 —starts to sink in, a lot of people
have begun to think it's time to hunker
down rather than risk a career move. And
with the prospect of layoffs and corporate
downsizing casting a long shadow, employ-
ers have clearly gained back—for the time
being at least—some leverage in the em-
ployer-employee relationship. “The balance
has changed a little bit in favor of the
employer,” says lan MacArthur, cofounder
and director of Madison MacArthur Inc., a
Toronto-based executive search firm. “Since
the late part of the summer, people are
more apt to stay where they are, more cau-
tious about making a big change.”

If you are an employer, it might be tempt-
ing to take advantage of the new power bal-
ance. But do so at your own peril. Experts

actually say that now is precisely the time
that you should be going out of your way to
foster loyalty in your staff.

For one thing, losing key employees in
an economic downtown can cost big bucks.
The total cost of replacing an individual,
says MacArthur,-can run as high as 80%
of their annual salary. Obviously, there are
hard costs—such as advertising for a replace-
ment and paying out any severance to the
departing employee. But there are also “soft
costs” that can have an impact on your bot-
tom line. “There is a major opportunity-lost
cost if someone leaves,” MacArthur stresses.
“It may take three months to replace that
individual, and another two or three months
to get their replacement up to speed. So
you have a five-to-six-month period where
you have less productivity.”

As well, as companies go through layoffs
and cutbacks, it's more important than ever
to find ways of hanging on to those employ-
ees who are left. After all, these are the peo-
ple you've handpicked to keep your business
going in tough times—so losing any of them
is likely to leave a gaping hole. And, reces-
sion or not, the best employees are still the
first ones who are able to leave if they feel
they're not getting the appreciation they
deserve. “Loyalty to the corporate entity in
the traditional sense has been drastically
affected in recent years, and that’s partly
because of the way companies have treated
people on their way out the door and
neglected those who have been left behind,”

says Fiorella Callocchia, a principal with
Oakville, Ont.-based HR Impact Corp.,
which offers human resources consulting
and training as well as an executive search
service. Many employees, she adds, feel that
while their loyalty is expected, employers
don’t reciprocate when times get tough.
“Like any relationship, they feel loyalty has
to be a two-way street.”

That is certainly the view of one Bay
Street veteran who has been laid off and
lured away more than a few times in his life.
During his career he’s been the victim of
downsizing and post-merger staff reduc-
tions. But he’s also been hired away with
promises of more money and responsibility
and persuaded to stay put for precisely the
same reasons. “If you're going to be treated
like a commaodity,” he says, “employers have
to expect that they are going to be treated
the same way back.”

A bit of a cynical view, perhaps, but his
opinion is widely shared. One US study
that surveyed 32 nations found that only one
in seven Canadians are “truly loyal” to their
jobs. The 2000 Global Employee Relation-
ship Report, produced by Walker Informa-
tion Global Network and public policy
think tank Hudson Institute (both based in
Indianapolis), placed Canada in the No. 16
spot when it comes to job loyalty, well be-
hind the US (7th), though ahead of Japan
(26th), Britain (27th), Hong Kong (31st)
and Singapore (32nd). The survey, which in-
terviewed about 10,000 employees globally
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