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Preface

The primary focus of Recruiting, Interviewing, Selecting & Orienting New Employees, published first in 1986, then in 1991, again in 1998, and most recently in 2006, remains unaltered: It is still a comprehensive guide through the four stages of the employment process identified in the book’s title. The book’s wide-based readership is also the same: HR specialists who need in-depth information about the entire employment process; non-HR professionals whose jobs encompass select employment-related responsibilities; and seasoned HR practitioners looking for a refresher in one or more recruiting, interviewing, selecting, or orientation subcategories. The methods and techniques described continue to be applicable to all work environments: corporate and nonprofit, union and nonunion, technical and nontechnical, large and small. They also pertain to both professional and nonprofessional positions. And the book continues to be useful as a reference for training workshops in various aspects of the employment process and as a text for college and other courses dealing with employment issues.

That said, as a reflection of today’s evolving workforce, fluctuating economy, and interviewing trends, several topics have been added, expanded upon, or otherwise revised in this fifth edition. For example, an entirely new chapter explores differing applicant and employer workplace perspectives. This includes respective expectations, how personal and professional lives are best balanced, and what questions applicants are likely to ask of prospective employers. Another new chapter relates to the rapidly expanding impact of social networks on the hiring process, including their uses and legal risks, and a comparison of social media with traditional reference checks. A third new chapter examines web-based orientation programs, assessing their advantages and drawbacks, legal concerns, and a contrast of conventional and web-based sessions.

The content of each chapter has been carefully reviewed and updated; for instance, the chapter on references and background checks, Chapter 13, has a new look with expanded content. There are also numerous additions throughout each section, including the impact of a fluctuating economy, establishing and adhering to standards of excellence, expanded recruitment sources for special interest groups, updated electronic recruiting methods, additional electronic recruitment alternatives, electronic record-keeping guidelines, up-to-date legislation, testing, and bias. Also, the information in Part IV has been completely revised to reflect three distinct types of orientation: organizational, departmental, and web-based.

Appendixes have been modified, most notably the employment application form. There is also the addition of a sample e-mail cover letter.

This newly modified and expanded fifth edition offers the same, easy-to-follow format as the previous version: four distinct sections that replicate the topics identified in the book’s title. This compartmentalized approach meets the needs of readers wanting to focus on one or more stages of the employment process at any given time, as well as those who like knowing absolutely when one stage ends and another begins.

As with previous editions, readers are cautioned on two points: First, any reference made to specific publications, websites, services, or institutions is for informational purposes only and is not to be considered an endorsement. Second, this book is not intended to provide legal advice.

Recruiting, interviewing, selecting, and orienting new employees are tangible skills. How well you practice these skills will directly affect many common organizational problem areas, such as employee morale, absenteeism, and turnover. By diligently implementing the methods described in this book, your organization can greatly improve its employment efforts and levels of employee productivity.

D. A.


PART I
Recruiting Qualified People


CHAPTER 1
Recruitment Challenges

Employers across the country struggle with similar recruitment challenges, including a tumultuous economic picture that continues to confound labor experts, frustration over the inability to attract and compete for qualified applicants despite long bouts of high unemployment, and efforts to establish and adhere to high standards of excellence. While there may not be any one-size-fits-all solution to these and other recruitment issues, there are limited-risk measures businesses can take that will likely improve employer-employee relations, which in turn will serve to improve productivity and hence profitability.

Weather the Impact of a Fluctuating Economy

No one will dispute that we have been on an economic roller coaster ride for the past several years and will undoubtedly continue to experience unrest, at least in the near future. This unsettling sense of economic instability tends to discourage long-term business planning, which is founded upon a solid core of qualified, motivated employees.

Even after we’ve settled into a state of calm, experts suggest that business as we once knew it will not resume. An air of uncertainty and concern will hover, challenging human resources (HR) practitioners in all employment-related matters, including hiring. Indeed, many recruiters hesitate to launch aggressive staffing efforts despite knowing that if they do not, jobs will remain unfilled, existing employees will become overworked and unmotivated, and productivity and quality of services or products could ultimately stagnate or decline.

While this scenario is daunting, it need not be prophetic. A three-pronged strategic plan will better enable employers to weather the impact of economic turbulence on recruitment efforts, allowing them to not only survive, but thrive.

1. Clarify goals by being “S.M.A.R.T.”

Recruitment—regardless of prevailing or predicted economic conditions—begins with a clear sense of where you’re headed as a business. Ask yourself: What is our mission statement? Do we know how each department can contribute to the achievement of short- and long-term organizational goals? Is there an alignment between employee interests and corporate goals? Do we have an accompanying detailed timeline that calls for measurable accomplishments?

While an unstable economy can make goal setting more challenging, it need not deter a business from moving forward. The long-standing “S.M.A.R.T.” model for identifying performance standards—establishing goals that are specific, measurable, attainable, realistic, and time-sensitive—is applicable to clarifying business objectives. For example, your company may want to resume increased patterns of production that were averaging 8 percent per year before the onset of the recession. Think S.M.A.R.T.: Instead of saying, “We need to increase production,” identify realistic, attainable target figures based on past numbers, competitors’ output, and projected staffing requirements. Your mission statement, then, might be, “Our goal is to raise production by 5 percent at the end of this calendar year, and an additional 7 percent by December 31 of next year. This will initially match our competitions’ yield and surpass their current production by the end of our second year. In order to succeed we need to expand operations and improve quality control.”

Accomplishing specific objectives identified in your mission statement begins with answering the question, “What are the roles most critical to keeping our business strong while we move toward expansion?” Once specific functions and tasks are isolated, you can proceed to update and assess the skills and interests of current staff, focusing on top performers. This process of maximizing core strengths requires matching the scope of each employee’s responsibilities with that employee’s interests and attributes. This, in turn, lays the groundwork for HR to identify additional hiring needs and map out a productive recruitment initiative.

2. Practice targeted recruitment.

Savvy employers understand that regularly identifying key performers and ensuring that they are being fully utilized and motivated is a valuable precursor to recruitment. After experiencing economic setbacks, however, many employers leave openings unfilled, relying instead on their best workers to perform additional duties. This approach may work for the short term, but it is likely to ultimately strain employer-employee relations to the point where top performers move on to other job opportunities when economic conditions allow.

Alleviate the possibility of misusing top talent by viewing economic slowdowns as opportunities, allowing employers to select from among a highly talented pool of candidates who have been downsized or otherwise cut adrift for reasons having nothing to do with their abilities. Recruiting during an economic downturn, then, can actually serve as a tremendous competitive advantage when the economy rights itself, but only if you practice targeted recruitment. If you have established S.M.A.R.T. goals, you’re ready to match up business needs with requisite skills and abilities. In this regard, avoid the classic mistake made by many employers when the market is saturated with applicants and assume they will seek you out. This is not the time to practice passive recruitment; instead, be aggressive and target locations and sources where candidates with desirable skill sets are likely to be found. For example, if you want to fill technical support positions, your best bet is to focus on industry-specific, web-based sources (Chapters 3 and 4). This cuts down the amount of time and effort invested in the recruitment process and increases the likelihood of a high return on your investment.

Targeted recruitment also supports efforts to increase workplace diversity by using sources that reach out to underutilized groups, making it more likely that organizations will satisfy their affirmative action goals (Chapter 6).

Simply stated: know what you need and go where your applicants are likely to be.

3. Clarify your expectations.

Most applicants come in with a clear understanding of what they expect from a prospective employer. In addition to salary and benefits, the list usually includes a motivating work environment, opportunities for growth and advancement, regular feedback on their work, and a mutually respectful relationship between themselves and their boss. When asked what they want from their employees, however, employers are rarely as specific. Most say that they expect to be able to rely on their employees to perform their jobs in at least a competent manner. But there can and should be more in the way of expectations, regardless of who’s driving the economy. As part of your company’s targeted recruitment efforts, determine whether prospective employees are likely to help meet its S.M.A.R.T. goals: Are they able to help the organization grow and prosper? What is it about their concrete skill set and intangible qualities, such as interpersonal and organizational skills, that will benefit your business? Be prepared as well to determine whether prospective employees demonstrate a willingness to learn and accept criticism. Now consider traits that are relevant to each particular job. If you’re looking for a manager, for example, you’ll likely need someone who has demonstrated that she can work well as a team player, has effective conflict resolution abilities, and has the ability to remain calm while dealing with problems. When hiring an administrative assistant, emphasize the ability to maintain cooperative working relationships, flexibility, and effective time-management skills. And a human resources professional should have a keen sense of business, HR, and organizational operations, be a strategic thinker, and be an effective communicator. Of course, there is likely to be an overlap of skills and traits between one job and another, but you can still isolate those attributes that will lead you to the most qualified employee for a specific position.

Well-thought-out and well-written job descriptions will serve as the foundation for effective recruitment (Chapter 5), as will an understanding and application of different questioning techniques (Chapters 7 and 8).

Make Recruitment Efforts Succeed

While every employer deals with similar recruitment challenges, some are more successful than others. The resources successful recruiters use make a difference (Chapters 3 and 4),  but there’s more involved than that. To achieve the best possible results, proactive employers apply as many of the classic “ABC Guidelines for Successful Recruitment” as possible every time they have a job opening.

ABC Guidelines for Successful Recruitment

As soon as you know there’s going to be an opening, either because of a vacancy or due to a newly created position, kick the twenty-six “ABC Guidelines for Successful Recruitment” into high gear.1 This means being:

• Attractive. Promote your organization as the kind of place employees will want to call their place of work. Highlight your most generous and unique benefits, have employees promote your attributes among friends, and publicly pat yourself on the back for accomplishments. In addition, convert failures or shortcomings into strengths, e.g., stating, “Last year you read about our competition; now it’s our turn. We’ve already surpassed Drexel’s profits by 12 percent and we’re just getting started. Join Hartman, and be part of a winning team!”

• Believable. If what you’re offering sounds too good to be true, repackage your wares. Skeptical applicants shouldn’t have to cross-examine interviewers to determine if your hard-to-believe advertised benefits package is real.

• Centered. Identify and focus on anywhere from three to six critical, job-specific competencies; that is, qualities or traits that contribute to a person’s ability to effectively perform the duties and responsibilities of a given job. Clearly communicate and adhere to them in your recruitment efforts. For example, here are key competencies that have been identified for a project manager: apply technical expertise to solve business problems, focus on key elements of a project, motivate and work effectively with a wide range of people, and negotiate in order to accomplish goals.

• Diligent. Effective recruitment requires hard work. Gather together a team of focused individuals who will invest the effort needed to recruit from a pool of qualified candidates.

• Empathetic. Take into consideration an applicant’s needs and interests in relation to organizational goals in order to strike a balance and find common denominators between the two. For example, if an applicant expresses an interest in becoming an integral member of the management team within five years, but the job she’s applying for is a support position with little likelihood of promotion, it’s likely she’ll grow disenchanted and leave shortly after being hired.

• Flexible. If you’ve tried one recruitment source and it’s not yielding the kind of results you need in a reasonable period of time, move on to others. Do this even if it’s a recruitment source you’ve relied heavily on in the past, with good results.

• Greedy. Tell yourself that your company is entitled to be staffed by the best possible workforce and seek out those applicants who maximally meet your needs. Aim high, but be realistic and don’t drag out the recruitment process for an unreasonable period of time hoping to find the ideal employee as opposed to the best fit.

• Hip. Stay informed and current when it comes to the latest developments in recruitment, as well as what sources and techniques your competitors are using.

• Informative. Anticipate what applicants are likely to want to know about a job and your company and be prepared to tell them, either verbally or in some form of written or electronically generated material.

• Judicious. Exercise sound judgment when matching applicants with jobs. Avoid decisions dictated by emotion or resulting from pressure to fill an opening.

• Knowledgeable. Be thoroughly familiar with the parameters of the job, as well as how it interfaces with other positions, the department, and the company. Also, be aware of how other organizations view this job in terms of responsibility, status, and compensation.

• Linear. Think in terms of a series of straight lines connecting the applicant, the job, and the company. This practice helps keep you on track and accomplish your goal of staffing openings as quickly as possible with the most suitable employees.

• More. Review your current recruitment efforts and think of what else you could be doing. Take each of the key words in these guidelines and ask yourself if you can be more attractive, more believable, more centered, more diligent, and so on.

• Notorious. Strive to become the brand-name organization everyone has good things to say about. Your goal is to become the company applicants want to work for and other companies want to imitate.

• Open-minded. Whether you’re recruiting IT specialists, engineers, or secretaries, view the job from the applicant’s perspective. Ask employees in the classifications you’re trying to fill to identify key elements of the job as well as what they like best so you can emphasize those aspects to applicants.

• Persistent. Continue exploring various recruitment sources until you find the person who will be the best fit. Resist pressure to settle or compromise your standards if you’re unable to fill an opening right away. Instead, re-examine the sources you’ve chosen and adjust as needed.

• Quick. The moment you discover you’re going to have an opening, act on it. Spread the word among employees, run an ad, post the position online, do whatever you can to spread the word that you have a job to fill.

• Realistic. It’s one thing to seek out the best possible applicant for a job, yet quite another to hold out for the ideal employee who may only exist on paper or in your mind. Adhering to job-specific competencies will enable you to remain realistic.

• Sensible. Carefully determine the best recruitment source based on a number of factors, including the nature of the job and the current job market.

• Tireless. If you relax your recruitment efforts, chances are another organization will grab the applicant you failed to pursue.

• Unified. Make certain everyone concerned with the recruiting effort is working toward the same goal—that is, that they agree with regard to sought-after qualities and skill sets.

• Vocal. Openly and clearly express the qualities and skills you need in an applicant to agencies or others assisting your company with a job search.

• Watchful. Look for signs that confirm the recruitment sources you’re using are producing the kinds of results you want and that the applicants they’re producing possess both the tangible and intangible qualities you need.

• Xentigious. I made this word up (the last two syllables rhyme with “litigious”) to mean “keep it legal.” Regardless of how desperate you are to fill an opening, never, ever, step outside the boundaries of what’s legal—it’s just not worth it.

