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6. Recruit to Win 
 

A crucial element in your hiring and retention strategy is to have a 
clear picture in your mind of the type of employee who will have the highest 
probability for success on the job — your success and the success of your 
employee.  Recruiting and hiring must be seen as a game.  A game where 
the successful outcome is a win-win relationship between the employer and 
the employee.    
  

You can hire people for the wrong reason (I just need a "body" to fill 
out this team), and people can take the job for the wrong reason (I just need 
any "job" to meet some expenses), and it may work out for awhile.  But 
eventually, and sooner than later, problems will arise which reveal the nature 
of the lose-lose relationship that has been established. 

 
Develop a Candidate “Profile” 
 

• You may not know "whom" by name you want to hire, but it is 
important to have in mind a "profile" of the most probable candidates.  
The best way to improve your predictions of which employee will 
succeed in the future, is to think about employee success factors that 
have been identified in the past.  As your business develops and you 
gain experience in employee development, you’ll be able to do this 
yourself by thinking about the employees who have worked out well 
for you. 

 
Ask yourself questions such as: 
 

• What ad or recruiting tactic worked to attract these employees?  Why? 
 

• What impressed you when you first met them? 
 

• What is it about their personality that made for a good match to the 
job? 

 
• What was their motivation to work for you? 

 
• Where were they working before they took the job with you? 

 
Employee Survey 

 
• In order to analyze employee retention, a survey was sent to house 

cleaning employees from across the country who had been identified 
by owners as "good hires" and successful workers.  Each of the 
employees who responded to the survey had been employed on the 
job for more than three months.  
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• By collecting and analyzing the survey responses, it was possible to 
create a profile of the successful employee.  While it's obvious that 
there is no one set "mold" for success, it is also wise to keep an eye 
out for common factors and conditions that seem to be part of the 
overall ingredients for a good hire. 

 
Work History 
 
The survey showed several common characteristics that the best house 
cleaning employees have in common. 
 

• 30% left another job to take a house cleaning job, with half of those 
leaving full-time jobs. 

 
• 52% of those who left a job to accept a house cleaning job were at 

that job for more than one year. 
 
With respect to the type of work they had done in the past, the most 
common responses were:  

– Cleaning (46%) 
– Sales (43%) 
– Homemaker (37%) 
– Fast food (36%) 

 
Least common jobs were: 

– Janitorial (16%) 
– Manufacturing (10%) 
 

Recruiting 
 
Heard about the job from: 
 

– Newspaper ad (60%) 
– Friend or relative (21%) 
– Another employee (9%) 

 
Of those recruited through a newspaper ad, they were attracted by the 
following: 
 

– The hours described (43%) 
– The work described (33%) 
– The money offered (33%) 

 
During the interview, the two main attractions were: 
 

– The hours of work offered (78%) 
– The type of working environment described (48%) 
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Other things that attracted them to the job during the interview (rating from 
37% to 43% of respondents) included: 
 

– The type of work 
– The chance to work on a team 
– The chance to make extra money 
– The opportunity to be a team leader 

 
Job Satisfaction 
 

• The survey also gathered information about employee job satisfaction.  
The results are important as you talk with and consider new 
employees.  Are they likely to find the same type of job satisfaction as 
these successful employees?  You may also use this information to 
highlight the important job satisfiers that previous employees have 
experienced: 

 
• Here are the results of the Job Satisfaction Survey, ranked in order of 

what employees like most about their house cleaning jobs: 
 

1. Friendly relationship with other team members 29.9% 
2. The support and encouragement received from the business  

owner 26.9% 
3. The hours of work and Monday through Friday (no nights or 

weekends) 25.4% 
4. The respect they get from their owner   

 23.9% 
5. The money they earn      

 22.4% 
6. The praise and recognition from the owner   

 16.4% 
7. The respect from fellow team members   

 13.4% 
8. The chance to earn more money based on performance  

 11.9% 
9. The chance to work part time     

 10.4% 
10.A chance to do work that makes them feel helpful  

 10.4% 
Education 
 

• 93% had a high school education or higher 
 
Other Survey Information 
 

• 46% regard their house cleaning wage as either required to meet 
monthly expenses or as a helpful addition to household income (49%), 
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rather than as extra income beyond what is necessary to pay 
household expenses (5%). 

