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Why Counter Offers Happen  
(& Why It Is Rarely a Good Idea to Take Them) 

 

• Counter offers are one of the biggest threats to the recruitment process but the risks can be dealt with if you 

are aware of why they take place. 

 

• Although very flattering to receive, counter offers are very rarely given in the interests of a candidate even if 

they seem to be on the face of it. The main reason counter offers are given is financially driven for the benefit 

of an existing employer. It is far less expensive for a company to keep an employee than it is to replace them. A 

replacement will typically involve a recruitment fee and the cost of training someone to do the job. The cost of 

training someone is both in time (which has a direct financial cost) and loss of productivity (again this has a 

direct financial cost) as the new employee “learns the ropes”. There is also the added risk that a new employee 

will not work out which compounds the problem and increases the cost even further. It is for these reasons 

that it is ALWAYS cheaper to keep an existing employee rather than let them go even if it is only a short-term 

measure. 

 

• Once a candidate has agreed to accept a counter offer it is not uncommon for their current employer to start 

making contingency plans to replace them even though they have been kept on. In their current employers 

eyes they have shown themselves to be “un-loyal” and therefore a flight risk. ALL employers are aware of the 

cost and disruption that is caused when an employee leaves suddenly, therefore it is much more effective for 

them to be in control of the situation and look for a replacement in the background whilst they still have 

someone doing the job. 

 

• If a candidate has a fundamental problem with their role (over worked, no career progression, not enough 

support etc) it is very easy for an existing employer to say at the point of resigning, “…we see where you are 

coming from and can change/fix all of those problems…and guess what we have been thinking of giving you a 

promotion for some time and we will match your offer financially!”. The reality is that if there is problem that 

has convinced a candidate to leave that problem will be there for a reason and will not be straight forward to 

solve. It is also worth pointing out that if it takes a candidate to threaten to quit to get the changes they 

desire/need they are on a pretty poor footing with their current employer. 

 

• The typical method of giving a counter offer is to roll out the senior execs to give the leaving employee a sense 

of worth and show how “valued” they are by the company. This is usually a smoke screen designed to flatter 

the candidate. In the vast majority of cases a senior exec is only doing this to further the interests of their own 

company. This is not cynical it is just the reality of trying to run a successful business. 

 

• It is for the above reasons (problems don’t change or an employer finds another solution/replacement) that in 

the vast majority of cases candidates that accept a counter offer are back on the market again within six 

months. I have been doing this job a long time now and have dealt with a lot of counter offer situations and can 

testify to how true this is! 
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How you can prepare a candidate for a counter offer 

• Start the process of preparing the candidate early in the interview process, as recruitment consultants we need 

to appreciate that we deal with these things on a daily basis whereas our candidates will deal with it a handful 

of times during their career. The more time they have to digest the information the better. They are unlikely to 

have given it any thought beforehand. If it is left to the last minute the candidate can feel “ambushed” as well 

as appearing to the candidate that you are telling them for your own benefit. 

 

• They key to managing a candidate is having a thorough understanding of the reasons that they are looking to 

leave in the first place. What is wrong with the current situation or how is the new role going to advance their 

career. The candidate should be focussed on these points and importantly on themselves rather than thinking 

about loyalty to their current employer. Throughout the interview process these point need to be discussed 

and explored continuously! 


