
Employee experience: 
The key to building loyalty



 Building loyalty in a fickle market

 Employee experience: levers of loyalty

 The role of managers and their impact on employee experience

 HR processes and moments of truth: A few tips

 Working conditions

Agenda
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Building loyalty in a fickle market
Job market trends



The job market
Labour shortage: the situation was predictable
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AUGUST 1982
15.6%

4.5%
NOVEMBER

2021
4.5%

FEBRUARY 2020

Change in unemployment rate since 19762

December 2021: Unemployment rate: 4.6%
January 2022: Unemployment rate: 5.4% 
February 2022: Unemployment rate: 4.5%

Sources:
1. https//facteurh.org/3nCNDeN
2. IMT / HRM Group
3. https://www.emploiquebec.gouv.qc.ca/actualites/detail-actualite/article/bulletin-sur-le-marche-du-travail-au-quebec-de-janvier-2022

March 2022: Unemployment rate: 4.1%
April 2022: Unemployment rate: 3.9%
The lowest unemployment rate since they started keeping count

https://facteurh.org/3nCNDeN


 1.4 million jobs to be filled over the 2019-2028 
period

 80% of openings will be created by retirements, 
the rest by job creation

 The working-age proportion of the population 
(ages 15 to 64) will decline steadily from 2021 to 
2030

According to the Quebec government, openings will 
be filled as follows:

 17% by an increase in the participation rate* of 
people aged 15 to 64

 22% by immigration

 8% by people aged 65 and older

 54% by young people entering the 
workforce

According to current projections
The labour shortage will worsen until 2030
A "near balance" is not expected to be restored until 
2040

Source: https://www.tvanouvelles.ca/2021/11/20/penurie-de-main-doeuvre-
un-creux-historique-surviendra-en-2030-1

* The labour force participation rate for a given group (age, gender, marital 
status, geographic area, etc.) is the number of members of the group who 
are in the labour force, expressed as a percentage of the group's total 
numbers.

The job market
Labour shortage: the situation is not about to turn around
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https://www.desjardins.com/ressources/pdf/pv090721f.pdf?resVer=1631017969000, SEPTEMBER 7, 2021

The job market
Labour shortage: the situation is not about to turn around
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The labour force replacement index will 
eventually go up again.
Labour force replacement index is the number of people aged 20-29 per 100 
people aged 55 to 64

Sources: Statistics Canada and Desjardins, Economic Studies



The job market
Labour shortage: the situation is not new

TALENT SHORTAGE
Labour availability

Market 
transformation
Emerging new 

trades

NEW WORKPLACE 
VALUES

Transparency
Freedom
Flexibility

Caring
Wellness

TECHNOLOGY
Mobility

Social media
Big Data

AI

NEW BUSINESS 
TRENDS
G.A.F.A.
N.A.T.U.
Startups
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Sources: 
1. Le Devoir, Sondage ad hoc Emploi : que veulent les Québécois? https://www.ledevoir.com/societe/566452/sondage-ad-hocemploi-

que-voulez-les-quebecois-que-voulez-les-quebecois. Accessed April 1, 2021.
2. Infopresse, Étude ad hoc-Infopresse : les milléniaux en demande de culture d’entreprise. 

https://www.infopresse.com/article/2019/11/15/etude-ad-hoc-infopresse-les-milleniaux-en-demande-de-culture-d-entreprise.

Before COVID:

5% of workers were actively searching (active)
25% were semi-actively searching (semi-active)
53% were open to offers (semi-passive)

30% thought they were likely to change employers in the next 
two years1

In 2019, 41% of 18-34 year-olds thought they were likely to 
change employers in the next two years2

The job market
Labour shortage: the situation is getting worse
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After COVID:

of employed workers said 
they were looking or 
might look for a new job 
in the next year.