 
• 88% reported being with the job four months or longer, and 69% 

stated that they intended to stay with their present house cleaning 
employer for more than a year. 

 
Summary Observations & Conclusions 
 

• With only 9% of employees being referred by other employees, 
offering an incentive to staff members for referring new employees 
needed to be a strong consideration.   

 
• We subsequently learned that offering a finder’s fee to current 

employees, ranging from $50 to $300 (depending on the condition of 
the economy and the available labor pool in the marketplace at any 
given time), can be a worthwhile strategy.  This gives the employee 
something immediately for her efforts, but the bigger reward comes if 
the new hire stays on the job. 

 
• EXAMPLE:  You might offer to pay $50 upon the completion of training 

of a new, referred employee, and an additional $250 after the 
employee has been on the job for 90 days.   

 
The hours of work, work environment, and type of work were strong 
inducements in attracting respondents to Help Wanted advertising 
 
You can run an ad under PART TIME Help Wanted.  Include copy in your ad 
such as 

“Monday – Friday” 
 

“No nights or weekends” 
 

“8 AM – 3 PM” 
 

A surprising number of employees have had sales experience at one time or 
another (43%), suggesting that the daytime hours and lower-stress 
environment may be attractive to people with a sales background 
 
If your newspaper allows it, try placing an ad in a column other than 
Domestic or Miscellaneous Help Wanted.  Retail hours are horrendous, and 
that job often pays less per hour than house cleaning work pays.   

• The upper left hand corner of the ad might read: 
 

“TIRED OF RETAIL HOURS?” 
 

• Cleaning experience in their backgrounds (46%) suggests that many 
respond to the opportunity because of job-familiarity.  We suggest 
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caution here, however.  It is often more productive to hire people 
willing to learn to clean your way than to hire experienced house 
cleaners.  Why?  Because people who have cleaned professionally 
before may be difficult to teach to clean efficiently.   

 
• The upper left hand corner of the Help Wanted ad can read: 

 
“HOUSE CLEANERS” 

 
• The high percentage of people not employed before joining their 

cleaning company may, in part, account for the high percentage of 
respondents listing "Homemaker" as previous employment (37%).  

 
• To attract women from this category, try a caption that says: 

 
“ATTENTION:  HOMEMAKERS” 

 
• Only 30% of employees left another job to accept a house cleaning 

job, and only half of those left another "full time" job to accept a 
house cleaning job.  This suggested that a new or different approach, 
recruiting vehicle, or message be developed and used to attract the 
current work force population  in other less satisfying and/or lower-
paying jobs. 

 
• We developed a HELP WANTED brochure that can be distributed as a 

door hanger, handed out to people you (or your employees) meet on a 
daily basis, or left in display racks at Laundromats, Churches, 
Convenience Stores and almost anywhere that “take one” flyers or 
brochures are displayed. 

 
• As is usually the case in most jobs, money was not the primary factor 

in job satisfaction.  What most respondents found most satisfying 
about their house cleaning job was the friendly relationship between 
team members.  Also high on the list was the support and respect they 
receive from the supervisors and owners. 

 
• While a good hourly wage may attract candidates to the job, they 

won’t stay with you unless they are happy with their work 
environment.  It’s important to develop a “family atmosphere” among 
your employees.   

 
• Most respondents (93%) had an education of high school or better, 

which is an indicator of employees who should have adequate 
intellectual skills for grasping and applying the system taught on our 
Professional House Cleaning Tutorial Program. 

 
• You may be surprised at some of the people who hired on as house 

cleaners.  Their backgrounds have included air traffic controllers, 
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bartenders, professionals, store clerks, hair dressers, waiters and 
waitresses, bank tellers, and people from just about every white collar 
and blue collar background you can imagine. 

 
• It’s important to keep in mind that hiring over-qualified people just 

because they are desperate for a job or you’re desperate for an 
employee can turn into a major disappointment and short job tenure.  
You need to explore the reasons why they’re applying for a house 
cleaning job. 

 
• Very few people (5%) were  working to earn money over and above 

what is needed to pay household expenses.  It is a primary source of 
income to 46%, and a helpful additional income to 49%. 