• Youthful. Be youthful both in thinking and spirit in order to compete for top performers, especially the scarce but vitally important group of younger workers. Specifically, think in terms of what’s important to younger workers in relation to working conditions, hours, perks, and a balance between work and personal time.

• Zealous. Applicants are more likely to be interested in becoming part of a company if the recruiters are enthusiastic and appear to genuinely enjoy working there. Accordingly, consider briefly sharing some of your experiences with the company, offering vivid images of how great it is to work there.

Let’s take a look at how these guidelines may be applied to a typical recruiting scenario. Roger has worked for eighteen months as a customer service representative with Cromwell, Inc., a computer sales/service firm with approximately two thousand employees. He has just informed Anita, the assistant vice president of HR, of his intentions to resign, offering two weeks’ notice. She’s fairly certain that there’s no one else in the company who can do Roger’s job, which means she has to find a replacement from the outside and bring that person on board, ideally before Roger leaves. This is going to be a challenge and Anita needs to begin her search immediately (quick).

She starts out by listing four essential qualities of a customer service rep: excellent interpersonal skills, empathy, patience, and effective listening skills. She thinks for a moment and then adds, “interested in improving departmental procedures” (centered). Now where can she go to find someone fast? She immediately posts the job on Cromwell’s website, and then recalls a colleague from the last regional meeting of HR practitioners who commented that he’d had luck using a particular agency that specializes in placing customer service representatives and administrative assistants (hip) (sensible). Anita has successfully used this agency in the past and decides to get in touch with them now. She e-mails the following message to Jim, her contact there:

Please call me right away about an immediate opening we have for a customer service representative. The money is competitive and the benefits are great, including four weeks’ vacation, health club membership, transportation vouchers, and prepaid legal services (attractive). In fact, I’m pretty sure we offer a better benefits package than anyone else in our business (believable). Just give anyone who’s interested the link to our benefits page (informative). Send the applications to my HR rep, Sandy. She’s doing the initial screening, and then I’ll conduct the interviews (knowledgeable).

Jim, we need someone who has great interpersonal skills, listens well, can be patient when customers get agitated, and is empathetic; also, someone who’s interested in getting involved (vocal). Ideally, I’d like to see applicants with experience in our industry (greedy), but I’ll consider anyone with solid customer service experience (realistic). The important thing is that we get someone who requires minimal training and will work well in this environment (linear). As always, stress the fact that we pride ourselves on being an equal opportunity employer. And be sure to mention that we won an award last year for our efforts in workplace diversity (xentigious).

As soon as she finishes e-mailing Jim, Anita calls her employee relations manager, June. Anita says, “Would you please post Roger’s opening? I don’t think we’ve got anyone in house for the job, but let’s be sure. I also want to let our staff know so they have a chance to make referrals. Talk with Roger, too. He might know someone who would be interested (flexible). Come down to my office this afternoon and I’ll give you the particulars.”

Anita sticks her head out of her office and calls out to Sandy. “Roger is leaving and we need to fill his job fast. I need you to make filling this job a priority: you know, screening applicants on the phone and lining up interviews. We’ve got to be organized and focused—he’s only giving us two weeks’ notice” (diligent).

Anita sits back in her chair and reflects on what she has done thus far with regard to the customer service opening. She’s satisfied that she has gotten the recruitment search off to a good start and has everyone working toward the same goal (unified).

The next morning, Anita receives a call from Jim. “I’ve got two top-notch people for you to see, both with prior experience. One of them says he’s heard good things about Cromwell and has been hoping something would open up so he could apply” (notorious). Anita schedules appointments with both applicants for later that day. Meanwhile, she learns from June that one of their employees has referred a friend of his for the job, as has Roger. Anita schedules them for interviews as well.

Before meeting the four applicants, Anita goes over a checklist of things to do: She reminds herself to try and understand the applicants’ needs and interests in relation to company goals (empathetic), exercise sound judgment based on skills and abilities (judicious), and be practical in making a selection (realistic). She also knows that potential employees are more likely to be interested in joining the company if she comes across as enthusiastic, so she thinks of a few especially interesting experiences she’s had since joining Cromwell two and a half years ago (zealous).

Anita interviews the four applicants and comes away unimpressed. She contacts Jim to ensure that he understands the qualities she’s seeking (vocal). She checks Cromwell’s website to see if anyone has expressed an interest in the job online, and then talks to June to make certain employees understand the nature of the job before making referrals (watchful) (persistent) (tireless). Anita leaves her office disappointed but not disheartened. She knows she’s applying the ABC Guidelines for Successful Recruitment, thereby improving her chances of finding a good replacement for Roger. She just has to persevere.

Attract and Compete for Qualified Applicants

Despite the economy’s impact on employment—that is, regardless of who’s in the “driver’s seat” at any given point, applicants or employers—it’s critical that recruiters continually work hard to attract and compete for top performers. Applicants have their own personal lists of “must haves,” even during times of high unemployment when people are likely to be less selective and more grateful for a job, sometimes any job. If forced to deviate from that list and take a job they really don’t want, chances are that when the market shifts (and it will), they’ll act on harbored feelings of resentment and leave at their earliest opportunity. A workforce of disgruntled workers is guaranteed to hurt even the most successful business.

Here, then, is my advice with regard to attracting and competing for applicants: Go after applicants with no less vigor during your least productive work cycles than you do during your most productive, profitable times. It will keep your skills sharpened and you’ll earn a reputation for being employee-focused, as opposed to self-serving. Being perceived as fair can earn you big points when the economy shifts to work against employers.

That said, let’s look at some specific ways of attracting applicants. Keep in mind that this is not about recruitment sources; we’ll discuss those in Chapters 3 and 4. This is about determining what you have to offer that would make someone want to be your employee. Remember, while you’re interviewing applicants and deciding if they’re right for your company, they’re also interviewing you and deciding if you’re the right fit for them.

All That Glitters …

Let’s get the issue of “stuff” out of the way right up front. Giveaways are great, but too much in the way of freebies and perks can come across as little more than a desperate attempt to “buy” an applicant. In addition, employees quickly become accustomed to these perks, whether it’s bringing pets to work, concierge services, or free catered lunches. If unmotivated by their jobs, employees will probably grow restless and simply require more stuff. To avoid earning the reputation of being long on talk and short on substance, as well as incurring high turnover costs, you need to put as much energy and thought into keeping employees motivated as you devote to your efforts to attract them.

If you’re determined to offer tangible goods as a means of attracting applicants, follow these three simple rules:

1. Find out what your competitors are giving away. If you can match or top their perks, fine; just be careful not to get caught up in a game of who can “outgift” whom.

2. Offer perks, regardless of market conditions. You’ll be viewed as generous when the economy favors employers, and consistent when it favors applicants and employees.

3. Don’t make promises you may not be able to keep. For example, avoid telling prospective employees that they can look forward to a sizable bonus at year’s end if that’s not certain to happen.

Better yet, get personal. A shotgun approach to perks may find a few targets, but you’re likely to be more successful if your giveaways suit the personal tastes of the recipients. Personalization also shows effort and interest on your part and is more likely to accomplish the desired results. While you certainly can’t be expected to know what each individual likes, there are a few approaches that will more closely appeal to everyone’s tastes. One is to offer would-be employees catalogues from which they can choose gift items. Another is to have generic categories, such as “membership,” and allow recipients the option of perhaps joining a health club rather than a country club. You might also have a list of a dozen or so comparably valued perks and allow applicants to chose three that appeal to them.

First Impressions

Many years ago I went on a job interview with a publishing firm in New York City. I sat opposite the desk of my interviewer, with my back to the open doorway. Within minutes, I became uncomfortably aware that my interviewer’s attention had been diverted by a conversation between two HR employees outside his door. They were speaking rather loudly, so I couldn’t help but hear them discussing an applicant they had seen for “my” position. If that wasn’t awkward enough, my interviewer suddenly called out, “Hey! Come and talk to me when I’m done here! I’d like to hear more about her!” The interview continued, but it was over as far as I was concerned. When they called back for a second meeting, I declined.

Negative first impressions can have a lasting effect. Consider these examples of initial encounters between an employer and a prospective employee, and imagine being on the receiving end:

• A recruiter for a top financial services firm schedules a recent graduate from a top school for a series of interviews, keeps her waiting, and then, without explanation or apology, has the receptionist announce that the interviews need to be rescheduled.

• An interviewer for an insurance company eats lunch during his meeting with a prospective employee, stating that he doesn’t have time for both lunch and the interview.

• An applicant for a printing/graphics company has to compete with the radio as her interviewer explains that he isn’t about to miss an important announcement concerning his favorite team.

• A recruiter excuses herself during an interview to reschedule an appointment with her therapist.

Would you be interested in working for any of these companies? If the economy is working against you, then you might be more inclined to look the other way. I guarantee, though, you will never forget an off-putting first impression. Applicants are not invested at this stage; the company, on the other hand, stands to lose a potentially valuable employee and earn a reputation for being an undesirable place to work. In addition, organizations need to bear in mind that applicants are far more than just potential employees: They are likely to be consumers of your product or services and could well end up working for your competition. Word about an employer’s hiring practices spreads fast, and you can count on applicants sharing their job search experiences with others.

It’s not difficult for a business to earn a reputation as an attractive place to work by projecting a positive first impression. This can be accomplished in eight effortless ways:

1. Allot a sufficient amount of time for each interview so as not to appear rushed.

2. Be courteous.

3. Be prepared.

4. Devote the interview to focusing fully on the applicant, not texts, e-mails, or phone calls.

5. Display a sense of pride in and involvement with your company.

6. Exhibit enthusiasm and interest.

7. Keep appointments.

8. Remain professional at all times.

Brand Imaging as a Competitive Edge

Brand imaging can give you an edge when competing for qualified applicants. A company’s brand is what differentiates its products or services from others. Recruiters from well-known businesses need not describe to applicants what that they make or do. Think about companies like Microsoft, Procter & Gamble, Sara Lee, Disney, and PepsiCo, and you will immediately conjure up an image of their products. Some are so well known that all you have to do is mention initials, like IBM, HP, AOL, KFC, and BMW. Others are quickly recognized simply by their logos, like Nike and McDonald’s. With recognition comes a sense of identity, or what the brands stand for. For example, Rolex represents quality, Burger King means fast food, and Starbucks suggests trendy coffee.

Companies such as these understand that consumers buy not only a particular product or service, but also the images associated with that commodity. They tend to stand out in a field of similar commodities, sometimes even when they are not as cost-effective, reliable, or otherwise desirable. It stands to reason, therefore, that applicants will be drawn to brand names and choose them as places of employment over lesser known businesses in the same field.

While it’s certainly true that lesser-known and unknown organizations must work harder at cultivating their brand image, even those giants that are household names continually work at brand redevelopment. The bottom line is that every organization needs to hone its brand image.

Brands involve public perception. Exhibit 1-1 is a simple yet revealing questionnaire you can use to start thinking about your organization’s overall image and what you can do to enhance it.

Exhibit 1-1. Assessing Your Organization’s Overall Image



A workplace should identify the most prominent images with which it wants to be associated and then strive to reinforce these images with customers, clients, and the public. Answer these questions to learn what you can do to enhance your organization’s overall image:

1. What does our organization stand for?

2. What have our customers, our clients, and the public come to expect from us?

3. When our company’s name is mentioned, what are people likely to envision?

4. When our name is mentioned, what would we like people to envision?

5. What must we do to get people to change how they envision us?

6. Which of these words or terms are people likely to associate with our product or service?



	Cleanliness

	Innovativeness




	Consistency

	Integrity




	Dependability

	Quality




	Fun

	Quick service




	Good service

	Reliability




	Good value

	Safety




	 

	Other__________





7. Which of these words or terms do we want people to associate with our product or service?



	Cleanliness

	Innovativeness




	Consistency

	Integrity




	Dependability

	Quality




	Fun

	Quick service




	Good service

	Reliability




	Good value

	Safety




	 

	Other__________





8. What must we do if we want to be perceived as more_______________?



Lightening Up

Some time ago, I was asked to conduct a training program for an investment bank. As we began to discuss the contents of the workshop, the HR manager interrupted and said, “I’m less concerned with the ‘what’ than I am with the ‘how.’ How are you going to keep the managers interested in the subject matter?” That was a fair question, so I proceeded to describe some of the learning techniques I thought were appropriate. Once again, he interrupted, this time to ask, “What I mean is, do you have any games that they can play?” I was silent for a moment. As a matter of fact, I did, but this was an investment bank—not exactly the type of environment that comes to mind when you think of playing games. The HR manager apparently anticipated my reaction and responded by saying, “I think I know what you’re thinking: This is a serious environment where we keep our heads down and work, work, work. That’s not far from the truth, and that’s why we need a change. I believe fun and humor help boost morale, and hence improve productivity; wouldn’t you agree?” In fact, I did agree and was delighted to comply; I went on to talk about some of my favorite “fun” training tools.

Mark Twain said, “Laughter which cannot be suppressed is catching. Sooner or later it washes away our defenses, … and we join in it … we have to join in, there is no help for it.”2

Experts say that when we laugh we release endorphins, which are a natural hormone that combats stress. Laughter helps us relax, keeps us positive and focused, and gives us renewed strength. Furthermore, it is contagious—hearing someone else laugh compels others to join in.3 Everyone, to a lesser or greater extent, likes to laugh and have fun, but typically “play” is reserved for before coming to or after leaving work. Does laughter and fun belong in the workplace? A lot of people think so, although there is some disagreement as to whether the best sort of fun is planned—e.g., staging contests and competitions, holding theme days, providing “joybreaks” during which workers can listen to comedy tapes or read cartoons, arranging entertainment—or encouraged to develop spontaneously.

Proponents of fun work environments see an increase in the ability to attract applicants, and higher levels of employee enthusiasm, group cohesiveness, employee satisfaction, and employee creativity. Conversely, they see a decline in anxiety and stress, boredom, turnover, absenteeism, and interpersonal conflicts. Opponents express concern over possible negative repercussions resulting from fun at work, such as equipment damage, sexual harassment claims, and increased errors.