Sources: 
41% des Québécois prêts à changer d’employeur après la pandémie. https://www.lesaffaires.com/blogues/olivier-schmouker/41-des-quebecois-prets-a-changer-d-
employeur-apres-la-pandemie/618180.
ADP Canada, Return to work checklist for when COVID-19 restrictions ease in Canada, May 31, 2019. https://insights.adp.ca/return-to-work-checklist-for-when-covid-19-
restrictions-ease-in-canada/ 
https://www.lesaffaires.com/secteurs-d-activite/general/environ-65-des-canadiens-envisageraient-serieusement-de-changer-d-emploi/629374

.

said they were already 
actively looking for a job, 
according to an Angus 
Reid poll commissioned 
by the human resources 
consulting firm ADP 
Canada.

+11% +6%

of Canadians would seriously consider 
changing jobs

+24%

June 2021

December 2021

The job market
Labour shortage: the situation is getting worse

41% 11% 

65% 
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Building loyalty in a fickle market
Impact of the labour shortage on workplace behaviour



Job-seekers are generally looking for:
 Caring
 Flexibility
 Fit with their values
 Stability

Building loyalty in a fickle market

63%

Candidates' priorities*

Work/life 
balance

Salary and 
fringe benefits

60% 40%

Co-workers
and organizational

culture

The job market
Labour shortage: Workers' new expectations

Source: Tendances mondiales du recrutement 2022, Linkedin Talent Solutions - 11 -



1. Léger Marketing poll commissioned by the Regroupement des jeunes chambres de commerce du Québec (RJCCQ). Of the 802 respondents, 300 were aged 16 to 24, 301 
were 25 to 34, 201 were 36 and older.

Most important factors for attracting and retaining young 
professionals aged 15 to 351

Access to skills development 89%
Transparency from the employer83%
Participation in decision-making81%

Group insurance81%
Pension fund to which the employer contributes76%
Time to practice sports46%

Fringe benefit preferences

of respondents would 
take a $5,000 per year 
pay cut for a 4-day 
work week

59% 

The job market
Labour shortage: the situation is getting worse
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Today, job-seekers shop 
for their employer
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The job market
Labour shortage: the situation is getting worse



“Insanity is doing the 
same thing over and 
over and expecting 

different results”

Albert Einstein



Employee experience: 
Levers of loyalty



Retention or loyalty?



Retention 
is practices 

that keep employees 
from leaving

Loyalty 
is practices 

that make employees 
want to stay



Why build employee loyalty?



How much does losing an employee cost?
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$4,129: SHRM 20161

$4,000: Bersin 20152

Executive: $43,000
Manager/professional: $17,000
Technician: $13,300
Clerical, support: $3,300

Average cost of hiring

Average cost of hiring/position
Conference Board of Canada3

According to Josh Bersin

Huffpost, January 2017, Combien coûte réellement le roulement des employés?

1.5 to 2 times annual 
salary

Cost of non-retention

https://www.forbes.com/sites/johnhall/2019/05/09/the-cost-of-turnover-can-kill-your-business-and-make-things-less-
fun/?sh=14bde9d87943

According to Forbes

The cost of non-retention ranges from 
30% to 200% of annual salary

Employee experience
Levers of loyalty

Cost of non-retention 
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Is there a connection between 
employee experience and customer 

experience?



The impact of employee 
experience (EX) on the 
success of organizations
Organizations that invested more 
in EX were:
▪ 28 times more likely to be on Fast

Company’s list of the most
innovative businesses

▪ mentioned 2.1 times more often on
Forbes’ list of the most innovative
companies in the world

▪ twice as likely to be on the
American customer satisfaction
index

Source: Morgan, J., Pourquoi les millions que nous 
consacrons à l’engagement des employés nous achètent 
si peu, HBR, March 2017.

Source: Heskett., J., Jones, T. et al., Putting the Service-Profit Chain to Work, HBR, (July–August 2008)

Employee experience
Levers of loyalty

The connection between employee experience and customer experience
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What is employee experience? 











Employee experience
Levers of loyalty
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1.

3.

