
A 9-step Playbook 
to implement your 
Core-Flex Policy



The goal of this playbook

Several thought-leadership pieces have been published in recent years about Why 
to consider a Core-Flex policy design. The goal of this playbook is to look at How 
to implement Core-Flex once you have made the decision. It’s a hands-on guide 
created by Michelle Durkin and the Benivo Strategy Council based on the collective 
experience of 10+ companies who have put Core-Flex policies into place. Michelle is 
an Independent Mobility Professional, Benivo Strategy Council member, and former 
in-house Global Mobility Director at Teva Pharmaceuticals and Honeywell. 

Providing flexibility to employees is about designing to an individual’s needs while 
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Program/policy administration is more complex due to non-standardization, less cost predictability 
and non-standard administration of policy. In Airinc’s 2018 Mobility Outlook Survey, 31% of 
respondents who offer flexible policies still receive pushback on the cost of assignments.

More choices for managers and employees to satisfy compliance/duty of care while personalising 
support, fewer exception requests, higher employee satisfaction and more employee control 
resulting in employees who feel more valued and invested in the process.

Pros

Cons

staying within relocation budget and policy boundaries set by the company. There 
are two routes to take: Lump Sum and/or Services. The Lump Sum route gives 
employees cash-in-hand to spend as they wish, usually with guidance & support 
to spend wisely. The Services route offers employees services options within an 
approved budget for their move. 

Achieving flexibility using Core-Flex policy design is usually a Services-first 
approach and relocation benefits are divided into Core & Flex groups. Compliance 
requirements and duty of care services are usually provided as part of the Core 
benefits, and the Flex benefits are tailored by the employee to their individual needs. 

This playbook will help you maximise the upside Core-Flex policy design offers and 
minimize the risk of encountering potential drawbacks. Use the following 9-step 
model to guide your decisions and implement your plan successfully. 



Determine your 
Budgeting Strategy

You should expect budget 
utilisation (actual spend as a 
percentage of budgeted spend) 
to increase with Core-Flex policy 
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design. Utilisation of Core benefits should 
stay constant, but budget utilisation of Flex benefits should increase as 
employees have more options for how to spend it.

To illustrate, imagine a relocation with a $100,000 budget using a traditional, 
fixed policy approach that includes costs for tax services, immigration 
services, flights, shipping, housing, and school search. When you average the 
actual spend per move across many employees, the average will be lower 
than the budgeted $100,000 per relocation because every employee will not 
need/use every offered service. If a third of employees do not need shipping 
and/or school search then the average actual cost of relocation might end 
up closer to $80,000. However, when employees have the option to choose 
from a longer list of service options and/or the ability to switch service A for 
more of service B & C, then budget utilisation will go up and the average 
actual spend per relocation will get closer to the budgeted $100,000 per 
move. 

If your objective is to transition to a Core-Flex policy without increasing 
program costs, then a good rule of thumb is to set the total budget, including 
the fully-loaded costs Core and Flex benefits, at the maximum of the previous 
year’s actual costs. By using actual cost data you will capture your program’s 
frequent home/host location combinations and normal distributions of family 
size and seniority for your moves. New combinations will inevitably occur and 
require new estimates which you can add to your budgeting model as you go. 
If budgeting and tax accruals are important to your organization, then assume 
100% utilization of the policy elements at the risk of over-estimating costs 
in order not to under-budget. Best practice is to do annual budget-to-actual 



calculations to assist with future year budgeting. 

If actual costs are not readily available, or you are expecting changes during 
the year ahead in the types of employees you will be moving, then a rule 
of thumb you can use to begin is pegging a total permanent relocation 
budget cap around 30% of an employee’s salary and long-term international 
assignments at 2-3 times an employee’s base salary.

Define the core 
benefits

A critical decision during Core-
Flex implementation is for HR 
and Global Mobility to set the 
Core benefits. Core benefits are 
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required for every employee as part of any move for compliance and duty of 
care and ensure basic equity between employees.