The list of companies that promote fun in the workplace remains headed by Southwest Airlines. Cofounder and former CEO Herb Kelleher (he stepped down in 2008) promoted this philosophy: “I think people should have fun at work. It should be an enjoyable part of their life…. I think most of us enjoy fun, and why not at work as well as at play? And so we’ve always encouraged people to be themselves, not be robotic, not be automatons.”4 This thinking continues under the leadership of Gary Kelly, and as a manifestation of this prevailing philosophy, Southwest encourages employees to “express their sense of humor on the job, to act spontaneously, and to make their work fun.”5 This concept contributes to the unique and positive culture for which Southwest is known.

Another company that encourages fun at work is Hyland Software, the largest software company in northeast Ohio, with more than nine hundred regional employees. The company’s commitment to showing workers that they are appreciated is demonstrated in such activities as paper airplane flying contests and paintball. They are so committed to encouraging their employees to have fun that the “Careers with Hyland Software” page of their website states, “Our company’s culture—one that values hard work balanced with fun times and community outreach—hasn’t changed its focus a bit since day one.”6

There are plenty of other organizations that promote fun at work. The three-thousand-plus employees at Under Armour—the Baltimore, Maryland, developer, marketer, and distributor of performance apparel—can enjoy a fully operational basketball court.7 At Google, the Internet giant based in Mountain View, California, employees have access to a climbing wall.8 And Zappos.com, the online shoe retailer, voted number six out of the one hundred best companies to work for in 2011, promotes a “happy culture” and an atmosphere of “… fun and a little weirdness.”9

If you’re thinking about whether you should promote an employee-friendly and fun work environment, consider this: Businesses that promote fun in the workplace, such as those mentioned above, believe that doing so gives them an edge when it comes to competing for qualified applicants. During the employment interview, let applicants know that you encourage the integration of fun and humor into employees’ daily routines as a way to balance the tension that work inevitably produces. Simple practices such as encouraging employees to play with toys at their desks, participating in group games during breaks, and assigning humorous descriptions of stressful projects can all project your company as a great place to work.

Establish and Adhere to High Standards of Excellence

Regardless of the state of the economy, top-notch applicants are more likely to be drawn to quality-driven businesses than to those that are in the news for allegedly lowering standards to maximize profits. Establishing and adhering to high standards of excellence, then, is a major recruitment challenge for every organization, regardless of how well-known your brand name may be.

Companies dedicated to quality know that this commitment impacts every aspect of their business, including strategic planning, project management, and marketing. It is an ongoing process that actually ends with recruitment, at which time employers can proudly highlight evidence of their high standards via their products and services.

High levels of performance permeate corporate and nonprofit work environments alike. An example of the latter includes The Standards for Excellence Institute, an organization dedicated to raising the level of ethics and accountability within the nonprofit community. Their guidelines provide benchmarks as they relate to conflicts of interest, financial and legal matters, fund-raising, and public affairs.

Some especially outstanding organizations can point to awards they have received for establishing and adhering to high standards of excellence. The Malcolm Baldrige National Quality Award is one such coveted prize that acknowledges businesses demonstrating exceptionally high standards of excellence, workforce engagement, and innovation. Organizations that are able to boast receipt of this honor include Honeywell Federal Manufacturing & Technologies (a subsidiary of Honeywell International), a manufacturer of nuclear components with approximately 2,700 employees at locations in Missouri and New Mexico; and AtlantiCare, a health care provider in New Jersey with more than five thousand employees.10

Organizations that focus on high standards of excellence establish specific goals and hold employees accountable for achieving them. At the Children’s Hospital at Montefiore (CHAM), one of the most technologically advanced hospitals in the world, there are seven key standards all employees strive to regularly demonstrate: respect; effective communication; sensitivity; professionalism; exceeding expectations; courtesy; and teamwork. One by-product of this effort is that CHAM has been recognized as one of the best children’s hospitals in the country by U.S. News & World Report for four consecutive years as of this writing, most recently in 2011–2012.11

Establishing and adhering to standards of excellence is likely attract a higher caliber of applicants; it also could very well result in greater loyalty, lower turnover, elevated levels of performance, and greater profits. It remains, therefore, a laudable recruitment challenge.

Summary

Today’s employers are compelled to wrestle with numerous recruitment challenges, including an unstable economic recovery, making recruitment efforts succeed, competing with other organizations to attract qualified applicants, and establishing and adhering to high standards of excellence.

To successfully deal with these challenges, readers are encouraged to apply as many of the twenty-six “ABC Guidelines for Successful Recruitment” as possible every time there is an opening. For example, be attractive by promoting your organization as the kind of place employees will want to call their place of work, flexible with regard to accessing different recruitment sources, and notorious as you strive to become the brand-name organization everyone has good things to say about.

It’s also critical to continually work hard to attract and compete for top performers, regardless of the state of the economy and who’s in the “driver’s seat”—applicants or employers. This will keep your recruitment skills sharpened and earn you a reputation for being employee-focused, as opposed to self-serving. While offering tangible goods as a means of attracting applicants has some merit, giving too much away can come across as little more than an attempt to “buy” an applicant. If you are going to offer perks, find out what your competitors are giving away. Better yet, do all you can to have your giveaways suit the personal tastes of the recipients, thereby showing effort and interest on your part. Avoid conveying negative impressions, especially those that occur during the initial contact with an applicant. As part of your initiative to compete for qualified applicants, work to enhance your overall brand image and strive to promote fun in the workplace.

Finally, make every effort to establish and adhere to high standards of excellence. Regardless of the state of the economy, top performers are more likely to be attracted to quality-driven businesses that demonstrate a commitment to workforce engagement and accountability.


CHAPTER 2
Applicant and Employer Perspectives

The way applicants and employers view a particular job or judge its importance to career and organizational development can have an enormous impact on the relationships they cultivate with one another, with colleagues, and with others in the workplace. Differing views may also taint levels of motivation and commitment on both ends. Diverse perspectives that prevail between applicants and employers during the recruitment stage of the hiring process can produce unfortunate results for everyone concerned: Applicants may decide to walk away from what they perceive to be an incompatible or undesirable work environment, and employers may prematurely decide that an applicant is not be the best fit for their corporate culture.

It’s not unreasonable to think that applicants and employers will likely characterize a company’s work environment or culture differently, see the need for balancing work with one’s personal life from a different perspective, or have varying workplace expectations. What employers believe motivates workers and what employees themselves may describe as a positive work environment may also differ. The goal is to prevent these distinctions from resulting in ineffective employer-employee relations.

Corporate Culture

Every organization—whether corporate, nonprofit, service-driven, or product-driven—has a unique, definable culture, that is, a specific environment characterized by numerous factors, including organizational structure, workspace allocation, policies and procedures, expectations, job titles, acceptable attire, benefits, and perks. While every business shares these features overall, they differ in specificity, making each workplace distinct. Think about some of your past jobs. Were the environments interchangeable? In addition to the inevitable learning curve attached to each position, wasn’t there also an adjustment in terms of the setting and surroundings? Recall the way people interacted and the relationships between coworkers, managers and employees, senior management and staff: Was it the same everywhere? What about rules? Were they more stringent in some jobs, less so in others? Could you come in a few minutes late and not be criticized in one place, but chastised for the same deed in another? How about the clothes you wore to work? Was there more traditional business attire in some, while dress down/casual in another? All of these elements are part of uniqueness that sets one workplace apart from others; it’s what we refer to as the corporate culture, a term that applies to every workplace, whether corporate or not.

Most of us give little thought to corporate culture while we’re working in an environment that’s compatible with our personal style, habits, and preferences, but as soon as we’re part of a workplace that’s different, we react. Consider Richard, a hardworking and skilled manager, dedicated to his job. Downsized in a turbulent economy after eight years of loyal service, he considers himself fortunate to find another position that’s similar in duties and responsibilities, albeit it in a very different office environment. He gives little thought to the latter as being problematic, assuming he will quickly adjust. Unfortunately, Richard soon learns that the corporate culture of his new job differs dramatically from what’s he’s used to in a number of ways. For example, at his old company Richard knew exactly who reported to whom. There was a clear chain of command and delineation of duties. As a manager he followed a clearly written policies manual that left no doubt as to how to handle various employee-related matters. Furthermore, every manager in the company followed the same procedures. Now, in his new workplace, everyone seems to make things up as they go along. There appear to be more exceptions than rules, and Richard finds himself increasingly frustrated to the point of distraction. He begins to question his managerial abilities and wonders if he’s made a mistake in taking the job.

Then there’s Jacqueline, an associate with a small firm, accustomed to working in a corporate culture that encourages and rewards employee participation in the decision-making process. Despite being largely satisfied with her position and the environment in which she works, Jacqueline is looking for a change that will enable her to shave time off from her three-hour daily commute. She is offered and accepts a similar job closer to home. Unfortunately, Jacqueline quickly learns that the reduced travel time doesn’t compensate for what she’s given up. Of particular concern is that members of senior management hand down all decisions, and employees are discouraged from expressing their views. While she tries to adapt over a period of several months, Jacqueline has trouble keeping her thoughts to herself, especially those she believes would bring about cost savings and improved services. This soon produces inharmonious employer-employee relations, which in turn results in reduced motivation, poor performance, and ultimately decreased productivity. For the first time in her career, she receives a less-than-satisfactory performance review.

If asked, it’s unlikely that Richard or Jacqueline would make a connection between changes in their work performance and a different corporate culture, but that is actually the basis for what’s going wrong. They would undoubtedly argue that it shouldn’t matter, that they could function effectively regardless of the prevailing office atmosphere. But in truth, the factors cited, as well as many others that can be quite subtle and intangible, can directly impact job performance. To further muddy the waters, there are often subcultures within departments that seem to have their own sets of rules, or lack thereof. If that’s not what a person is accustomed to, the results can be problematic.

In recognition of the important role corporate culture plays, some organizations identify specific business ethics, expected employee behaviors, strategies, goals, and desirable means for achieving these goals in their mission statement. More often than not, however, a company’s corporate culture is unspoken. New hires absorb it, if you will, through observation and interaction with coworkers over time after coming aboard. Sometimes it works out, and sometimes it doesn’t.

Heads Up

Clearly, it would be beneficial to employers and applicants alike if information about the corporate culture were revealed in advance. There’s a simple four-step process recruiters can follow to accomplish this:

1. Ask applicants to describe the environments they’re accustomed to working in. Then ask them to isolate aspects of that environment that they most enjoy and those that they dislike, elaborating on both responses.

2. Ask applicants to provide a description of the perfect workplace. What makes it idyllic? How far from their ideal is what they’re accustomed to? If there were one aspect of their ideal workplace that they would want above all else, what would it be?

3. Relate their answers to the components of your corporate culture, using the checklist in Exhibit 2-1 as a guide. For example, if an applicant says that the most important aspect of a corporate culture is to receive ongoing feedback, and you know that your managers are well-advised on the merits of coaching and counseling, then that’s a potentially good match. If, on the other hand, an applicant shares that he prefers to work on his own, seeking advice or assistance on an as-needed basis, then there could be a problem; you know for a fact that the climate of your company is such that managers tend to micromanage and that this practice is not discouraged.

4. Discuss those elements that replicate what the applicant is accustomed to as well as any that reflect his ideal work environment in relation to your organization. Don’t shy away from any negatives—it’s better to talk about such matters now rather than having them surface after he’s come aboard. There may even be ways to convert what’s different or undesirable into something that’s beneficial for all concerned. For instance, individuals accustomed to gym membership through their jobs could research the benefits of fitness and its impact on work productivity and reduced benefits costs. That kind of data might just be what it takes to convince management to sign everyone up at the local fitness center.

Work and Personal Life Balance

Surveys can be simultaneously misleading and useful. While the specific numbers and percentages reported by different sources can sometimes appear to conflict with one another, suggesting extraneous information, the overall patterns they reveal can be helpful. This observation applies to varied reports on balance between work and the personal lives of workers. Consider, for example, a survey conducted by Strategy-One in August 2010, which reported that 89 percent of more than a thousand employees said that work and personal life balance is an issue.1 The survey went on to state that of the 89 percent, 54 percent indicated that it was a “significant” problem. Additional information from the report suggests that 43 percent of those surveyed believe their employers could do a better job of addressing the work/life balance issue. An additional point was made that 44 percent of men between the ages of 34 and 54 felt that they do not have sufficient balance. Interestingly, the economy did not appear to play a significant role on employee feedback.

Exhibit 2-1. Corporate Culture Checklist



Here’s a checklist of some corporate culture components that you can reference when recruiting prospective employees:

• Acceptable attire

• Aligning career goals with those of the organization

• Employee career planning and goal setting

• Expectations concerning extracurricular events, such as participation in company-sponsored sports and other recreational activities

• Expectations concerning work performance

• Flexible work hours

• Fun in the workplace

• How problems are solved and decisions are made

• How people address one another

• Independent work

• Office space allocation

• Ongoing feedback regarding work performance

• Ongoing educational and training opportunities

• Organizational and departmental goals, and expectations of employees with respect to achieving these goals

• Organizational structure

• Primary means of communication

• Rules concerning the décor of an employee’s workspace

• Skills, characteristics, and behaviors the company both disapproves of and values

• Stress reducers, such as gym memberships

• Teamwork



Another survey, conducted by Glassdoor.com between April 2010 and March 2011, suggests that only 43 percent of American workers are dissatisfied with their work and personal life balance.2

While the numbers in these two surveys significantly differ, two common factors emerge: (1) work and personal life balance is an issue deemed worth surveying, and (2) a sufficient enough number of individuals are dissatisfied to make it a legitimate workplace issue.

It’s safe to say, then, that employees are concerned with striking a balance between the amounts of time they devote to work and how much time is left over for their personal lives. Whether they want more time to devote to family-related activities, educational pursuits, or recreational endeavors, workers increasingly want more flexibility and control of the allocation of their time. This does not translate into less dedication to the job; it merely means there’s more to life than work, no matter how gratifying one’s job may be.