 
• Although they can earn a good hourly wage, their total work week may 

amount to between 25 and 35 hours (and less if they don’t have a full 
schedule, such as will be the case when you’re first starting the 
business or starting a new team).   

 
• Hiring someone who really needs more income to sustain their living 

expenses than the job is likely to earn them can result in a frustrated 
and unhappy employee.  Poor morale is a formula for short tenure on 
the job. 

 
A Recruitment Strategy:  
Always be Looking for Good Employees 
 
"The only GOOD time to LOOK for employees is when you already 
have enough employees." 
 

• There is a wise old saying in career counseling that goes like this:  
"The only good time to LOOK for a job is when you have a job."  This 
statement can be well applied to recruiting, also. "The only GOOD time 
to LOOK for employees is when you already have enough employees." 

 
Whether you work two- or three-person teams, this may mean that you may 
occasionally have three- or four-person teams (with the additional person 
being your back-up-person-in- training — your insurance policy against 
unexpected terminations or absences). 
 
Your Recruiting Campaign 
 

• Each recruitment cycle should be viewed as a "campaign" that is going 
to take time and resources.   

 
• Your strategy is your Game Plan for a successful campaign.  You want 

to reach your recruitment goals with the wise use of limited time and 
resources.  
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• You should plan a recruiting campaign for every month.  Your 

recruiting campaign may range from one to four weeks throughout the 
month, depending on the number of new employees you're looking for.  
(Remember, you may want one "extra" person on staff.)  

 
• If you meet your recruitment goal immediately, continue the campaign 

to the end so that you can put more qualified candidates "on file" and 
judge the overall success of the campaign.  This is how you learn what 
can or cannot be expected from a fully planned and executed 
campaign. 

 
• Try using different tactics.  One campaign may consist of Help Wanted 

ads every Sunday during the month.  Another might be to run the ad 
every day for one week.  Different newspapers on alternating weeks, 
or both during the same one week campaign.   

 
Your Web site can be a great recruiting tool. 
 

 Where many owners are missing the boat is by not using their Web 
site to recruit employees.  In 2002 we experimented with Internet 
Recruiting at several cleaning companies around the country ─ from 
Anchorage to Atlanta.  Here are the benefits we found to using this 
valuable recruiting tool: 

 
 Most people have access to computers:  According to Internet World 

Stats 220,141,969 Americans were using the Internet in 2008 along 
with 1,596,270,108 around the world as of March 2009.  Many of 
these people are using the internet to find employment, as evidenced 
by online companies such as Monster.com and other similar Web sites.  
Our experience has been that many of them are excellent candidates 
for YOUR business. 

 
 You can say a lot more about the job on your Web site:  Help Wanted 

Ads in the classified section of the newspaper can be expensive, 
thereby generally limiting your job description and requirements to a 
few short sentences.  You don't have this limitation on your Web site; 
all you have to do is drive people to your Web site with a simple 
classified ad . . . 

 
House Cleaning Specialist 

If you can meet our qualifications, you can 
earn top wages with a great company.  We 
provide paid training. For details, please visit: 

www.yourwebsite.com 
  

 Applicants can pre-screen themselves:  Once potential candidates go 
to your Web site they can read all the positive things about your 
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company ─ just as potential clients do.  On your home page and/or in 
the navigation links, you will have a link to EMPLOYMENT 
OPPORTUNITIES.  This job description page should outline the 
benefits the candidate can expect along with the requirements of the 
job in a lot more detail than is possible in a small classified ad.  This 
description will allow the applicant to determine if this work interests 
him/her and screen themselves out if not ─ thereby saving you both 
precious time in the process. 

 
 Provide an online application form:  You know how time-consuming it 

can be to sit by the phone when you have a help wanted ad running.  
Now, from the Job Description page, you can place a link to an 
APPLICATION FORM that the applicant can complete and submit 
online.  You can then review the applications at your leisure and call 
back those you want to interview at your convenience.  In the 
meantime, you can go on about running your business while the 
applications are coming in to your email. 