Core Benefits  
Common examples are Immigration, travel to the new location and temporary 
living and compliance requirements like right to work assessments, 
immigration services and tax risk assessments.

As a rule of thumb, >50% of the relocation/assignment budget will normally 
go towards Core benefits costs when compliance services and duty of 
care benefits are included. You need to ensure that your Core benefit 
requirements remain in budget relative to your lowest salary band.



Define who decides 
on Flex Benefits

There are three approaches to 
decision-making for Flex benefits 
and each generates a unique 
employee experience. 

3

1. 100% Business Decisions - This design is Core-Flex for managers. The 
business selects which Flex benefits are included or not included in an 
employee’s relocation/assignment offer. Upfront consultation with the 
Global Mobility team on Core requirements and Flex benefit options is 
normally part of the process and a needs assessment with the employee 
may or may not be included. The employee never sees a list of optional 
services and usually does not have upfront visibility on the budget. Once 
the business finalises an offer for the employee, the Flex benefits decision-
making process is concluded. The employee can utilise or not utilise the 
offered benefits.  

2. Mixed Employee/Business Decision - This design includes the employee 
more actively in the process. The business provides an initial framework 
of services and policy options based on an approved budget range and 
invites the employee to optimise the choices to what they need and want 
the most. The employee does make choices through available options, but 
does not work with a presented budget and will usually not have visibility 
into benefit costs. The business provides a long list of package options 
with multiple pre-approved combinations, and the employee makes final 
decisions on preferences. 

3. 100% Employee Decision - This design gives full autonomy to the 
employee to decide what they want/need within an approved budget. 
The employee has autonomy over their budget and the business does 
not get involved in pre-vetting an option list on a per employee basis. 
Every employee has access to the same master list of services, benefits 
and policy options and they can combine them as they wish within 



the approved budget for their move. The budget management can be 
powered by points or cash - explored further below in Step 5.

Exceptions can always apply, but choosing one of these 3 frameworks will 
ground your Core-Flex policy implementation with a point of view about who 
decides on the Flex benefits. 

  The majority of organizations who contributed to this playbook 
  used the approach described in option C above.

Traditional & Non-
Traditional Flex Benefits

The Flex portion of a Core-Flex policy is 
about personalising support to what an 
employee needs. A well-executed Core-
Flex program should more precisely 
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align provided benefits to actual needs, within the boundaries of desired 
norms and average total relocation budget. The value is higher employee 
satisfaction with better personalization and less requests for exceptions. Flex 
benefits are generally not used for bigger ticket items like shipment of goods 
or temp living, but rather for things like domestic help, language training, pet 
shipment, an extra ticket for a family member or friend to come visit, or similar 
style benefits. Some traditional services that are frequently included in Flex 
benefits are services like Storage, Pet Shipment, Spouse/Partner support, 
Language Training or Child / Elder Care assistance. 

It is also becoming popular to include non-traditional service options to 
further increase choice and personalization. Needs may differ substantially 
among peers (i.e. a single parent vs. a married family of 5) and today’s 
employees are skeptical of one-size-fits-all solutions. They expect their 
company to acknowledge their unique circumstances and offer flexibility 
to address their needs. Non-traditional relocation services might include 



services such as a handyman to assemble furniture, a food delivery on the 
day of arrival, lifestyle benefits such as yoga or swimming classes, vouchers 
for Ikea, Uber and Amazon and other useful retailers. To incorporate non-
traditional services into your Core-Flex policy, you should consider 3 
alternatives to manage it:

1. Manage In-house - this can work well for a small program, however 
managing options globally and with any volume increases, things get 
challenging quickly. 

2. Manage through a Relocation Management Company (RMC) - While 
most RMCs specialise in traditional services, it’s worth asking if non-
traditional options can be added to their supply chains.  