Employee experience [EX]

“EX is the sum of everything an employee experiences 
throughout his or her connection to the organization —
every employee interaction, from the first contact as a 
potential recruit to the last interaction after the end of 
employment.”

Source: 
https://www.forbes.com/sites/deniselyohn/2018/01/02/2018-
will-be-the-year-of-employee-
experience/?sh=24b055631c8f

1. 2.

What is employee experience? 



How to create a 
positive employee experience



How to create a 
positive employee experience

1. Measure the existing employee 
experience



Employee experience: Make the most of your strengths 

- 32 -

Employee experience
Levers of loyalty 1. Measure the existing employee 

experience

Organizational 
vision

Leadership style

Communications

HR processes

Health and wellness

Sense of belonging

Working conditions

Work atmosphere



How to create a 
positive employee experience

2. Define employee experience



Job title
Slogan

3 seconds: Your company in one 
sentence

30 seconds: Elevator pitch

3 minutes: Elevator pitch (stalled elevator 
version)

Example: The best of both worlds: an interesting job and work/life balance

Examples:
Choosing to work with us means choosing the right balance between a stimulating work 
environment and an exceptional quality of life at work and after work.
We offer exciting challenges that let you develop and grow in a friendly and collaborative 
environment focused on well-being and health.
We're a “big small” company. 

Examples: Working with us has many advantages. We offer:
 a comprehensive group insurance plan and fitness activities
 a pension plan 
 a flexible work schedule and reserved spaces in private daycare, as well as showers for those with an athletic bent
 an employee assistance program and, most importantly, managers who are receptive and attentive and well trained to 

support you through the toughest times.
 etc.

Based on https://www.stelpro.com/en/careers/

Employee experience
Levers of loyalty 2. Define employee experience

Can you describe the employee experience in...

- 34 -



Employer positioning: your promise to people inside and 
outside the organization / Example

- 35 -

Choosing to work at Stelpro also means 
choosing the right balance between a 
stimulating work environment and an 
exceptional quality of life at work and after 
work.
Stelpro offers its employees stimulating 
challenges in a human-scale workplace; they 
can develop and grow in a friendly and 
collaborative work environment focused on 
well-being and health. 
We’re a “big small” company.

Employee experience
Levers of loyalty 2. Define employee experience



How to create a 
positive employee experience

3. Strengthen your practices
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Employee experience
Levers of loyalty 3. Strengthen your practices

HR 
programs / 
processes

Working 
conditions

Onboarding

Sharing the 
vision

Working time
arrangements

Workspace 
setup

Health and 
wellness 
programs

Work atmosphere and 
social activities

Compensation
package

Career 
management

Performance 
management

Communication
Support Decision-making Recognition

Skills 
developmen

t

Departure 
manageme

nt



The role of managers
and their impact on employee experience



What is your organization's leadership style?

- 39 -

Employee experience
Levers of loyalty 3. Strengthen your practices



Do people usually leave a company or a boss?

The worst scenario: 22% of respondents are 
inclined to stay. Clearly, leaders and 

managers have an impact on turnover.

The proportion of employees who are 
inclined to stay increases to 38%. So 

managers have an impact, but 
perhaps not as much as one might 

expect.

The proportion of employees who are 
inclined to stay increases significantly 
to 60%. It would appear that if 
employees feel their immediate 
supervisor is poor but senior 
management is strong, they are more 
likely to stay than if the reverse is true.

The ideal situation is to have good 
managers and good leaders. In this 
case, 89% of respondents are 
inclined to stay.

Source: Data from 300,000 employees in different countries. https://www.cultureamp.com/blog/whats-driving-employee-retention/
See also Taux de roulement : quitte-t-on un patron ou une entreprise? https://www.facteurh.com/012017/emilie-22

40

Employee experience
Levers of loyalty 3. Strengthen your practices
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Have your managers changed their style?