 
 Be sure to provide a map link on your Application page.  How often 

have you spent time with an applicant only to learn they live an hour 
away from your office?  Most people will not be willing to commute 
that distance for this type of work.  By providing a link to Expedia or 
Map Quest, they will be able to determine the distance and travel time 
from their home to your office.  And if they are invited in for an 
interview, this will give them specific written driving directions on how 
to get there.  Again, this will help to screen out unsuitable candidates 
and save you the time you might otherwise be wasting on the 
telephone. 

 
Click to see sample employment opportunity page. 

http://www.housecleaningbiz101.com/Article-Recruiting-Page.htm  
  
 

Click to see sample Application page. 
http://www.housecleaningbiz101.com/Article-Recruiting-Application.htm  

  
 
Recruitment Record Keeping 
 

• There are four levels of "action" that you should record from each 
campaign: 

 
1. The number of RESPONSES you gain from the ad or tactic, that 

is, the number of telephone responses or referrals you receive. 
 

2. The number of INTERVIEWS held as a result of the campaign. 
 

3. The number of OFFERS made after those interviews. 



Recruit to Win 

Page 102 
© 1995 – 2009 WorkEnders, Inc. 

 
4. The number of QUALIFIED CANDIDATES you hired, or kept on 

file for future openings because of the campaign. 
 

• Judge the success of the campaign by dividing the cost of the 
campaign by the number of job offers made.  The reason to use Job 
Offers numbers, instead of just New Hires obtained, is because it 
indicates whether or not the campaign tactics were successful in 
attracting qualified candidates.  You may have offered jobs to one or 
more qualified candidates who declined the job, but the campaign was 
successful in getting them in for an interview. 

 
The Value of a Good Employee 
 

• Which is more valuable?  A good client or a good employee?  The value 
of a client can be quantified by the potential revenues you generate 
over the period you serve them.  If they represent $120 every other 
week, that's about $3,000 a year in revenues, and, depending on your 
bottom line profit margin, between $600 and $750 per year in bottom-
line profit.  Individually, that's not a whole lot of money — but, 
collectively, 15 of them works out to $9,000 to $11,000 in net profit 
annually. 

 
• If an employee generates $30 to $40 per hour in revenues and puts in 

an average of 30 hours per week, this equates to $900 to $1,200 in 
revenues per week, or between $45,000 to $60,000 annually.  Again, 
depending on your profit margin, we’re looking at $9,000 to $9,000 
$15,000 in profit to your company. 

 
• So, in quantifiable dollars and cents, which is more valuable?  

Obviously, a good employee.  In terms of annual revenues and 
profits, one good employee can be equal to 15 good biweekly clients 
(based on the aforementioned assumptions). 

 
Realistic Recruitment Budget Cost Expectations 
 

• If we're willing to invest $50 to $100 in advertising to get a new client 
(who may or may not stay with us for a year), how much should we be 
willing to invest in advertising to get a good employee?  If the 
employee represents 15 times the value, should we expect to invest 
$750 to $1,500 to get a new employee?  Mathematically, it makes 
sense doesn't it? 

 
• In reality, it is probably realistic to expect to incur an investment of 

$100 to $300 in recruitment advertising for every good hire we make.  
But even if the cost works out to $500 per good hire (meaning an 
employee who not only does a great job, but who also stays with you 
for a long time), the return on investment justifies the expense.  If the 
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total recruitment advertising investment to maintain a three-person 
team at capacity (that is, original team member recruitment cost, 
PLUS the cost of replacing team members who leave during the year) 
over a one year period is $1,500 for the entire team (not per person), 
this works out to a recruitment advertising budget of 1.5% for a team 
generating $100,000 per year in revenues.  If that three-person team 
generates $150,000/year in revenue, it would equate to a cost of 1%. 

 
• The point is, you need to budget a realistic amount for employee 

recruitment advertising, just as you do for advertising for new clients.  
When the labor pool is tight, such as in a good economy with high 
employment, your budget should be higher than in a slow economy 
when the available labor pool is greater. 

 
• In addition to the common elements among existing successful 

employees that we've already discussed at the beginning of this 
chapter, the survey also revealed certain demographic information 
about those who were attracted to house cleaning: 

 
– 85% are female, which indicates that women tend to be more 

attracted to the job than men are. 
 

– Almost two-thirds are married, most of those with children still 
living at home.   

 
– The vast majority of employees attracted to this type of work 

are between 25 and 40 years of age, with an average age of 31. 
 