3. Manage through a Core-Flex technology provider - some Core-Flex 
technology providers, such as Benivo, can provide access to non-
traditional relocation services as part of the technology solution. 

As a general rule, maximising choice and autonomy in the decision-making 
process will deliver higher satisfaction, especially when employees are given 
the tools to choose between benefits themselves. If employees are in control 
of their budget then the business needs to decide how to present the budget, 
which leads us to step 5.  

Cash Budget vs. 
Points Budget

An important decision for the Mobility Team 
is whether to present the cost of services 
to employees using monetary values or 
point values, and whether to do the same 
or different with managers, recruitment and 
HR.
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Points Budget System
A point system presents the cost of each flex benefit abstractly using points 
instead of money, providing employees with a number of points to spend in 
selecting their Flex benefits. 

Setting Point Values
Global Mobility sets the monetary value of a point and the optimal approach 
will partially depend on the types of services that you chose to include in the 
flexible benefits list. 

If you plan to include non-traditional services, then a lower money-to-point 
ratio will likely serve you well. Non-traditional services tend to have lower 
unit price points. If you include a large number of non-traditional services, 
Benivo’s recommendation is to start by setting 1 point = $50 or $100. For 
example, an employee might use 1 point to select 2 hours of home cleaning, 
or $50 in Uber vouchers. If you plan to rely entirely on the traditional 
relocation industry supply chain, where service prices tend to be higher, then 
you can think about using a higher ratio such as 1 point = $500 or $1,000.

Here are a few things to think about when setting your program’s point value:

1. Simplicity - You want to avoid complicated mathematics (round numbers 
are easier to quickly add & subtract) and ideally you should avoid the need 
to use fractions of a point to value a service.  

Requires a mechanism to set the number of points per service and manage the points 
allocation to employees.

Increase focus on services that an employee needs, reduce questions/concerns 
regarding the cost of services and reduce requests for cash-outs.

Pros

Cons



2. Rounding Approach - Exact costs will not exactly match your points 
structure and that’s ok. You can set thresholds for rounding up or down 
which will equal out over time. For example if your ratio is 1 point = $500, 
then 2 points = $1,000, and both a $800 service and a $1,150 service will 
be equal to 2 points. $800 is rounded up to $1,000 while $1,150 is rounded 
down to $1,000. Provided that your rounding units are not too large - $500 
in this example - then your move cost averaged out should stay naturally 
within the target budget. If you want to double-protect against any cost 
estimate overrun, then you can build a buffer into either your original 
approved budgets, or into the points valuation.  

3. Incentives - Are there services that you want to incentivize by discounting 
point values to make them cheaper for employees?   

Allocating Points
Once your point value is set then allocating points to an employee is easy. 
Simply divide the Flex portion of the budget by the point value. Let’s say your 
program uses 1 point = $100, the total approved budget is $20,000 and 120 
points are required to pay for the Core benefits. Total available points for the 
move are $20,000/$100 = 200 points, less 120 points for the Core benefits = 
80 Flex points remaining for the employee to spend as they wish on their Flex 
benefits choices. 

Cash Budget System
A cash budget system provides employees with a designated cash budget to 
be spent on  approved assignment / relocation services. Employees decide 
which services they need. With a cash budget system, companies choose 
between 2 approaches for selecting services:  

1. The money can only be spent with services organised by the company.
2. The money can be spent with any service provider sourced by the 

employee. Whether receipts are required is a secondary decision. 



Can result in more service price negotiation with employees and managers, more cash-
out requests and less focus on which services an employee needs.

a simple system. Some companies see value in sharing the real cost of services with 
employees so that the employees can understand and hopefully appreciate the 
company’s investment in them.