Just how concerned are employers with work and personal life balance for their employees? Understandably, businesses are focused on maximizing productivity to increase profitability, but at what cost? A corporate culture that promotes long work hours with little personal life balance can result in increased stress levels, reduced motivation, frustration, resentment, low output, and poor performance.

Some companies are better at acknowledging the need for balance than others. Nestle Purina PetCare, for example, actually references work/life balance on their website and has been rated number one in the aforementioned Glassdoor.com survey.3 MITRE (a not-for-profit national technology resource), SAS Institute (a major producer of software), FactSet (a financial data and software company), and United Space Alliance (a spaceflight operations company) ranked numbers two through five respectively on the list of successfully meeting employees’ need for balance.

Work/life balance has become more of an issue today for a very simple reason: One of the detriments of our ever-advancing electronic age is that we are always, either actually or theoretically, at work. Nearly everyone can be reached via some electronic device anywhere, at any time. If you’re at a sporting event for your son, you can easily be summoned back to the office on your phone via a call, e-mail, text, or tweet. If you should be on vacation, someone at work can readily access you for much-needed information to complete a project or report without so much as actually speaking with you. Electronic communication, then, has blurred the lines between work and personal lives, creating a greater challenge for balance than ever before.

Work and personal life balance can readily be used as a recruitment incentive. Promoting flexible work alternatives, leave options, and on- and off-site child and/or elder care provisions are just a few of the offerings that illustrate ways your organization can encourage balance, providing an incentive for applicants to select your workplace over others. Workers with greater job autonomy are likely to feel motivated, demonstrate an increased sense of loyalty, produce quality products, and provide greater customer satisfaction, even during difficult economic times.

Applicant Expectations

One of my favorite interview questions is, “What do you think an employer owes an employee in addition to salary and benefits?” (Naturally, I also ask the converse of this: “What do you think an employee owes an employer?”) This is an important topic to probe, since employee and employer expectations do not always mesh. All too often, talented workers quit or are asked to leave due to a conflict over what one expects of the other. These expectations usually have to do with matters other than money or benefits. That’s because salary and benefits are known, discussed, and agreed to prior to hiring. Other, often intangible factors such as employer-employee relations are not always adequately explored in advance. These topics are typically viewed as secondary or even irrelevant and are overlooked. In truth, however, what one person expects from another in a work relationship can be the measure of success or failure.

I generally ask the question about expectations near or at the end of an interview after I’ve compared the applicant’s tangible skills, knowledge, and interests with the requirements and tasks of the job. I also like to wait until we’ve established a rapport and the interview is winding down, suggesting that the “hard” part is over. This way the interviewee is at ease and more likely to be forthcoming with a sincere response. Here’s a sampling of some of the most frequent responses I’ve received over the years:

• “A willingness to communicate.”

• “Allowing me to be part of the decision-making process.”

• “Applying rules consistently.”

• “Appreciation of my work.”

• “Availability.”

• “Career growth opportunities.”

• “Letting me know that what I’m doing is making an impact.”

• “Providing a positive work environment.”

• “Providing a safe workplace.”

• “Respect.”

• “Taking my work seriously.”

• “Treating everyone fairly and equitably.”

I’ve received these revealing answers during both sound and turbulent economic times, when applicants have had the upper hand and vice versa, and from representatives of every generation.

When I receive one of these or other similar, generic responses, I continue, probing for in-depth information. Even though I dislike and try to avoid stereotypical descriptions, I acknowledge that there are certain traits that characterize each generation, setting them apart from one another in some significant ways, including employer expectations. One valuable resource for identifying employer expectations by varying demographic groups is the Center for Generational Studies, a private research firm in Aurora, Colorado (1-800-227-5510; www.generationaldiversity.com). The center offers valuable insight concerning workplace expectations of four key generations: Matures, Baby Boomers, Generation X, and Millennials. (The names assigned each group and where each generation begins and ends demographically are not absolute.)

Matures

Mature workers, also called Traditionalists or the Silent Generation, are defined by the center as those born prior to 1946. They are said to value hard work and standardized work ethics, take pride in their work, adhere to rules, have a deep sense of responsibility, and do not expect additional recognition or compensation. They believe policies and procedures should be applied uniformly, maintain a methodical approach to business, and adhere to a focused corporate vision. Indeed, they view any training they receive as contributing to organizational goals as opposed to enhancing personal development. Job security is of vital importance to members of this generation, as is loyalty and commitment. Consequently, they are more likely to tolerate mundane and repetitive work, asking only for clear direction and reinforcement. Not surprisingly, they favor face-to-face meetings or phone calls as means for communicating. Indeed, the idea of staying with one employer for their entire careers is not at all unusual, even if the job is less than ideal. They also appreciate predictable outcomes.

Baby Boomers

These workers were born between 1946 and 1964. In contrast with Matures, who came of age during times of economic depression, Baby Boomers grew up in the midst of economic prosperity. Still, like Matures, they believe in working hard and putting in long hours, but unlike members of the generation before them, they expect to be acknowledged publicly for their work and rewarded for their efforts, hence the label “Me Generation.” Competitive and independent, they additionally expect a workplace that allows work schedule flexibility, emphasizes teamwork, and encourages individual workers to make an impact. Baby Boomers associate themselves closely with their professions and as such resist retiring even when they can afford to do so, although many are working considerably longer than they’d anticipated because they have exhausted their assets. These Baby Boomers must continue to support not only themselves, but post–college aged children as well as aged parents; hence the label “sandwich generation.”

Generation X or Xers

Generation X or Xers were born between 1965 and 1980 and have a different view of work than their predecessors. Having witnessed their Mature and Baby Boomer grandparents and parents laid off despite years of dedication and loyal service, they don’t see the necessity of putting in excessively long hours or working extra hard to impress employers they perceive as not likely to be concerned with their well-being. Instead, they believe in “working smarter,” which often translates into developing transferable skills and devoting less time on the job. They have a more casual regard for authority than Matures and Baby Boomers, and they place limited value on policies. Loyalty to one’s self outweighs loyalty to one’s employer. They are also more likely to demand work/personal life balance from their employers. They further value being able to work independently, focusing more on outcomes than tasks. In addition, Xers expect training and development opportunities that will advance their own career goals.

Millennials

Millennials, also referred to as Generation Y or Nexters, are workers born between 1981 and 1999. They are defined first and foremost by technology, as opposed to work ethics, and expect employers to continually provide them with cutting-edge equipment. When it comes to communication, they favor texting, IMing, and tweeting, and they have limited patience for e-mails and even less for phone conversations or face-to-face meetings. They also believe in integrating fun with work, appreciate a diverse workplace, and strive to make a difference. Millennials additionally expect immediate feedback and rapid results. Like Generation X, they are proactive when it comes to career advancement and believe in acquiring as many experiences as possible. As such, they are not wedded to any one employer for long periods of time and regularly seek new opportunities. Whereas Matures and even Baby Boomers might view this as disloyal, Millennials see it as being practical; why stay in a job that’s not at once stimulating and rewarding?

Beyond Millennials

Experts are already looking to label and characterize the next generation of workers, those born between 2000 through 2010. They are being called Homelanders, Generation Z, Generation M (for multitasking), the Internet Generation, and Digital Natives. Since members of this generation have not yet entered the workforce, it’s premature to try and identify their workplace expectations or to characterize them other than to say that by the time they begin work they will have had lifelong use of technologically generated communications, including many, no doubt, that are yet to be developed. It’s also anticipated that they will be the most racially and culturally diverse group.

Not surprisingly, we already have a label for those born after 2010: Generation Alpha or Gen A. Social researcher Mark McCrindle predicts that this may very well be our biggest generation to date. Stay tuned.

Employer Expectations

Beyond a specific set of tangible skills that match those needed to perform a particular job, what do employers expect from their employees? Most identify a standard list of intangibles, including the ability to communicate effectively, analytical thinking, technical literacy, adaptability, interpersonal skills, multicultural awareness, organizational skills, problem-solving abilities, and teamwork. These can all be identified during the employment interview through carefully worded questions that will lead to making an informed decision (Chapters 7 and 8).

It’s likely that these skills would strike applicants from every generational category as reasonable, but here’s where it gets interesting: Employers also have a list of “values” that they want their employees to demonstrate. They consistently identify ten categories of personality traits and personal characteristics they expect employees to demonstrate: (1) honesty and integrity, (2) a solid work ethic, (3) reliability, (4) responsibility, (5) loyalty, (6) a positive attitude, (7) energy, (8) self-motivation, (9) professionalism, (10) a willingness to take on additional tasks.

In addition to being more difficult to discern because of the interviewing skills required to elicit relevant answers, these traits are not likely to be perceived as being connected with members of every generation. For example, a solid work ethic is something more likely to be identified with Matures and Baby Boomers than with Xers and Millennials. I’m not saying that this is necessarily an accurate portrayal, but it is a likely assumption. So if a recruiter is focused on work ethic as a key factor, the recruiter may be more inclined to look for an older applicant. The same perception may hold true for loyalty. The reverse may be the case, however, when it comes to looking for someone who is energetic and self-motivated; these are traits typically associated with Millennials. Matters become even more complicated when recruiters factor in reporting relationships. Can a Mature successfully work for a Millennial? How about vice versa?

After all is said and done, is there a way to align applicant expectations with those of employers? The answer is a resounding “yes,” assuming both sides are willing to do a little work. Applicants may be able to piece together information available online about most companies to determine, to some extent, what employee traits organizations consider important. Then they will need to compare those traits with their own to decide whether they want to proceed with the application process. They can also get some clues as to whether the company is likely to value and meet their expectations by reading staff testimonials and talking with current and former employees. Of course, they can ask specific questions during the interviews as well.

For employers, the task begins with acknowledging typical generational personality traits and personal characteristics while at the same time avoiding across-the-board assumptions. It also means becoming familiar with the generic employee expectations identified earlier and honestly identifying those that are consistent with their particular corporate culture. Once these two steps have been accomplished, it will be left to interviewers to ask questions that will reveal whether there is a match between what a particular applicant is looking for and what the employer expects in return.

One company that exemplifies how the integration of employee and employer expectations can be achieved is Trader Joe’s, the multibillion-dollar national specialty grocery chain that has managed to accomplish corporate growth while fostering an environment of interesting work, thereby keeping turnover levels low and employee loyalty levels high. The last observation is especially interesting since many of Trader Joe’s workers are young college graduates, representative of the Millennial generation, typically characterized as being disinclined to stay with any one employer for long periods of time. The primary reason young workers stay loyal to Trader Joe’s is because the company demonstrates that they value employees’ opinions and provide immediate feedback on suggestions, all of which are taken seriously and many of which are acted upon. They also believe that happy employees make for better relations with customers, which stimulates spending. This means that working for Trader Joe’s is fun—another important workplace ingredient for Millennials. The environment is informal; employees get to wear cool Hawaiian shirts, are encouraged to joke around with one another as well as with customers, and generally feel good about being at work.

This is not to say that Trader Joe’s does not have high expectations of its employees or that it is focused entirely on hiring Millennials. Their starting salary and benefits are considered generous, which attracts workers from every age group. In addition, they offer extensive formal training, something that has cross-generational appeal. The company also promotes many of the generic applicant expectations cited earlier. Specifically, in addition to providing a positive work environment, they have a strong upward and downward chain of communication, strongly provide career growth opportunities, and treat employees with respect.

Trader Joe’s has been recognized as one of the world’s most ethical companies of 20104 and has appeared on Supermarket News’ listing of top seventy-five retailers for 2011.5 It must be doing something right.

Applicants’ Questions

While interviewers control the exchange between themselves and prospective employees, they should also anticipate questions applicants may ask of them. Long gone are the days when applicants only asked about benefits and how much money they would be paid. Far more sophisticated and concerned about how a particular job fits in with their lives overall, today’s applicants are more likely to pose detailed questions about the company itself and the role they can expect to play. While the prevailing state of the economy and their current work status will impact the nature and depth of applicants’ questions, employers are advised to view every job opening at all times from the perspective of a potential employee, and be prepared. Even if all these questions aren’t posed—and it’s unlikely that they all will be—knowing the answers and thinking like an applicant will better prepare you for the interview.

Here’s a sampling of questions employers can anticipate from applicants:

Questions About the Job Description

• Is there a written job description for this position? May I see it?

• Who prepared the job description? Did incumbents have input?

• Is there a job description for every job?

• May I see the job description for the position this one reports to?

• How frequently are job descriptions reviewed?

Questions About the Interviewer

• How long have you worked for this company?

• What made you decide to work here?

• Has the company been supportive with regard to helping you meet personal career goals?

• Looking back to the time of hire, has everything worked out the way you’d hoped?

• What’s the best thing about working here? The least desirable?

Questions About the Company

• I’ve read about the company’s growth over the past five years and its projected goals for the next five years. How does this job fit in with regard to helping the company achieve its next set of goals?

• Given the current state of the economy, what assurance can you offer that my position will not be eliminated?

• What has the company done in the past to avoid layoffs?

• What percentage of senior management consists of members of protected groups?

• How does that percentage compare with five years ago?

• What are the greatest challenges this company currently faces?

• Who are your greatest competitors? What makes them a threat?

Questions About the Corporate Culture

• How would you describe the company’s corporate culture?

• How highly does the organization value employee input?

• How strictly are policies and procedures followed? Are they consistently applied?

• How important is teamwork?

• Is there a written organizational chart with a formal flow of command? May I see it?

• What does the company expect from its employees? What’s the most important trait?

• How diverse is the company’s workforce?

Questions About the Person to Whom the Position Reports

• How long has she been in the job?

• How would you describe her management style?

• How many people does she currently have reporting to her? What are their positions?

• What’s the turnover rate been like in her department since she’s been in charge?

• What are some of the reasons she’s rejected applicants in the past?

Questions About Prior Employees

• Can you tell me about the strengths of the incumbent and prior employees?

• Why did they leave?

• How long did they work here?

• Was their work style similar to that of the manager and/or department head?

• What mistakes did they make that I should avoid if I were to be hired?