41

Employee experience
Levers of loyalty 3. Strengthen your practices

Bossing
• Plan
• Organize
• Lead
• Control
• Compromise
• Manage results

Coaching
• Collaborate
• Clarify expectations
• Involve
• Listen
• Recognize 
• Motivate individuals to deliver 

results 
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Do your managers adjust to situations and contexts?

42

Employee experience
Levers of loyalty 3. Strengthen your practices

Do they know their 
employees' needs?

Do they adjust to 
their team's level of 

maturity?
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Are your managers engaging?

43

Employee experience
Levers of loyalty 3. Strengthen your practices
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Do your managers translate 
your organization’s culture 
into reality?

44

Employee experience
Levers of loyalty 3. Strengthen your practices
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Do your managers give 
employees recognition?

45

Employee experience
Levers of loyalty 3. Strengthen your practices
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HR processes and moments of truth
A few tips



47

Employee experience
Levers of loyalty 3. Strengthen your practices

▪ Specific moments: marking events such as an employee's first day or the birth of their child

▪ Continuous moments: for example, daily tokens of recognition from a manager

▪ Created moments: these include team-building activities, hackathons, celebrations

Sources:

(1) Rousseau, C. Six moments de vérité où j’ai de l’impact comme gestionnaire!, Magazine FacteurH, https://www.facteurh.com/012017/catheriner-3
(2) Morgan, J., (2017). The Employee Experience Advantage: How to Win the War for Talent by Giving Employees the Workspaces they Want, the Tools they Need, 

and a Culture They Can Celebrate. Hoboken: Wiley & Sons. 

The three types of moments of truth2

Moments of truth 
Moments of truth are the key points in the interactions between an employee and a company that 
will have a strong positive or negative effect on the employee’s perception of the employer, and 
thus on their relationship with the company.

“These moments produce an emotion, positive or negative, that will colour the employee's view of the 
employer.”1

- 47 -
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Employee experience
Levers of loyalty 3. Strengthen your practices

Onboarding makes a difference for employment loyalty!

Companies with
good 

onboarding 
practices

82%Year 1 retention rate

70%Achievement of annual objectives 

Source: Laurano, Madeline. “The True Cost of Bad Hire”, Glassdoor, last modified August 2015
https://b2b-assets.glassdoor.com/the-true-cost-of-a-bad-hire.pdf

- 48 -

https://b2b-assets.glassdoor.com/the-true-cost-of-a-bad-hire.pdf


Employee experience
Levers of loyalty 3. Strengthen your practice

Onboarding makes a difference for employment loyalty!

1. Welcome the 
employee

2. Integrate the 
employee 

3. Support the 
employee

 Welcome kits
 Meeting with  

immediate supervisor
 Introductions to   

coworkers
 Workstation
 Social interaction

The role of the immediate 
supervisor
 Coaching
 Training
 Social interaction

Follow-up by HR
 The moment
 The content

1st day 1st month 1st year

- 49 -



Employee experience
Levers of loyalty 3. Strengthen your practices

Training makes a difference for employment loyalty!

Stop looking 
for that rare 
pearl!
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Employee experience
Levers of loyalty 3. Strengthen your practices

Training makes a difference for employment loyalty!

Start 
producing 
rare pearls!
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Employee experience
Levers of loyalty 3. Strengthen your practices

Training makes a difference for employment loyalty!

Training
=

advancement
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Employee experience
Levers of loyalty 3. Strengthen your practices

Ways to train
 Coaching
 Multidisciplinary team
 Webinars and other web-based 

training
 Job shadowing
 Temporary replacement
 Job rotation

Job enrichment
 Redistribution of tasks (combining tasks)
 Semi-autonomous work teams
 Increased interaction with clients (internal or 

external)
 Representation on committees
 Task rotation system
 Continuous improvement system
 Increased participation in decision-making
 Development of new related services

Conventional training
 Virtual training

Self-directed learning
 Video clips
 Tutorials (software, e.g. Teams)
 Readings
 etc.