Pros

Cons

Cashing Out
Whether a points budget or cash budget system is in use, you will need to 
define the rules for requesting cash-in-lieu of services. The strictest approach 
is not to allow any cash-outs. A middle ground is to partially allow it, or 
create an incentive to choose services over cash payments such as a rule 
that employees can receive 50% of any remaining budget as a one-time 
cash payout, after all desired services have been utilized. The penultimate in 
flexibility is allowing employees to exchange the entire approved Flex budget 
as a one-time cash payment. The policy around cash-in-lieu of services is a 
Core-Flex program design choice for each company to make according to 
their objectives. 

 The majority of organizations who contributed to this playbook 
  used the Points Budget with no ability to cash-out services or a 
  disincentive to cash-out services.   

Manage the Change

Benivo recommends Kotter’s 8 step 
model for change management as 
a framework for how to roll out your 
core-flex policy. 
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Creating the 
climate for 
change

1. Create urgency

2. Form a powerful coalition

3. Create a vision for change

4. Communicate the vision

5. Empower action

6. Create quick wins

7. Build on the change

8. Make it stick

Engaging & enabling the 
organisation

Implementing & sustaining for change

The first phase is about defining the stakeholders, identifying the leaders who 
need to give approval and the person who can act as the executive sponsor.  
A good practice is to conduct Voice of the Customer surveys with previous 
assignees and/or transferees to understand their personal experiences, 
and collect feedback from Managers and HR team members involved in the 
process. You will also want to form a taskforce that will help create the vision 
for change and steer the change process. 

The second phase is about setting up a communication plan, identifying the 
obstacles and potential blockers to remove, and doing a soft launch to secure 
quick wins. 

The third and final phase focuses on implementing the learnings, and making 
the new approach the standard for your organization. It is important to 
continue to gather feedback to ensure what you have implemented meets 
the expectations of the business and your employees. 



Write the policy

Once you have secured the 
approvals to implement the 
change, someone needs to 
write the new policy documents. 
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Generally, there are 2 scenarios for policy writing; either someone in-house 
who has the skill set to write the policy, or outsource the project.  

Depending on your course of action and agreement with your stakeholders, 
more than one policy may be needed.  For example, you may need policies 
for Domestic and International Assignments/Relocations, and different 
policies by tiers or job level and then further distinctions between homeowner 
vs. renter. You will want to ensure the policies are written in alignment with 
your company culture, language and style. Once written, they will likely need 
a final round of approvals from Sr. HR Leadership and your legal team. 

All policies should include the following: 

1. Mission Statement - It is a good idea to provide the company’s mission 
statement and value proposition to employees for taking an international 
assignment or relocation offer.  

2. Terminology - Definitions should be outlined in the beginning of the policy.  
There are a lot of words used in a policy that are not commonly used 
outside the world of Mobility.  

3. Core Benefits - Provide a clear explanation of what the Core Benefits 
are and why they are being provided. It will help them understand and 
appreciate the program.  
 

4. Flexible Benefits - Provide a clear explanation for the selection process 
of Flexible benefits. This is likely where employees will have the most 
questions, so the more detail you can provide upfront, the better. 



5. Cash-out approach - You will need to explain, in detail, the approach you 
are taking with regards to cash-in-lieu of services. If you are implementing 
a cash-out approach for services, you will also want to detail how that will 
work.  

6. Termination clauses - You will want to include clauses to cover voluntary 
and involuntary termination, and any repayment agreements. You will 
need to ensure alignment with your key stakeholders and ensure it is 
enforceable.

Contact Benivo for assistance with Core-Flex policy templates.

Choose your tools

Managing a small Core-Flex 
program can be done in-
house using spreadsheets or 
Sharepoint. However at the 
point where you have more 
than 50 moves per year to over 
3 locations then you should 
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consider other solutions. Most players on the market will be able to offer a 
Core-Flex solution option, however there are significant differences between 
them. Use these criteria as a comparison framework:

1. Budget Management - Does the solution make it easy to manage the 
move to within the approved budget? Can dynamic points or monetary 
values be assigned to flexible services based on changing parameters 
such as family size, home-host locations, and other criteria? 