Questions About the Job

• In addition to what I’ve read in the job description, what can you tell me about the day-to-day activities of this job?

• Approximately what percentage of time would I be expected to devote to each task?

• What would you describe as the best and least desirable aspects of this job?

• What are the most valuable skills an employee can bring to this job?

• What is the greatest challenge connected with this job?

• Will I be able to strike a balance between work and my personal life?

• Who will make the final hiring decision?

• When can I expect to hear from you?

Questions About the Job in Relation to Other Departments

• How does this job interrelate with jobs in other departments?

• What role does this job play in helping the department and/or other departments achieve their goals?

• How frequently would I interact with representatives from other departments?

• How interrelated are the goals of each department?

• Do different departments ever work together on projects? How frequently? Can you give me an example of the type of project we’d work on together?

Questions About Salary, Growth Opportunities, and Benefits

• Based on my skills and experience, what salary are you offering me?

• How frequently are pay increases implemented?

• Are increases tied to performance reviews?

• Does the company have a formal metrics plan in place for measuring and rewarding performance?

• Does the company have a policy of looking within when there’s an opening before recruiting from the outside?

• Is the position I’m applying for part of a job family?

• Assuming I perform satisfactorily, what is the logical next step in terms of advancement?

• Does the company have a formal career-planning program?

• Is there a mentoring program?

• What is the company’s policy concerning training opportunities?

• Does the company offer tuition reimbursement?

• I understand that I will be provided with detailed benefits information if I’m hired, but can you tell me what you consider to be the best benefit the company offers its employees?

• What can I get here in the way of benefits that I’m unlikely to be offered elsewhere?

Summary

Applicants view work differently than do employers. While that’s not particularly surprising, the ways this distinction manifests itself and the extent to which it can impact employer-employee relations may be. Beginning with a work environment’s unique culture, qualified applicants may find themselves ill at ease with their environment once hired, to the point where they become less motivated and productive. Recruiters can prevent this from happening by both clearly communicating information about the corporate culture prior to hire and determining the type of environment in which applicants are most comfortable working.

Another aspect of work that can strain employer-employee relations is the way in which applicants and employers view the importance of work/personal life balance. Businesses are, understandably, focused on maximizing productivity to increase profitability, and most employees are all too willing to help achieve this goal. But employees also require balance between the amount of time and energy they devote to work and to their outside lives. Employers would do well to use work/life balance as a recruitment incentive by promoting flexible work alternatives and other offerings. This lets prospective employees know that employers are aware and respectful of their need for balance, which provides incentive for them to select your workplace over others.

Perhaps the greatest source of friction between employees and employers lies in their respective expectations of one another. Both groups could convincingly argue that their expectations are reasonable and appropriate. Unfortunately, they don’t always mesh. The matter becomes more complicated when you factor in certain traits that typically characterize each of four generations: Matures, born prior to 1946; Baby Boomers, born between 1946 and 1964; Generation X, born between 1965 and 1980; and Millennials, born between 1981 and 1999. While drawing conclusions based on generalities is ill-advised, one must acknowledge that these traits set members of each generation apart from one another in some significant ways, including employer expectations. Employers would do well to become familiar with what members of each of these generations wants and identify those that are consistent with their corporate culture. They can then ask questions during the employment interview that will reveal whether there is a sufficient match between what a specific individual requires, what the employer is willing or able to give, and what they expect in return.

Finally, recruiters need to anticipate and be prepared for questions applicants may ask of them. Knowing the answers and thinking like an applicant will better prepare them for the interview.


CHAPTER 3
Recruitment Sources

“I need a customer service rep—fast!” “I’m losing my public relations manager—do you know anyone who can replace her?” “The employment agency I’ve been using keeps sending me unqualified applicants; they just don’t seem to get what I’m looking for!” “We’re getting a ton of resumes in response to our ad for a warehouse supervisor, but no one is qualified!” “Our website is outdated; I’m still getting resumes for a job we filled two weeks ago!” “Our top competitor lost their best technical specialist the same time we did and they hired a dynamite replacement a week later; we still can’t find anyone. What are we doing wrong?” “The labor pool keeps changing and I can’t keep up—are we in an economic upswing or downswing this week? Are we in charge or are the employees? Help!”

Can you relate to any of these phrases? You’re not alone if you can; these are common cries heard these days throughout businesses nationwide. Filling a vacancy or a newly created position poses numerous challenges, but it all comes down to this: Where can you find qualified applicants in the least amount of time for the least amount of money?

Some organizations ignore the multitude of options available and use the same source each time. While this may produce a pool of qualified applicants from which to choose, repeatedly using the same recruitment sources can make you susceptible to charges of systemic discrimination: the denial of equal employment opportunity through an established business practice, such as recruitment. Even though the discrimination may be inadvertent, the disparate effect it produces may develop into a prime area of vulnerability for employers. Relying on the same recruitment source each time a particular position becomes available could have an adverse impact on members of certain protected groups lacking the same access as others to that source. This, in turn, could translate into the inadvertent but no less illegal denial of equal employment opportunity.

Electronic recruitment will be reserved for separate discussion in Chapter 4.

Prerecruitment Considerations

Consider four factors before embarking on a recruitment campaign: how much money is available, how quickly the opening must be filled, whether you need to reach a wide audience, and the exemption level of the available position.

Recruitment Budget

The amount of money allocated for recruitment can greatly affect your options. For example, display ads and search firms can cost several thousands of dollars with no guarantee of attracting a substantial number of qualified applicants. On the other hand, some of the most effective recruitment sources, such as employee referrals, cost very little.

Quick Results Recruitment Sources

Openings can occur suddenly and unexpectedly, usually when employees decide to leave with little or no notice. Being prepared is your best defense. Begin by ensuring that your employee data bank is up to date; this way you can turn to existing staff as an immediate resource, even if it’s an interim replacement until you’ve hired someone permanently. In addition, have an employee referral program in place. Launch it as soon as you know there’s an opening, spreading the word to as many employees as possible. Focus, too, on recruitment sources most likely to yield immediate results, such as applicants who were previously interviewed and assessed. You might do well to turn to your preemployment training pool, if you have one, or consider hiring contingency workers as a stopgap measure.

Broad-Based Recruiting

Some positions are highly specialized and more difficult to fill. To improve the chances of a job match, reach out to as many applicants as possible. Employment agencies and search firms may be helpful in this instance, although they tend to recommend nearly everyone when the requirements are broad. Ads in newspapers and journals can be effective also. Consider advertising in out-of-town publications for hard-to-fill openings, and be prepared to accommodate the travel needs of viable applicants.

Exemption Status

The Fair Labor Standards Act defines exempt employees as workers who are legally precluded from receiving overtime compensation; that is, employers do not have to pay professionals for overtime. The term nonexempt literally means not excused from overtime compensation, or, stated another way, entitled to receive overtime pay. The distinction is significant in that recruitment sources that produce qualified exempt or professional applicants may not work as well for nonexempt applicants. For example, direct mail recruitment, search firms, campus recruiting, job fairs, research firms, and professional associations could produce qualified exempt applicants, whereas high school guidance counselors, government agencies, advertising in the classified section of newspapers, and employment agencies are more likely to yield a choice group of nonexempt applicants.

Of the factors indicated—cost, immediacy, audience, and level—a specific recruitment source may meet some criteria but not others. Employers are advised to explore the ramifications of using each resource in relation to these four factors, deciding which are most important for a given job opening.

Newspaper ads provide a prime example. They are expensive but are more likely to yield immediate results. If they appear in the most likely to be read section of an appropriate paper on the right day of the week at the right time of year and contain the necessary text, newspaper ads will reach a wide audience at the level you’re trying to reach.

Proactive and Reactive Recruitment

After examining the four prerecruitment criteria, consider how aggressive you need to be to fill a particular opening. If immediacy is a primary factor, search out proactive recruitment sources that will make a concerted effort to find employees. Proactive recruitment requires direct involvement on the part of the recruiter. It’s the reverse of reactive recruitment where you wait for applicants to apply, hoping that the best fit is among them.

Some recruitment sources are inherently reactive, by their very nature prohibiting recruiters from aggressively pursuing applicants. Consider one of the most popular recruitment sources, employee referrals. HR provides employees with the job description and a list of requirements and waits to see who among their friends, family, and acquaintances is interested. The onus for referring applicants is on the employees. This is cost-effective and an employee morale booster since employees making referrals resulting in placement are usually rewarded, and it could work if time is not a factor. For example, perhaps you have an employee who wants to retire but is willing to wait until a replacement is found, or maybe a department head is thinking about creating a new position but doesn’t need to fill it immediately. More often than not, however, time is crucial. When an employee resigns, you usually need to move fast, and that means being proactive.

Proactive recruiters start looking for a replacement as soon as they learn of an opening. They expand their recruitment pool to encompass other than traditional recruiting sources and aggressively go after applicants. When you’re in control of who’s being targeted, you’re more likely to find qualified applicants and choose the one who makes the best fit. With direct mail recruiting, for example, employers contact specific applicants known to have certain skills and knowledge. While the response rate is usually low, around 2 percent, at least you know that those responding are viable options.

Another example of proactive recruitment is preemployment training that provides a supplemental workforce of people who have been recruited through conventional means and trained in job- and industry-specific matters. They are then placed in a standby pool. When there’s an opening, employers can turn to this supplemental workforce and select a suitable applicant. While there’s no guarantee that the person who would make the best fit will remain in the pool waiting to be offered a job, the odds are in your favor during times of high unemployment and if you provide the person with an incentive.

Professional associations and inter-HR networking can also provide employers with an opportunity to proactively recruit. Direct contact with potential employees or communication with others in your field can often put you in touch with qualified applicants.

Special Interest Groups

Taking a shotgun approach to recruitment in terms of who will be drawn in by whatever source you’re using may result in a qualified applicant pool, but certain special interest groups may need to be targeted directly in order to minimize inadvertent violations of certain equal employment opportunity laws. This approach is also likely to produce a more diverse pool of applicants, thereby potentially enhancing productivity and profitability and increasing your global appeal.

Begin targeting special interest groups by developing a keener insight into the characteristics of the generations as identified in Chapter 2. Then consider those recruitment sources most likely to appeal to members of the following select employment groups:

Older Workers

Many Mature and Baby Boomer workers who are eligible for retirement are instead opting to stay actively employed. Some seek part-time jobs to supplement Social Security and other sources of income, while others compete for positions with the same verve and energy as applicants who are considerably younger because their identities are so closely connected with their work. Still others need to continue working full-time because they can’t afford not to.

Because older workers are statistically shown to be more likely to come aboard with a strong work ethic, are more reliable and loyal, have higher retention rates, and bring with them invaluable experience, employers are wise to seek them out for hire. The only reported possible disadvantage to hiring members of the Mature and Baby Boomer generations is their failure to keep up with technology, but that is becoming less and less of a factor as our lives become increasingly electronically connected.

Employers can take a proactive approach to hiring older workers by using these and other similar recruitment sources:

• Advertise in sections other than the classified, i.e., television or sports sections, to reach older adults who are not actively looking.

• Advertise on radio and television shows that have demographics of Mature-and Baby Boomer–aged listeners and viewers.

• Approach senior citizen community centers.

• Ensure that your marketing materials show older people, both as employees and as recipients of your products or services, and distribute these materials in locations frequented by older workers.

• Participate in open houses and career fairs sponsored by organizations such as American Association of Retired Persons (AARP) and the Veterans Administration (VA).

• Partner with professional organizations that attract older workers.

• Rehire retirees who have industry-specific experience.

• Sponsor open houses and second-career fairs specifically for older adults.

• Try Forty Plus, a nonprofit organization that offers support to executives and professionals seeking jobs.

• Turn to company-sponsored alumni groups.

• Use language in job ads that encourages older workers.

Youth

It’s challenging to write about nonelectronic recruiting sources for Millennials since they are so intrinsically linked with web-based recruiting sources. Still, there are other ways to recruit young workers:

• Approach businesses that are known for hiring seasonal help and ask about their top former workers.

• Conduct job fairs that identify benefits and perks likely to appeal to young workers.

• Work with colleges and set up on-campus recruitment drives.

• Contact various branches of the armed services since some young people opt for the military as an alternative to college.

• Find out where Millennials like to hang out, e.g., local coffee shops and bars, and distribute company-related literature there.

• Encourage young employees working for you to refer their friends.

• Ensure that your marketing materials show young people, both as employees and as recipients of your products or services.

• Look to businesses—including your own—that offer internships, and consider recent participants.

• Prepare company brochures that emphasize new technology, training, and promotional opportunities as well as geographic alternatives.

Women

There are a number of recruitment sources that specialize in placing women. Some are generic, several are linked to certain professions, and others reflect women of specific ethnicities:

• Association for Women in Mathematics

• Association for Women in Science

• Black, Indian, Hispanic and Women in Action

• Business and Professional Women, Inc.

• National Association of Professional Asian American Women

• National Coalition of 100 Black Women

• National Institute for Women in Trades, Technology & Science

• National Organization for Women (NOW)

• National Women in Management, Inc.

• Society of Women Engineers

• Women Employed

• Women in Science and Engineering

• Women in Technology International

Recruiters seeking to increase the number of women in their workforce can also share job openings with pediatricians’ offices and schools. Many women will also be drawn to employers offering not only the usual benefits but on-site or off-site child care and flexible hours.