• By looking at the demographics of employees we have attracted, along 
with the other common characteristics revealed in the study, you can 
better select targeted advertising vehicles and messages to attract 
candidates with a similar profile. 

 
Important Caveat 
 
It is illegal to discriminate against any job candidate based on race, 
age, color, religion, sex, marital status, national origin, citizenship, 
ancestry, physical or mental disability, veteran status or any other 
legally protected basis.  You may not exclude, by discrimination,  any 
qualified candidates who apply for employment. 
 
The Dual Purpose of the Ad Copy 
 

• Recruiting and advertising have two seemingly contradictory purposes 
and this must be understood and accepted.   

 
• First, recruiting must build interest.  The ad must be a "call to action" 

that gets the individual to become a candidate.  The net must not 
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come up empty.  Because of the ad (or other recruitment strategy) a 
number of candidates must come forward. 

 
• The ad, however, must also be the first screen to help eliminate 

approaches from candidates who will not be appropriate.  There is no 
sense, for example, in an appeal that indicates "everybody will love a 
job cleaning houses and be successful," when this is not true.  Such a 
broad appeal will simply tie you up in time-consuming screening and 
deleting of candidates.  The ad should send messages that attract the 
profile in the labor pool with the highest probability of success. 

 
The 5-Step Selection Process 
 

• The following chapters are going to provide procedures and a scoring 
system for making the hiring decision on an "objective" basis.  You're 
going to evaluate the candidate five times as part of your selection 
process.  These five evaluation steps are: 

 
 1. The Phone Interview Screen 
 
 2. The Application Screen 
 
 3. The Personal Interview Screen 
 
 4. The Reference (Employment History and Personal) Checks 
 
 5. Background (Criminal History and Driver's License) Reports 
 

• These five steps are not designed to be CUMULATIVE.  That is, you're 
not going to wait until the end of your reference or background checks 
to "tally points" on all five steps and make a hire/no-hire choice.  You 
need to make a decision at each step to GO forward with the selection 
investigation or STOP the process.  Only on rare occasions will you 
reach the end of the steps and still not be sure of the right decision.  
In these instances you can review your scores at each step in a 
cumulative manner, and judge the candidate's overall profile on all of 
the steps.  This should be rare, however. 

 
• It is in the best interest of both you and the candidate to STOP the 

process after a step when you see there is likely not a good fit 
between the job and the candidate.  At each step you should be 
looking for factors and conditions that make the candidate fit a "blow 
out" where you bring the process to a screeching halt, or where you 
see a "green light" and you want to encourage the candidate to 
proceed in the selection process.  Your general criteria during 
evaluation is whether or not this candidate fits the job and will stay 
with you long enough to improve the length of tenure on the job. 
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• You may want to keep in mind the time- and money-wasting 
possibilities that can come out of a selection process that is not 
handled objectively and carefully.  These bad outcomes are: 

 
 You hire a person with the wrong fit who causes problems with 

your clients and the team and stays with you a long time until 
you finally terminate her employment. 

 
 You hire a person with the wrong fit who leaves within days. 

 
 You hire a person with the right fit, but who only stays a few 

weeks. 
 

 At the end of the steps, you offer the job to a person with a 
likely good fit, and they decline the job. 

 
• You can avoid these bad endings by careful judgment and using the 

ratings scales that will be provided for each of the five steps.  Keep in 
mind what you want and need for the long term growth and 
profitability of your business as you make the hiring decision. 

 
• By using each step consistently, you will show the applicant through 

your questions, your planned approach, and your thoroughness, just 
how important it should be to the applicant.   

 
• You will find that you are using all of your best communication skills 

during the selection process.  Your ability to listen, respond, 
empathize, explain, and evaluate will be crucial.  Throughout the 
steps, you will find that you need to balance two types of 
communication skills.   

 
• First, as a good listener and observer, you will try to "screen out" the 

candidates with a low probability of success.  As you become more 
inclined to believe the applicant might be a good fit, you will begin to 
"sell-in" the job and your company as a good fit for this person.  The 
important thing is to minimize this "selling" until you are beginning to 
be "sold" on the applicant 

 
• You first step in evaluation begins with the Phone Interview.  That’s 

our subject for the next chapter. 
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