2. Benefits Selection - What is the experience for the employees (or the 
business) for selecting benefits? Is it possible to see what others have 

http://www.benivo.com/contact


selected in the past and read reviews and feedback about the experience? 
Similar to how we purchase on Amazon, providing a consumer experience 
to support decision-making often results in higher satisfaction. 

3. Is baseline support provided? What happens if the employee does not 
select a certain category of vendor service (such as school search) - do 
they have access to any backup resources or support, or are they on their 
own? 

4. Are non-traditional relocation vendors available? This will determine how 
easily you will be able to bring services innovation and increased flexibility 
to your program. 

5. Customizations - How easy is it to make changes? Is the technology built 
in-house or is it an outsourced tool? Generally, in-house tools can be 
modified faster and easier than solutions built by outsourced teams. Make 
sure you talk with existing clients using the provider to hear about their 
experience before you make a decision.  

6. Implementation time - If implementation will take a long time, then it’s 
likely that any changes or customisations you might want will also take a 
long time and be expensive. This is a warning sign. 

Contact Benivo for a demo of Benivo’s Core-Flex technology offerings.

Measure, Iterate & Optimise

The ultimate success of your core-flex policy 
implementation will be the results that it 
achieves and it is critical to measure, iterate 
and optimise around key metrics. Here are 
a few that Benivo recommend paying close 
attention to: 
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1. Utilisation of core benefits - If utilisation of a Core benefit is under 75% percent, 
then that benefit should potentially be reclassified as a Flex benefit.    

2. Actual costs to budgeted costs - Implemented well, flexible benefits will be fully 
utilised and actual costs should track very closely in-line with budgeted costs. 
Make sure to give your budgeting a margin of error and use actual costs as your 
benchmark.  

3. Employee Experience - The most common driver to implementing a core-flex 
policy is improving employee experience through better personalization to 
an employee’s needs. So, track your progress! Benivo recommends using the 
Net Promoter Score scale (NPS) as the metric to track employee experience 
improvements.  

4. Flexible benefit utilization - Do you have certain benefits that are used by most 
employees? Perhaps there are additional compatible benefits that you can pair 
with them (such as Ikea Vouchers and assembly assistance), or better price deals 
that your provider can arrange for you? 

5. Number of exceptions - do you still get exceptions? In what areas? Should you 
consider adding more flexible benefits to reduce exception requests?

Putting together a Core-Flex program requires a sequence of decisions to be made 
aligned to your organization’s culture, the reason for assignments/relocations, and 
the reason you are transitioning to a Core-Flex approach. This playbook is intended 
to provide you with a roadmap based on how others have done it. If you would like 
to share your experience, discuss Core-Flex Policies in more detail, benchmark your 
strategy, or if you are curious how the Benivo platform can assist in managing your 
Core-Flex Program, please feel free to reach out to us - michelled@benivo.com, 

sales@benivo.com

Conclusion

https://www.benivo.com/client-area/nps
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About Benivo 

Benivo brings a decade of award-
winning experience developing HR 
technology and finance solutions for 
relocating employees, Global Mobility 
teams and their delivery partners with a 
proven system that increases employee 
experience Net Promoter Score (NPS) by 
over 50%. 

Benivo’s client base includes Google, GE, CGI, Mondelez, Bayer, Bloomberg, 
Shopify, Phillips 66, ExxonMobil, KPMG, Unity and 50 more top employers who 
collectively rate Benivo with an NPS of 70. Benivo’s technology provides a solution 
for every policy and move type. Popular features include an Amazon-style shopping 
experience for helpful services, self-guided support through the relocation process, 
lightning-fast payments and payouts, customisable reporting and dashboards, 
welcome gifts, social giving and much more. Request a demo of Benivo today. 

and 50 more top employers who collectively rate Benivo with an NPS of 76. 
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