Minorities

The term minority as used here is intended to encompass a broad spectrum of ethnic groups including, but not limited to, African Americans, Hispanics (e.g., Puerto Ricans, Cuban and Mexican Americans, and people originally from more than twenty additional Central and South American nations and Spain), Asian Americans (e.g., Korean, Japanese, Chinese, and Filipino Americans), and Native Americans. Many will be drawn to employers offering not only the usual growth opportunities and benefits, but also a multicultural or diverse environment. As with women, there are numerous organizations that specialize in placing minorities. Some are broad-based, while others specialize according to occupation and/or ethnicity:

• American Association of Blacks in Energy

• American Coalition of Filipino Veterans

• American Indian Science and Engineering Society (AISES)

• American Society of Engineers of Indian Origin (ASEI)

• Asian American Leadership Empowerment and Development (LEAD)

• Hispanic Alliance for Career Enhancement (HACE)

• National Action Council for Minorities in Engineering (NACME)

• National Association of Asian-American Professionals

• National Black MBA Association

Applicants with Disabilities

People with disabilities are considered the single most underutilized labor resource. One of the primary reasons has to do with how we perceive them. Many of us are locked into an image of someone in a wheelchair. In reality, the term disabled encompasses a broad spectrum of impairments. Categories include visual, hearing, and speech impairments; heart disease; developmental disabilities such as cerebral palsy; mental illness; acquired immune deficiency syndrome (AIDS) or human immunodeficiency virus (HIV)–positive status; and limitations resulting from accidents. Experts say that each of us has a 20 percent chance of developing a disability during our working lives.

Another reason commonly cited for failing to actively pursue applicants with disabilities is cost. Laws stipulate that employers must make reasonable accommodations for applicants with disabilities, unless such accommodation results in undue hardship. In determining whether a given accommodation would result in undue financial hardship, the law assesses the overall size of an organization, the nature of its business, and the type of the required accommodation.

Recruiting people with disabilities requires a proactive approach, beginning with establishing relationships with agencies that represent or train people with disabilities before openings occur. Here are some specific resources that may be helpful:

• Disabled American Veterans

• Kennedy Institute—Support Employment Program

• Learning Disabilities Association of America (LDA)

• National Alliance for the Mentally Ill (NAMI)

• National Federation of the Blind

• National Organization on Disability

• Operation Job Match

• President’s Committee on Employment of People with Disabilities

• Technical Vocational Institute—Special Services

• U.S. Department of Health and Human Services

• U.S. Department of Labor—Office of Disability Employment Policy

The Unemployed

Being laid off, downsized, or excessed no longer has the stigma attached to it that it once had. The economy is in turmoil as an increased number of businesses buy one another out, merge, dissolve, or consolidate, making all employees vulnerable.

Recruiters are starting to view this group of workers as a viable recruitment source. By partnering with similar businesses that are undergoing major reorganizations, a growing number of employers are creating win-win scenarios: downsized workers find new employment, and recruiters fill their openings with experienced people ready to hit the ground running.

Recruiting unemployed applicants requires proactive thinking. Businesses need to establish ties with companies with similar employee pools well before there are signs of trouble, agreeing on how a shift in employers could take place. Having a formal transition program in place at both locations is ideal, complete with counseling services made available to displaced workers.

Interns

Interns are often viewed as contingency or temporary workers, retained for a limited period of time or for specific assignments instead of as members of a special interest group eventually available for full-time hire. If you’re inclined to see interns this way, you could be robbing your organization of valuable future talent. Hiring former interns has many advantages. They know your organization and what’s expected of them; you, in turn, are familiar with their style of work, strengths and areas requiring improvement, work ethics, and interpersonal skills. One could say that you’ve had a chance to try one another out before making a commitment. The primary disadvantage of hiring interns is time. Interns are often students who work for businesses during the summer, performing tasks that relate to their major course of study. If they first come to you as freshmen or sophomores, you’ll have to be patient and wait two or more years until they graduate before you can bring them on board as full-time employees. The wait, however, may be worth it.

Former Employees

Employers used to adhere to strict “no rehire” policies, but in an erratic economy former employees are rapidly becoming a viable recruitment source as employers increasingly contact former employees, striving to convert former employees into new hires.

In some instances, rehires are brought in at a higher level or as in-house consultants, earning more salary and benefits than they did the first time around. This can send a negative message to a company’s current workforce—that the best way to get ahead in an organization is to leave it and then come back.

If your organization wants to recruit former employees for rehire, carefully review their work history before making contact. Delve deeply into reasons for termination: Was it voluntary or forced? Look at their past performance reviews, identifying any problem areas, and talk with their former supervisors to review their skill sets. Also, explore what they’ve been doing since leaving your company.

Traditional Recruitment Sources

Traditional recruitment sources are methods for finding employees that are easily recognized, conventional in nature, acceptable to most types of organizations, and appropriate for filling a wide range of positions. Before embarking on a traditional recruitment campaign, remember to consider the four factors discussed earlier in this chapter: how much money is available, how quickly the opening must be filled, whether a wide audience must be reached, and the exemption level of the available position. In addition, carefully weigh the advantages and disadvantages of each source before proceeding.

Here are some of the most commonly used traditional recruitment sources. Exhibit 3-1 provides key advantages and disadvantages for each source.

Advertising

Advertising, whether in newspapers or professional publications, remains one of the most popular and effective nonelectronic means for soliciting applications. Careful planning of content, timing, and location is likely to generate a large targeted response, often resulting in hiring.

To increase your chances of finding top-notch applicants through advertising, apply these ad placement strategies:

• Capture the job hunter’s attention through the location of the ad, an appropriate job title, graphics, use of white space, and the placement of a logo.

• Provide just enough information to pique the job hunter’s interest so that the job hunter establishes a connection between your needs and her skills.

• Design your ad to be the last one a job hunter wants to read, using language that creates an image of how great employment with your company would be.

Be sure the language in your ads doesn’t violate equal employment opportunity (EEO) laws and regulations. Such language would include an age preference using terminology such as young man or mature woman; using certain other subjective terms, such as attractive; or stating a preference for either gender. With regard to the latter, it is important to note that masculine or feminine terms do not automatically constitute an EEO violation. The Equal Employment Opportunity Commission (EEOC) has issued a policy statement regarding sex-referent language in employment advertising, noting that terms such as patrolman or meter maid have become “colloquial ways of denoting particular jobs rather than the sex of the individuals who perform those jobs.” The statement continues with “the use of sex-referent language in employment opportunity advertisements and other recruitment practices is suspect but is not a per se violation of Title VII.” (Title VII is part of the Civil Rights Act of 1964.) The EEOC goes on to urge employers to clearly indicate their intent to consider applicants of both genders whenever sex-referent language is used. Including a statement confirming nondiscriminatory intent such as “equal employment opportunity employer, male/female” is recommended.

Campus Recruiting

Students are generally attracted to companies that enjoy a good reputation, are successful, will look impressive on their resumes, have shown a past interest in their school, and keep up with technological change. To gain students’ attention, many employers are replacing traditional company recruitment brochures with technological tools that go beyond providing the standard company history, products, services, customers, work environment, culture, and answers to typical questions. Students today are looking for information telling them what life is like in the company, how people treat one another, and if the company has received any bad publicity recently. This offers students a comprehensive sense of what working for the company would be like.

Exhibit 3-1. Key Advantages and Disadvantages for Traditional Recruitment Sources
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Some organizations are conducting online, interactive chat sessions, or webinars, with students who are majoring in subjects that are of particular interest to the hiring company. Others are posting videos on the web with content that specifically targets Millennials, including career opportunities. This approach allows businesses to reach out to students without leaving their offices; it also lets students know that they are technologically savvy.

Professor programs are another method of school recruitment. Professors identify students who are high-potential applicants and take information about a company back to their students after meeting with management and observing employees at work. A variation of the professor program is when company executives teach courses at selected schools, giving them direct access to students with demonstrated potential.

Many businesses limit themselves to a handful of target schools, developing relationships with them and identifying future employees as early as a student’s sophomore year. These target schools are generally selected based on the quality of their academic programs, the school’s reputation, and the diversity of the student population.

Employers unable to compete for top students from prestigious colleges are urged to recruit from lesser-known schools that may be just as strong in academics and programs. For many jobs, even at a managerial level, a person’s educational credentials may take a back seat to other skills and job-related knowledge not necessarily acquired through formal education.

Contingency Workers

Contingency workers are those who put in less than a full forty-hour week without comprehensive benefits, carrying portable skills from job to job. Their work is literally contingent, or dependent, on an employer’s need for them. Most hold one or two assignments within a six-month period. Contingency assignments are available in virtually every field and profession. Part-timers, temps, freelancers, contract employees, and consultants all fall under the “contingency” umbrella.

People accept contingency jobs for a variety of reasons. Teachers during school vacations, peripheral workers such as retirees who no longer want to work full-time, those having child care or elder care responsibilities, college students, and displaced workers may seek contingency assignments for additional income. Others look to contingency work as a path to long-term employment. Some take temporary assignments to improve skills or gain exposure to a particular work environment. Many enjoy the flexible work schedules that can accompany contingency assignments. Still others accept contingency work as a stopgap between full-time jobs.

Companies generally hire contingency workers when they’re pressed to fill an opening in a hurry or to provide a service for a specified period of time.

Increasingly, the courts are examining the relationship between companies and their contingent workers. Enforcement Guidance: Application of EEO Laws to Contingent Workers Placed by Temporary Employment Agencies and Other Staffing Firms, prepared by the EEOC, helps employers address the application of federal employment antidiscrimination statutes to individuals placed in job assignments on a contingent basis. The Internal Revenue Service (IRS) is also interested in your relationship with contingency workers. Employers are urged to review the IRS’s “twenty-factor test” to determine if individuals are properly classified as contingency workers.

Direct Mail

Companies use direct mail campaigns to target specific individuals. The first step is determining whom to contact. Since the expected response rate is low—between 0.5 and 2 percent—you will need several different mailing lists. List information may be obtained through professional associations, business directories, and trade groups. Direct Mail List Rates and Data, published by Standard Rate and Data Service, Inc., can offer additional assistance. You may also opt to hire the services of direct mail specialists or consultants to help plan and implement your mail campaign. Obtain a copy of the Mailer’s Guide from the local post office for guidance on most efficiently sending your materials.

Your letter should contain a clear, brief, easy-to-read message. The first sentence should inform the reader of your purpose and interest. Include information about the requirements of the job, its duties and responsibilities, and its benefits. Try to anticipate any relevant questions an applicant might ask and provide brief answers. Also, ask for a referral. In the event your initial prospect is not interested in the position, she may know of someone who is.

Employee Referrals

One of the most expeditious, cost-effective, and morale-boosting recruitment sources is a company’s own employee referral program. This method entails “spreading the word” as soon as a position becomes available. The manager in charge of the department with the opening tells her employees to tell people they know who might be interested in applying. Employees, especially those proven to be valuable and reliable human resources, can often lead their company to prime applicants.

To maximize the effectiveness of this method, employers offer incentives of varying worth to employees who refer individuals who are ultimately hired and complete a predetermined period of employment with a satisfactory performance evaluation. These are usually cash awards, ranging from one hundred dollars for nonexempt hires to several thousand dollars for top-level executives. In addition to cash bonuses, some employers offer savings bonds, gift certificates, and merchandise. For especially hard-to-fill openings, employers have been known to grant trips and cars.

Employee referral programs generally translate into a win-win for all concerned: Employees respond favorably to the incentives, and employers spend considerably less than they would for other recruitment sources such as advertising or employment services. Just avoid using employee referrals exclusively so as not be accused of systemic discrimination.

Employment Services

Employment services include agencies and search firms. Agencies generally recruit for nonexempt and some exempt jobs, while search firms typically handle professional openings with a minimum salary figure.

There are two primary reasons employment services are so popular with employers. First, these services have access to a large labor pool and can readily scout the market for qualified applicants. This includes seeking out applicants who are seemingly content with their current jobs. Second, they often fill positions more quickly than a company can on its own.

The most significant reason for not retaining an employment service is the cost.

Before agreeing to register an opening with either an employment agency or a search firm, consider these five guidelines:

1. Be certain that the service will evaluate applicants and refer only those who meet the standards you’ve stipulated. Too often, agencies merely forward resumes to a client without first screening the applicant.

2. Be firm about the job’s requirements and refuse to consider anyone who doesn’t meet them. Forward a copy of the job description to avoid misunderstandings.

3. Require a written agreement detailing the fee arrangement. Some search firms will refund a percentage of the fee if employees placed because of their efforts are terminated within the first three to six months of work.

4. Be selective in determining which employment services will receive your business. Meet with and interview representatives in advance to make certain that they clearly understand your objectives. Establish their degree of knowledge in the specific field for which they will be recruiting, and make certain you feel comfortable working with them. Ask for information regarding their methodology, experience, and track record. Don’t hesitate to ask for references to gauge their reputation in the field. Also be sure that the person you meet is the one handling your account.

5. Be clear in stating, in writing, that you are an equal opportunity employer and share information about your organization’s affirmative action and diversity programs. Clearly stipulate that you expect them to comply fully with all employment laws (they are bound by Title VII) and that you will terminate your relationship if they should violate these laws.

Once you have decided to work with a particular employment service, encourage their representatives to learn as much as possible about both your organization and job openings. The more information they have, the better able they will be to meet your needs effectively and expeditiously.

With thousands of placement agencies and firms in the United States, an employer can afford to be selective when choosing the one that best meets its needs.

Former Applicants

Previously rejected applicants could become excellent future employees. There are often several qualified applicants for one opening; choosing one does not necessarily mean all the others are unqualified. If a similar position opens up, checking back with them could lead to hiring with little effort on your part.

A simple database can help you log and keep track of all applications received. Retrieve applicants according to the job for which they originally applied, areas of expertise, relevant education, and areas of interest.

Upon contacting former applicants, be sure to update their records. What have they done since applying to your company? Have they added to their skill set? Do they have additional, applicable educational credentials? Whom can you contact for an update on their work? A new round of interviews will be necessary, even if you were part of the initial interviewing process.

Consider being proactive by keeping in touch with viable former applicants even when you don’t have suitable openings. Periodically follow up with them so that when a suitable opening comes along, you don’t have to take the time to reestablish contact and update your records.

Government Agencies

Government agencies are valuable recruitment sources for entry-level and other nonexempt openings. Many organizations, like welfare-to-work agencies and local nonprofits such as those serving individuals with disabilities, provide basic life skills and job training to their clients. In addition, they may offer English as a second language (ESL) training and help those who have not graduated from high school to acquire their general education development (GED) certification. Some nonprofit agencies also provide short-term mentors to new workers to help them as they settle into their jobs with your company.

