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Executive Brief

Canada's August retail rebound gives leaders a reason to test demand more carefully, rather than assume that
a broad recovery is established. The October 23 release adds a positive spending result to a weaker September
labour-market picture. Those measures cover different months and different parts of the economy; their
divergence is the central decision problem for this weekly update.

The Bank of Canada's October 19 surveys remain relevant context. Businesses reported investment plans
alongside cautious hiring, while households reported weaker spending intentions. These are earlier opinions
and intentions, not a new October 26 reading. The useful question is whether actual orders, service demand
and implementation results now support those plans.

The leadership priority is to connect demand, capacity and workforce decisions. Protect skills needed for
committed work, stage expansion against observable customer demand, and require technology investments
to explain how jobs and processes will change. This edition identifies the evidence that should govern those
decisions and what would justify changing course.

October 26 Weekly Evidence Scorecard

Indicator and evidence
status

Reading Period and comparison

Egi‘)\i/l sales | August | $74.6 billion; +1.2% Monthly, seasonally adjusted; released October 23
ig&i} volume | August | +1.2% Monthly, seasonally adjusted; released October 23
gg%f’{ymem | September || 5 104,800 -68,300 monthly; released October 9
[SJ;EI:E&};TEIQIBR 6.5% +0.1 percentage point monthly; seasonally adjusted
g ;rltggation | September | 64.8% -0.2 percentage point monthly; seasonally adjusted
S:;Zlﬁzrrﬁ)rli::ISO‘R +3.1% Annual change, unadjusted; released October 19

NEW means released after October 19 through October 26. PRIOR is earlier evidence retained with its actual
reference period. Monthly changes, annual inflation and rates measure different concepts and are not a
composite score.

What the Evidence Says

A stronger retail month is a demand test

Retail sales rose 1.2% in August to $74.6 billion, with volumes also up 1.2%. The gain therefore includes a
real increase in retail activity. It does not measure all consumption or establish that demand is improving
across the economy. The release's unofficial September advance suggests a further 0.7% increase, subject to
revision.

Page 2



THE CANADA IMPERATIVE | Weekly Update

August 2026 retail sales | NEW

Nominal retail sales +1.2%

Monthly change; seasonally adjusted; volume is inflation-adjusted

Statistics Canada, August retail release, October 23 2026

The staffing decision requires a different evidence set

Canada lost 68,300 jobs in September, following a decline of about 42,000 in August. Two consecutive
monthly losses show that employment was weakening before the August retail rebound was reported.
September's employment rate fell to 60.6%, participation declined to 64.8%, and unemployment rose to 6.5%.
The retail and labour figures describe different reference months, so stronger sales do not establish that hiring
has recovered. Employers should test current orders, workload and qualified applications before changing
staffing plans; a softer national labour market does not guarantee that the skills needed for a particular job are
available. These seasonally adjusted survey estimates remain subject to sampling variability and revision.

Investment intentions do not demonstrate productivity

The third-quarter Business Outlook Survey described robust investment intentions, including digital
technology and automation, alongside soft hiring plans. Most interviews preceded the August 21 breakdown
in Canada-US trade talks, and later responses were less favourable. A plan to serve more customers with the
same headcount depends on redesigned work, appropriate skills and reliable implementation; it is not
evidence that output per hour has already improved.

Household caution remains a separate risk

The Canadian Survey of Consumer Expectations reported improved perceptions of financial health but
weaker spending plans. September inflation was 3.1% year over year. These findings should inform customer
and cost scenarios, without treating national expectations as a forecast for an individual business. Leaders
need to distinguish higher sales receipts, real sales activity and margins after costs.
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The Human Capital Signal

These are weekly editorial assessments, not an official index or a replacement for the approved monthly
Human Capital Signal methodology. Labour and price evidence is carried forward with its actual September
reference period; no new occupation or youth rating is inferred.

Dimension Weekly assessment Evidence and leadership meaning

A softer national labour market does not establish a match for specific

Talent availability Mixed .
vacancies.

Participation declined; investigate the active candidate pool rather than

Workforce participation Watch e
assume availability.

Cost and retention September inflation remains relevant to employee and operating-cost
Wage pressure . .
watch discussions.
Youth attachment Not reassessed No new youth estimate is presented in this weekly issue.
. Employer-specific Survey findings require occupation-level and employer evidence before
Skills pressure P OYer-sp ey gsred P ploy
check action.
Employer conditions Uneven A retail rebound and cautious hiring plans can coexist.

Decide against

Leadership urgency evidence

Link hiring, work redesign and capital commitments to funded demand.

What It Means for Human Capital

Attraction and recruitment. Separate a wider applicant pool from the capability needed for funded work.
Review requirements that are essential on entry and those that can be learned. Track qualified applications,
offer acceptance and time to competence. Where a critical role remains difficult to fill, test the job's hours,
location, progression and supervision before concluding that the national labour market is failing to provide
candidates.

Workforce planning and talent development. Divide the plan into committed delivery, replacement needs
and uncertain expansion. Identify the skills that would become a constraint if customer demand persists, then
compare recruitment with redeployment and supervised development. Protect the work through which newer
employees learn; an automation project that removes routine tasks can also remove a useful entry route unless
that learning is deliberately replaced.