Peer training
 Mentoring
 Transmission of learnings

Training makes a difference for employment loyalty!
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Employee experience
Levers of loyalty 3. Strengthen your practices

Compensation makes a difference for employment loyalty!

Source: Le revenu viable 2020 dans l’échelle des revenus, Iris.

The viable income is the income needed for a household 
to have a decent standard of living, beyond mere 
subsistence, based on the MBM. The table shows the 
viable income for seven Quebec cities. 

Reposition compensation

- 54 -

Components of viable income for a family of 
two adults and two children in daycare, by 
city, in 2020

Components 
in the MBM 

basket

Components 
not in the 

MBM basket
Viable
income

Wellness

Subsistence

Variable 
compensation

Fixed 
compensation



Employee experience
Levers of loyalty 3. Strengthen your practices

Compensation makes a difference for employment loyalty!

Reposition compensation

- 55 -

Salary (fixed and variable) + Fringe benefits     + Other benefits
• Pay
• Individual bonuses
• Team bonuses 
• Global bonuses 
• etc.

• Insurance
• Pension fund
• Transportation
• etc.

• Flexibility
• Company uniform / 

clothing provided
• Friday afternoons 

off
• Social activities
• Laid-back work 

environment
• etc.



Employee experience
Levers of loyalty 3. Strengthen your practices

…including exit management

Manage departures
 See whether it's possible to get the employee to stay
 Extend working life
 Accept the departure

Learning from departures - Exit interviews
 Who, what, where, how
 Key principles

Follow-up
 Stay in touch
 Rehire
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Working conditions
A few tips



Taking care of your people makes a difference for employment 
loyalty!

Employee experience
Levers of loyalty 3. Strengthen your practice

Working time management 
strategy
 Flex time (or variable 

schedule)
 Customized schedule
 Voluntary compressed work 

week
 Working from home
 Shorter hours
 Voluntary work-sharing 
 Trading shifts
 Fewer meetings outside 

working hours
 Flexible leave
 Sabbaticals

Workplace layout 
 Open areas 
 Cafeterias
 Spaces for employees
 Spaces for relaxation 
 Common areas 
 etc.

Health and wellness programs
 Healthy food 
 Fitness activities 
 Leisure time and activities 
 etc.

Little extras
 Use of equipment for personal 

purposes
 Catering service
 Discounts on products and services
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Employee experience
Levers of loyalty 3. Strengthen your practices

Financial health

Physical health Mental health

 EAP
 Working time 

arrangements
 Social activities
 Civic-mindedness 

and sound 
management

 Work atmosphere
 Workload
 etc.

 Financial awareness 
and literacy

 Access to daycare
 Transportation / 

carpooling
 Group buys
 Assisted savings program

 Fitness incentives
 Group insurance
 Telemedicine
 Access to professionals in 

the workplace
 Promotion of healthy 

eating
 Workplace layout
 Ergonomics
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Employee experience
Levers of loyalty 3. Strengthen your practices

Build sense of belonging through 
work atmosphere 
 Family activities 
 Fitness activities 
 Charitable activities 
 etc.

Taking care of your people makes a difference for employment 
loyalty!
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Improve
working conditions

a. Rethink work 
organization

b. Rethink the workplace 
setup

c. Focus on health/wellness 
programs

d. Build sense of belonging 
through work atmosphere

Practice 
motivational
leadership

a. Share the vision

b. Support your 
employees

c. Involve your 
employees

d. Recognize your 
employees

a. Onboard employees

b. Develop employees' 
skills

c. Look at compensation as 
a whole

d. Manage 
departures

Rethink
HR programs 
and processes 

... to create a positive employee experience
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1. Take stock of your situation
2. Define your employee experience
3. Consolidate your practices



Didier Dubois
Emilie Pelletier

Montreal: 514-573-5793
www.hrmgroupe.com

OUR BOOKS
Free online management 
tips and tricks
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(facteurh.com)
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