There is usually no cost to employers for any of these services. In fact, businesses may be entitled to additional savings. If, for instance, a company hires someone transitioning from welfare to work, they could save in federal income tax per employee. Contact the IRS for qualifying conditions and required forms.

An additional benefit to recruiting via government agencies is that clients are usually unemployed and therefore eligible to begin work immediately.

Job Fairs

Job fairs allow recruiters to interview several applicants in a short period, usually one or two days. Businesses typically hold their own job fairs, either on company premises or at various geographic locations. Some recruiters prefer to attend specialized job fairs, such as those targeting applicants in specialized fields such as engineering, or focusing on placing members of specific groups, like women, minorities, or people with disabilities.

Whether conducting their own job fair or attending someone else’s, recruiters typically conduct a series of brief interviews during the fair so they can maximize the number of applicants they see. Once they’ve established mutual interest, arrangements are made for applicants to come to their place of business for in-depth interviews.

If all goes well, you may hire several people for what it would cost to hire one employee using an employment service.

Job Posting

Job posting is an internal recruitment process whereby existing staff members can apply for openings before recruiters explore outside sources. Employees are provided with a succinct job description identifying the job’s department, location, exemption status, salary grade and range, work schedule, requirements, primary duties and responsibilities, and working conditions. A closing date by which time all applications must be submitted is also provided. The standard deadline is generally from one to two weeks. Some employers require interested employees to receive permission from their existing managers before applying; others request notification, and still others respect the confidentiality of the process until a decision has been reached. A sample job posting form appears in Appendix A, and a sample job posting application form is shown in Appendix B.

Employees who apply for jobs via job posting are considered in the same way as any outside applicant. If a qualified applicant is found, arrangements for a starting date in the new position are made between the existing department head, human resources, and the new department head. Two weeks is usually allowed for finding a replacement to fill the position being vacated.

Some organizations have a policy of posting all openings; others post only nonexempt positions. Some steer clear of job posting altogether. Reasons offered for this include the following:

• Managers may want to promote someone they’ve been grooming, and thus don’t want to consider anyone else.

• Managers may resent employees who apply for jobs outside their department, tending to take such a move personally.

• Losing an employee to job posting may mean waiting a long time for a replacement who may not be as qualified.

• Some companies prefer to bring in “new blood” rather than recycling existing employees.

Promoting or transferring employees from within offers several advantages:

• It usually creates an opening at a lower, easier-to-fill level.

• The company saves considerable time and money by transferring someone already familiar with the organizational structure and methodology.

• The process boosts employee morale.

• Hidden talent may be uncovered.

The success of a job-posting system depends largely on how well it is designed and monitored. Consider stipulating the following as conditions: (1) employees must be with a company for at least one year; (2) they must be in their current position for at least six months; (3) the maximum number of jobs for which they may apply within one year is three; (4) they must have received a rating of satisfactory or better on their most recent performance review. These guidelines may mitigate the problem of the “revolving door” employee who opts to apply for virtually every job posted.

Military Outplacement

While lacking in general business skills, former military personnel often come with hands-on experience in a variety of tasks, tend to have a strong work ethic, and understand organizational structure. They also have a background of providing support, both up and down the chain of command, and prior training in teaming as well as managing. In addition, the physical fitness requirements of military service tend to transform veterans into healthy employees. This can mean reduced costs for health care claims and fewer workdays lost to illness.

According to the 1991 Defense Authorization Act, the office of the secretary of defense must provide employment assistance to separating military service personnel. Originally dubbed the Defense Outplacement Referral System (DORS), the program is now known as Job Search and is linked with America’s Job Bank. Job Search offers a no-cost referral program for companies registering at http://dod.jobsearch.org/register.

There are several other programs that can facilitate your company’s publication of job openings and recruitment from the ranks, including the Retired Officers Association, the Army Career and Alumni Program, the Non-Commissioned Officers’ Association, and Transition Assistance Online.

Networking

Consider this scenario: Tess works for a public relations firm and is having trouble finding an entry-level assistant who fits in with her corporate culture. She attends a PR association meeting and mentions her plight to Tony, a colleague from another firm. Tony comments that he recently received a resume from Rob, a friend of his son’s, who is about to graduate from college and wants to work in PR. Tony forwards Rob’s resume to Tess, who calls him in for an interview and ultimately hires him.

This cost-effective expanded form of networking is an example of how recruiters would do well to broaden their scope of contact. Talk to people all the time and tell them what you’re looking for in the way of skills and traits. Get the message out there, because you just never know.

Open Houses

Organizations hosting an open house generally run ads in numerous geographic locations, as well as post notices on their company websites. These ads announce a recruitment drive for specific dates at varying sites. Unless the company is well-known, a description of the company’s product and reputation are included, along with highlights of its benefit package. All available jobs are listed as well. On the advertised date, company recruiters gather to greet and interview interested applicants. As with job fairs, recruiters want to maximize the number of applicants they see during their open house event; therefore, arrangements are made for in-depth interviews with qualified applicants at a later time.

Outplacement Firms

Companies generally retain outplacement firms to help select employees find new jobs following termination because of workforce reductions or other factors unrelated to job performance. In addition to serving as an effective source for those seeking guidance in finding new employment, outplacement firms can also assist employers who, while cutting back on staff in some departments, may need to hire in others. Most of these firms are staffed with generalists who do not specialize in placing people in particular occupations or fields. Therefore, they may know of a number of applicants meeting a variety of job specifications. In addition, the immediate availability of job seekers referred by outplacement firms can be a big plus.

One disadvantage of interviewing outplacement firm referrals is that these applicants may not provide a clear overview of their intangible qualities. The traumatic experience of losing a job and the stress of having to market oneself, added to the pressure of finding new employment, can greatly impact an applicant’s self-image. This in turn can affect how prospective employers perceive the applicant.

Professional Associations

Joining a professional association gives you an opportunity to network with colleagues from other organizations. For HR specialists this can mean exchanging information about the market in general and specific job openings in particular. If you have either interviewed or reviewed the resume of some viable applicants, you can share this information with your professional colleagues, assuming you have the applicants’ permission to do so. Hopefully, your colleagues will do the same for you. This cost-effective, effortless exchange could result in new hires.

A variation on this technique is to join professional associations in those fields related to your recruitment responsibilities. The associations’ membership directory, mailing list, placement service, and publications could provide the names of your company’s future employees.

Radio and Television

There are two main advantages to using radio or television advertising to fill an opening. First, you will appeal to a large audience in a short period of time. Second, you can reach and tempt prospects not actually looking for a job. This can be a real plus when you have hard-to-fill positions.

In the past, employers have tended to shy away from radio and television advertising primarily because of the cost. But while still ranked among the more expensive recruitment sources, the media, especially radio, has become more financially accessible. The growth of independent radio stations and cable television has created greater opportunities for employers with limited budgets.

Proponents of radio advertising emphasize that radio often reaches people when “their guard is down,” that is, when they are not necessarily thinking about job hunting. For example, they may have the radio on while getting ready for work in the morning or sitting in traffic, commuting to and from their jobs. Companies looking for applicants in particular fields should research what music, talk shows, news, or sports these individuals are likely to prefer and run ads on those stations.

Television advertising receives high marks from supporters because aspects of the job can be demonstrated as well as described. Done well, this can encourage job seekers to respond.

Research Firms

Research firms may be described as abbreviated full-service executive search firms, providing about one-half the services. Their primary function is to provide organizations with information about potential high-level professional employees; the interview and evaluation is then up to the employer.

After determining the specifications of an available position, research firms target those companies likely to have employees meeting the job requirements. They then go on to identify specific potentially qualified employees, relating this information to the client company. Contacting well-established persons within a given industry to request personal recommendations of potential employees is a variation on this procedure.

At this point, most research firms terminate their services, although the client company may ask the firm to make the initial contact with the targeted applicants. The purpose of this phase is to clarify qualifications and to determine mutual interest.

Research firms are most useful when a company is looking for a cost-effective way to recruit top-level professionals or when they want more hands-on involvement in the interviewing process.

When evaluating the services of a research firm, consider whether the company services a wide range of industries or specializes in one particular field. Also determine its success rate and reputation. Ask for references from satisfied clients to determine the extent to which the research firm provided client companies with applicants whose qualifications reflected the job’s specifications. In addition, find out how long it took for a firm to produce the applicants and how many job offers were extended to applicants as a result of the research firm’s efforts.

Innovative Recruitment Sources

Innovative recruitment sources are less conventional than traditional sources. Some may be considered quirky or unusual, appealing only to certain work environments during specific market conditions, while others are gradually making their way over to the traditional side of the ledger. Often they’re used when traditional recruitment sources don’t yield the results needed in terms of quality applicants or timelines. As with traditional sources, it’s advisable to review the four prerecruitment factors discussed earlier: how much money is available, how quickly the opening must be filled, whether a wide audience must be reached, and the exemption level of the available position. Following are some of the more popular innovative recruitment sources. Exhibit 3-2 offers key advantages and disadvantages for each source.

Airplane Banners

Imagine a picturesque summer day; you’re at the beach, enjoying the sun and surf. The furthest thing from your mind is work, current or future. Then you hear the sound of an engine; you follow the sound upward and see a banner lazily trailing behind a plane, advertising jobs.

The scene could just as easily be a sporting event or a concert, anywhere where tens of thousands of would-be employees might congregate. Contact companies like AdsThatFly.com, Airsign.com, and Heli-Banner (http://www.aerial-media.com/heli-banners) about flying your ads.

While airplane banners certainly are attention-getters, many object to them as being intrusive and unprofessional.

Banners and Signs

Your business can use banners and signs as successful recruitment tools if it occupies a separate building that’s located on a main street. Drape a banner across the front of your building or post a sign inviting customers, clients, and passers-by to stop in to inquire about employment opportunities. The banner or sign can simply state that there are jobs available, or it can list the openings, which would require you to prepare a new banner or sign each time a different job is added. Unless your business has brand-name recognition, identify your product or service in a few words. Be sure to specify how interested applicants should contact you.

Exhibit 3-2. Key Advantages and Disadvantages for Innovative Recruitment Sources

[image: image]

Banners and signs are real “you never know” recruitment sources. The investment is minimal and the payoff could be substantial. On the other hand, they can look carnival-like, leaving would-be employees to wonder if they should take such come-ons seriously.

Billboard Advertising

Since most people view billboards while driving, they’re limited in the amount of time they have to take in details. As such, an effective billboard ad needs to catch one’s eye immediately, offering a minimal amount of information. This usually limits a company to a sparsely worded statement about employment opportunities, an enlarged logo, company name, and contact information in an easy-to-recall format.

Billboard ads seem to work most effectively for lodging, restaurants, and airlines, and they generally target nonexempt-level workers.

Bumper Stickers

Bumper sticker ads offer little space for your message and there isn’t much one can do to make the stickers visually outstanding. Also, unless someone is stuck in traffic directly behind a car sporting a bumper sticker, there’s very little time to read what’s written. For these reasons, companies that advertise on bumper stickers usually include little more than a generic statement about employment opportunities and note, in large letters, their easy-to-remember contact information.

If company employees are willing to place this inexpensive form of advertisement on their cars’ bumpers, employers may get some viable nonexempt applicants. Consider this a variation on employee referrals and offer bonuses to any employee whose bumper sticker results in a new hire.

Bumper sticker ads may be viewed as an act of desperation by job seekers and therefore not taken seriously.

Company-Sponsored Social Events

If your organization goes in for huge social events to celebrate special occasions, such as picnics on Independence Day, encourage employees to bring family and friends. Then set up a “job opportunities” table with a list of openings and brochures. This form of recruitment requires an investment of only some additional food and one or two employees willing to answer questions from interested applicants.

Competitions

Competitions ask a selected number of interested applicants to spend the equivalent of anywhere from a couple of days to a week or more competing for a job. Sometimes the job is an executive position, but it could also be a low-end professional opening. During the competition, applicants learn new skills and then apply them to simulated job-related tasks under the scrutiny of selected company human resources and departmental representatives. In addition to their ability to learn and perform specific tasks, contenders are evaluated on relevant intangible skills, such as problem solving, ability to interact with others, decision making, and communication. Anyone may drop out or be eliminated at any time. At the end, one person is awarded the coveted prize: a job.

While competitions per se are new, they bear a close resemblance to job tryouts, a process used by some businesses before extending a job offer to see whether a person will fit into a corporate culture. Even though applicants enter into job tryouts or competitions voluntarily, companies need to be careful about the matter of money. Can you have people working for you for a week without paying them? As long as the participants are learning new skills, employers are not likely to be required to pay them, as it is considered education. Compensation may be required, however, when it comes to actual work performed. Talk with an attorney before proceeding.

Customers, Clients, and Guests

One increasingly popular innovative recruitment source is encouraging customers, clients, and guests to become employees. This is especially helpful for small businesses that, over time, develop relationships with their clientele and get to know a great deal about them. These regulars, through interaction with company employees, learn the product, understand the culture, have an understanding of what it’s like to work there, and are thus able to make informed decisions about being an employee.

The one real negative to hiring customers, clients, or guests could be that if the customer-turned-employee applies for a job and is either rejected or doesn’t do well once hired, that person is unlikely to continue to frequent your business.

Fast-Track Training

Fast-track training, often offered by community colleges and completed in one to six months, enables individuals to acquire specific skills and make themselves more marketable. Attendees include students, those who are unemployed seeking training for new jobs, employees wanting to improve existing skills, and those with minimal work experience seeking specialized abilities.

Proponents say that these practical, accelerated programs meet the needs of both businesses and job seekers. Critics argue that these crash courses offer little to support long-term advancement and can’t provide skills like critical thinking.

Kiosks

You see them at airports, shopping malls, or in large stores: kiosks where customers can interrupt shopping to apply for a job. These businesses view all customers as potential employees and want to make it as easy as possible for them to fill out applications. Most of these are web-enabled, making the process quick and easy.

A variation on the web-based kiosk theme is to have company representatives stationed throughout or in front of their stores, clipboard and applications in hand, ready to approach would-be employees. Sometimes sales associates actually include a job application in your bag along with your purchase and receipt. Their attitude is, “it couldn’t hurt.”