Leadership development and retention. Managers need to explain changing priorities and identify where
additional work is being absorbed through overtime, delays or reduced service. Inflation and uncertainty can
affect the employee experience even when hiring is softer. Use exit evidence, workload and the cost of losing
scarce knowledge to target retention decisions; neither the unemployment headline nor a technology budget
supplies that diagnosis.
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What Leaders Should Consider Doing

Make the next capacity decision conditional on demand. Have finance, operations and human resources agree
on the workload already committed, the customer assumptions still uncertain and the trigger for adding
capacity. Set a review date and an accountable executive. For each material hire or reduction, record the
delivery consequence, the time needed to build capability and the cost of reversing the decision.

Give every major technology investment an operating test. Establish baseline output per paid hour, service
quality, unit cost and employee time spent resolving exceptions. Identify the work redesign and training
required. Review the result after implementation against the same measures. If a tool saves time but delays,
rework or customer complaints rise, a lower headcount is not evidence that the investment succeeded.

Use a targeted workforce experiment. Select one vacancy, entry-level bottleneck or retention problem that
affects delivery. Test a practical response with a named owner and a defined period, then compare time to
competence, retention and service outcomes. Expand a response only when the evidence supports it. This

creates a defensible connection between human-capital spending and useful operating capacity.

What to Watch

The Bank of Canada's October 28 policy decision and Monetary Policy Report will provide the next
assessment of inflation and the economic outlook. Review the implications for financing, demand and
planning assumptions after the release; this issue assumes no policy outcome. A change in the outlook is a
reason to rerun business scenarios, not automatically change every staffing commitment.

October 30 brings official August GDP by industry and a September advance estimate. Look for evidence
that retail strength extends into broader output. National GDP is not a measure of demand at an individual
employer. The case for expansion strengthens when subsequent output, orders and funded work agree; it
weakens when the spending gain is temporary or concentrated.

Follow employment and participation together in the next labour release. Stronger employment with a rising
employment rate would improve the workforce outlook. Another fall in jobs alongside weaker participation

would deepen concern. Keep occupation-specific recruitment and retention measures in the review, because

national improvement can coexist with a critical local constraint.

The Leadership Question

Which evidence would make your organization add capacity, defer an investment or change how work is
organized this quarter?

Explore the Evidence

The interactive report lets readers explore the labour, wage, occupation, economic and population evidence.
Check the reference period shown on each figure; the report does not treat annual or Census results as current
monthly observations.

Explore the interactive Power BI evidence dashboard
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Keep the Next Workforce Decision in View

Follow THE CANADA IMPERATIVE for evidence-led economic, human-capital and leadership
intelligence. Use the weekly update alongside the monthly edition to distinguish new evidence, retained
context and the decisions that deserve review.

Visit DCI for subscription information

Sources and Interpretation Notes

Reference periods and coverage. October 26 weekly edition. NEW identifies releases from October 20 to
26; PRIOR identifies earlier evidence retained with its actual reference period. August retail sales were
released October 23, September labour evidence October 9, and September consumer prices October 19.
These measures describe different periods and should not be combined into a single reading of current
conditions. Counts use the appropriate survey universe, not total resident population; rounded totals and
components may differ.

Labour market. Statistics Canada's Labour Force Survey and table 14-10-0287-01 provide the headline
seasonally adjusted estimates for people aged 15 and over. National totals exclude the territories and have
source coverage exclusions. September employment fell by 68,300; the August decline is rounded to 42,000
in the discussion. Employment, unemployment and participation must be read together. Estimates are subject
to sampling variability and revision; no untested claim of statistical significance is made.

Retail trade and prices. Statistics Canada's August retail release and table 20-10-0056-01 provide seasonally
adjusted sales in current dollars. The national volume measure removes price effects. August figures are
preliminary; the September advance estimate is unofficial and subject to revision. September all-items
Consumer Price Index data use table 18-10-0004-01 and express annual price change without seasonal
adjustment. National inflation does not describe every household's costs.

Business and consumer expectations. The Bank of Canada's third-quarter Business Outlook Survey and
Canadian Survey of Consumer Expectations were released October 19. Business interviews ran August 6 to
September 2; most preceded the August 21 breakdown in Canada—US trade talks. The consumer panel ran
August 5 to 27, with follow-up interviews August 24 to September 4. These are national opinions and
intentions, not realized investment, hiring or spending outcomes and not provincial estimates.

Forthcoming evidence. The Bank of Canada's October 28 policy decision and Monetary Policy Report, and
Statistics Canada's October 30 GDP release, are watchpoints rather than results used in this edition. The GDP
release is scheduled to provide official August output and a September advance estimate. No policy decision
or unreleased GDP outcome is assumed.

Interpretation. Survey intentions, retail purchases, employment and prices measure different concepts. Their
association does not establish causation. The weekly Human Capital Signal and leadership recommendations
are editorial assessments, not an official index or a replacement for the approved monthly methodology. No
new occupation or youth rating is inferred. Employer decisions require evidence about actual demand, skills,
workload and operating conditions.
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