This approach may generate many applications, but companies have no way of monitoring their quality.

Medical Offices

Some employers focus on attracting members of specific groups into their workplace by posting job openings in medical offices. These include offices of gynecologists, obstetricians, and pediatricians to attract women, doctors specializing in geriatrics to draw older workers, and physical therapists to entice those with physical disabilities. Fliers are usually left with the receptionist so that anyone interested can contact the employer.

This is a cost-effective, easy way to reach out to targeted populations, but the approach hasn’t been shown to generate a high volume of applications.

Movie Ads

You get to the movies in plenty of time to grab a tub of popcorn and a drink. You find a seat and settle in, ready for the show to begin. Imagine, now, in addition to clips of upcoming shows, you see your company’s name on the screen advertising job opportunities! Recruitment ads at movie theaters are a proactive way to target captive, unsuspecting audiences. The amount of information is kept to a minimum, usually just the company name, easy-to-remember contact information, and either a list of openings or a statement about job opportunities. Some employers try to link their promotions to specific movies and anticipated types of viewers; others go for the shotgun approach and just run their ads, regardless of what’s showing.

On-Site Recruitment

On-site recruitment is limited to the types of businesses that attract large numbers of people to their locations each day and can be quite effective, especially for nonexempt-level positions. For example, railroad companies may place pamphlets that describe employment opportunities on car seats; airlines might do the same with seats on planes; department stores might attach fliers to packages at cashier stations; and fast food chains or family restaurants might describe job openings on tray liners and table tents.

The brief message, which usually describes the benefits of working for the company, is often framed in bright, eye-catching colors and graphics. Pictured, too, may be people reflecting diverse traits and characteristics. Interested applicants are invited to visit, call, or go online for an application.

Preemployment Training

Preemployment training ensures the hiring of those applicants “guaranteed” to possess the basic knowledge and skills needed to perform a given job. This is typically accomplished through a program that offers, free of cost to participants, various skills training. These individuals are not necessarily being trained for specific jobs, nor are they being offered employment. The emphasis is on preparation, so that if and when jobs do become available, the trained individuals will be considered first. Employers benefit by having an available workforce of skilled individuals from which to choose, without wasting time screening untested applicants. In addition, once hired, program graduates need not devote the first several days, or in some cases weeks, to learning their jobs. Participants benefit by acquiring marketable skills and being first in line for employment opportunities. Of course, there’s no guarantee the trained workers won’t take what they’ve learned and apply it elsewhere.

Summary

Before embarking on a recruitment campaign, consider four factors: how much money is available; how quickly the opening must be filled; whether you need to reach a wide audience; and the exemption level of the available position.

Next, consider how aggressive you need to be to fill a particular opening. If immediacy is a primary factor, search out proactive recruitment sources that will make a concerted effort to find employees. Proactive recruitment requires direct involvement on the part of the recruiter. It’s the reverse of reactive recruitment, where the recruiter waits for applicants to apply, hoping that the best fit is among them.

Taking a shotgun approach to recruitment in terms of who will be drawn in by whatever source you’re using may result in a qualified applicant pool. Certain special interest groups, however, may need to be targeted directly in order to minimize inadvertent violations of certain equal employment opportunity laws. This approach is also likely to produce a more diverse pool of applicants, potentially enhancing productivity and profitability and increasing your global appeal. Begin targeting special interest groups by developing a keener insight into the characteristics of the generations as identified in Chapter 2. Then consider those recruitment sources most likely to appeal to members of select employment groups, such as youth, applicants with disabilities, and former employees.

Numerous recruitment sources will yield excellent applicants. Decide from among dozens of traditional and innovative sources. Traditional sources are easily recognized, acceptable to most types of organizations, and appropriate for filling a wide range of positions. Innovative sources are less conventional, generally appealing to certain work environments during specific market conditions, and used when traditional recruitment sources don’t yield the results needed.
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comfort level with, web-based learning.

Collectively, our employees have demonstrated a high level of
resiliency and receptiveness to change

Members of the management team have demonstrated a keen
interest in, and high comfort level with, web-based learning.
Collectively, members of the management team have
demonsirated a high level of resiliency and receptiveness to
change.

Members of the HR department have demensirated a keen
interest in, and high comfort level with, web-based learning.
Collectively, members of the HR department have demonstraied
a high level of resiliency and receptiveness to change
Observations of employee learning styles suggest that blended
learning would be well-received.

Overall, evaluations of our current organizational orientation
program suggest that blended learning would be well-received.
Evaluations of our current organizational crientation programs
suggest a low level of responsiveness to ts interactive
components.

Evaluations of our current organizational orientation programs
suggest a low level of responsiveness to presentations by
management

Evaluations of our current organizational orientation programs
suggest a low level of responsiveness to completing forms.
Current orientation content is conducive 10 blended learning,
Our current orientation content is due for a major overhaul.
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Position applying for
Address

No Street City State Zip Code.
Home Phone. Cell Phone E-Mail Address
Availability () FullTime () PartTime () Days () Evenings () Seasonal
Referral Source

Have you ever worked for JavaCorp. before? () No () Yes Dates
Have you ever applied at JavaCorp. before? () No () Yes Dates
Have you ever been convicted of a crime? O No () Yes

Ifyes, please explain

(A positive response will not necessarily affect your eligibilty for employment. Appli-
cants are not obliged to disclose sealed or expunged records of conviction.)

Are you able to perform the tasks required to carry out the job for which you have applied
G R A N SR S T Mo £) ¥
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Military Experience

Organizations

References

Finances

Education

Experience

Have you ever served in the
armed forces of any country?
What kind of discharge did
you receive?

What clubs, organizations, or
associations do you belong
w?

A requirement that a refer-
ence be supplied by a particu-
lar kind of person, such as a
religious leader.

Do you have any overdue
bills?

Are you a high school or col-
lege graduate? When did you
attend high school or college?

Any question regarding expe-
rience unrelated to the job.

‘What is your military experi
ence in the armed forces of
the United States?

‘What clubs, organizations, or
associations, relative to the
position for which you are
applying, do you belong t0?

Please provide the names,
titles, addresses, and phone
numbers of business refer-
ences who are not related to
you other than your present
or former employers.

None

Questions about the appli-
cant’s academic, vocational,
or professional education,
including the names and loca-
tions of the schools, the num-
ber of years completed,
honors, diplomas and degrees
received, and the major
courses of study.

Any questions regarding rele-
vant work experience.
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General health benefits including:
Medical

life, accidental death,
disability
Profit sharing, stock options,
ESOPs
Pension plan, 401(K)
“Tuition reimbursement
Additional Offerings:
Electronic devices
Health club membership
Laptop computer
Company car
Noncompete agreement
Additional conditions of employment

Agreed

M Further
Discussion
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problematic because of employee access to or ability 10 use
computers.

“The conventional aspect of blended learning poses logistical
problems since not all employees are in a central location.
Current organizational orientation sessions must adapt 10 vary
emploees” schedules.

Managerial preference is of utmost importance.

Employee preference is of utmost importance

Keeping up with our competitors by integrating technology into
our crientation program is of utmost importance.

Keeping orientation costs low is of utmost importance.

ng

5
5
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Stage
Rapport Building
Introductory

Core

Confirmation

Closing

Percentage
Purpose of Time

Putapplicant atease 2 percent

Beginning of 3 percent
applicant

assessment

Gather information 85 percent

about job-specific
skills, knowledge,
behavior, and
interpersonal skills

Verify information 5 percent
acquired thus far

Last chance for 5 percent
interviewer to cover

relevant

competencies

Level of Effectiveness
in Asking Competency-
Based Questions

None
Minimal

High

Minimal

High
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Innovative Recruitment
Source
Airplane Banners

Banners and Signs
Billboard Advertising

Bumper Stickers

Company-Sponsored
Social Events

Competitions

Customers, Clients, and
Guests

Fast-Track Training
Kiosks

Medical Offices
Movie Ads

On-Site Recruitment

Preemployment Training

Advantages
Autention-getters

Costeeffective

High-volume attention-
grabber

Incentives for employees
as parc of employee
referral program

Costeffecive

Opportunity to evaluate
kil before extending a
job offer

Employee has in-depth
knowledge of what it's
like to work for you

Provides marketable skills
Easy for a person 0 apply

Cost-effective

Can attract people not
necessarily actively
looking for a job.

Can reach a wide audience
Time-saver
Good public relations

Creates trained workforce

Disadvantages

Incrusive
Unprofessional

Requires busy location

Limited amount of
information

Not taken seriously

Reaches a limited number
of people
Time-consuming

Rejection or termination
could sever relationship

Fails to support long-term
advancement

Unmonitored applicant
flow

Low response volume
Intrusive

Lots of unqualified
applicants

No guarantee trained
workers won't apply
skills elsewhere
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Record of Employment

List current or most recent employment first. Include military service, if any.

Company Narne, Tile/ Datesof  Salary
Address, Tel.No. Manager  Function  Employ.  Histery

Reason for
Leaving

Professional licenses, awards, publications:

Relevant professional associations
Criitixi fer softwase/listiess achines.
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Additional knowledge, skills, or qualifications relative o the position applied for

Business and/ar academic references, excluding employers or relatives:

Name Occupation Years Known  Contact Information
1

2






ops/images/t0115-01.jpg
Police Records Have you ever been arrested?  Have you ever been convicted
of a (crime? felony? crime
greater than a misde-
meanor?). Please explain.
(NOTE: Applicants may not
be denied employment
because of a conviction record
unless there is a direct corre-
lation between the offense
and the job, or unless hiring
would constitute an unrea-
sonable risk [Correction Law
Article 22-A Sec. 754]).

Religion What s your religious back-  None
ground? What religious holi-
days do you observe? Is there
anything in your religious
beliefs that would prevent
you from working the
Tequired schediled
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ies

Photographs

Languages

Do you have any disabilities?
Have you ever been treated
for any of the following (list
of diseases and illnesses)? Do
you now have, or have you
ever had, a drug or alcohol
addiction? Do you have phys-
ical, mental, or medical
impediments that would

perform the job for which you
are applying? Are there any
positions or duties for which
you should not be considered
because of existing physical,
mental, or medical disabi
ties?

Any question requiring that a
photo be supplied before hire.

What is your native
language? How did you learn
to speak

‘Can you perform the tasks
required to carry out the job
for which you have applied
with or without accommoda-
tion?

None

What is the degree of fluency
with which you speak/write
any language, including
English? (Ask only if job-
related.)
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Vacation (eligibility; number
of days)

@ Discussed @ Agreed
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Further Discussion
Needed

=]
Re: # of days. Applicant
currently gets 20 days;
level of job warrants
15. Applicant is adamant.
Suggest allowing 5
unpaid days, if dept.
mgr. agrees, but cannot
take 20 consecutive
days. App. will con-
sider & call w/in 24 hrs.
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Job Fairs May hil several openingsin  May not be able to hire

ashort period of time anyone
Job Posting Morale booster Managers feel lack of
control
Military Outplacement Hands-on experience Lack of general business
Strong work ethic skills
Experience in teaming and
managing
Networking Expanded base of possible  Lack of control
applicants
Open Houses Good public relations Costly
May fill several openings ~ Time-consuming
Outplacement Firms Large numbers of Incomplete picture of
applicants intangibles
Professional Associations  Personal referrals Someone else’s rejected
applicants
Radio and Television Reaches a wide audience  Can be costly

Reaches prospects not
actively looking for a job

Research Firms Allows for greater Services end upon
volvement in the contacting applicants
interviewing process
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Traditional Recruitment
Source

Advertising

Campus Recruiting

Contingency Workers
Direct Mail

Employee Referrals

Employment Services
Former Applicants

Government Agencies.

Advantages
Reaches a wide audience

Can select top students
Opportunity to groom
future management

Can fill jobs in a hurry

Personalized
Selective

Employee morale booster
if referrals are hired

Expeditious

Inexpensive

Access to large labor pool

Good public relations

Cost-effective

Disadvantages
Costly

Hard to assess potential

Possible legal ramifications

Time-intensive
May not be opened

Employee demotivator if
referrals are not hired

Possible systematic
discrimination

Cost
Outdated records
Limited scope.
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Test Takers

Test Administrators

Test Standardization

Test Security

Language
Consistency

Applicants and employees who need to demonstrate specific
skills and knowledge essential for the successful performance
of a particular job

Professionals on staff
Someone on staff sent for professional training
Outside professionals

Same environment

Same conditions: Duration

Instructions

Materials

Physical factors

Eliminate distorting

fluences: Tools in poor repair
Excessive noise
Interruptions.
Uncomfortable seating
Poor lighting
Poor ventilation

Keep separate those who have taken tests from those who have
not yet been tested

Limit access 10 tests and answer sheets

Keep tests locked

Assign random seating

Avoid unfamiliar words or word usage
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Adhering to a strictly structured
agenda

Adhering to a strictly-structured
time frame

Two-way communication
Convenience

Body language
Cost-effective

Tone of voice

Updates
Variety
Content detail

Direct interaction with
other employees

Appeal o Millennials
Discomfort with technology
Likely to ask questions

Employee initiative

Able to revist topics
Managerial interference
Self-paced

Legal concerns

Time-«ffcient

‘Conventional
Less likely t0 occur

Less likely to occur

Extensive
Less convenient
Extensive

Less cost-effective

Presenters: yes
Employees: no

Less ease
Extensive

In-depth coverage
requires more time

Extensive

Less likely
Irrelevant

Possibly unnerving
Easier to monitor
More difficult

Less likely to occur
Nonexistent

Less likely to occur

Not necessarily designed
to be efficient

‘Web-Based
More likely t0 occur

More likely to occur

Nonexistent

More convenient
Nonexistent

More cost-effective

Presenters: yes.
Employees: no

Greater ease
Limited

Allows for greater
in-depth coverage of
topics in less time

Nonexistent

More likely
Relevant

Less unnerving
Cannot monitor
Less difficult

More likely to occur
Extensive

More likely to occur

Designed to be
efficient
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