Recruit to Win

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 e the highest
probability for success on the job — your success and the of your
employee. Recruiting and hiring must be seen as a ga e where
the successful outcome is a win-win relationship bet ployer and
the employee.

You can hire people for the wrong reas
out this team), and people can take the jo
any "job" to meet some expenses), and it
eventually, and sooner than later, problaas
of the lose-lose relationship that ha

Develop a Candidate “Profilg

You may not know
important to hav
The best way t

succeed in the

to work for you?

king before they took the job with you?

nalyze employee retention, a survey was sent to house
ployees from across the country who had been identified
rs 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.

Page 94
© 1995 - 2009 WorkEnders, Inc.



Recruit to Win

« 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 th
cleaning employees have in common.

 30% left another job to take a hous
leaving full-time jobs.

 52% of those who left a job
that job for more than ong

With respect to the type of
common responses were;

- Cleaning
Sales (4

rkldescribed (33%)
oney offered (33%)

iew, 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
The results are important as you tal
employees. Are they likely to find the

these successful employees? Yg
highlight the important job s;
experienced:

 Here are the results f t
what employees li

1. Friendly \
2. The supp ness

ay (no nights or

oney based on performance
art time

0 work that makes them feel helpful

igh school education or higher
nformation

 46% regard their house cleaning wage as either required to meet
monthly expenses or as a helpful addition to household income (49%),

Page 96
© 1995 - 2009 WorkEnders, Inc.



Recruit to Win

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 cleaning
employer for more than a year.

Summary Observations & Conclusions
e With only 9% of employees being referr
offering an incentive to staff members
needed to be a strong consideration.:

We subsequently learned that g

surprising have had sales experience at one time or
tive to people with a sales background

it, try placing an ad in a column other than
an€ous Help Wanted. Retail hours are horrendous, and
less per hour than house cleaning work pays.

ft 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.

e The upper left hand corner of the Help Wanted ad
“"HOUSE CLEANERS”

e The high percentage of people not empl
cleaning company may, in part, accou

respondents listing "Homemaker" as

« To attract women from this catg

“ATTENT L4

job, and only half
house cleaning j

t “take one” flyers or

ey was not the primary factor
dents found most satisfying

the friendly relationship between
list was the support and respect they

unless they are happy with their work
portant to develop a “family atmosphere” among

ents (93%) had an education of high school or better,
indicator of employees who should have adequate

| skills for grasping and applying the system taught on our
sional 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-qualifj
because they are desperate for a job or you're de
employee can turn into a major disappointment
You need to explore the reasons why they’re
cleaning job.

+ Very few people (5%) were working
what is needed to pay household ex
income to 46%, and a helpful addition

e Although they can earn a go
amount to between 25 an
schedule, such as will b
business or starting

* Hiring someone
expenses than
and unhappy e

ula for short ®nure on

Always be L

when you already

seling that goes like this:

is when you have a job." This
cruiting, also. "The only GOOD time
ou already have enough employees."

erson teams, this may mean that you may
-person teams (with the additional person
-in- training — your insurance policy against
absences).

ment cycle should be viewed as a "campaign" that is going
e 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 st

€ campaign
"on file" and

« If you meet your recruitment goal immediately,
to the end so that you can put more qualified
judge the overall success of the campaign. This
can or cannot be expected from a fully p
campaign.

e Try using different tactics. One camp
ads every Sunday during the
every day for one week. Dif
or both during the same ¢

Your Web site can be a grea
» Where many ow

site to recruit
Recruiting

rch 2009. Many of
ployment, as evidenced
and other similar Web sites.
hem are excellent candidates

job on your Web site: Help Wanted
oY the newspaper can be expensive,
ur job description and requirements to a
don't have this limitation on your Web site;
drlve people to your Web site with a simple

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 reqwrements of the
job in a lot more detail than is possible in a small cla d ad. This
description will allow the applicant to determine if interests
him/her and screen themselves out if not — theg
precious time in the process.

Provide an online application form: You
can be to sit by the phone when you
Now, from the Job Description page,
APPLICATION FORM that the appllcant
online. You can then reV|ew thg

have you spent
away from yo
that distancg fo

scom/Article-Recruiting-Application.htm

cls of "action" that you should record from each
umber of RESPONSES you gain from the ad or tactic, that
he 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.
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4. The number of QUALIFIED CANDIDATES you hired, or kept on
file for future openings because of the campaign.

the
use Job

e Judge the success of the campaign by dividing the c
campaign by the number of job offers made. The
Offers numbers, instead of just New Hires obtai
indicates whether or not the campaign tactics
attracting qualified candidates. You may have o
more qualified candidates who declined j
successful in getting them in for an in

The Value of a Good Employee

 Which is more valuable? A g
of a client can be quantifi
over the period you ser
week, that's about $3,008
bottom line profit i
line profit. Indiv
collectively, 1
annually.

is more valuable?

of annual revenues and

ual to 15 good biweekly clients
mptions).

0%t Expectations

50 to $100 in advertising to get a new client
t stay with us for a year), how much should we be
vertising to get a good employee? If the

ts 15 times the value, should we expect to invest

o get a new employee? Mathematically, it makes

tit?

0 $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 o O% for a team
generating $100,000 per year in revenues. If tha rson team
generates $150,000/year in revenue, it would € cost of 1%.

« The point is, you need to budget a realistic amo
recruitment advertising, just as you do f
When the labor pool is tight, such as i
employment, your budget should be
when the available labor pool is great

e In addition to the common e
employees that we've alre

ealed in the study, you can
es and messages to attract

of the Ad Copy

and advertising have two seemingly contradictory purposes
Is must be understood and accepted.

e 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 approprj There is no

The 5-Step Selection Process

e The following chapters are going
system for making the hiring
going to evaluate the candd

The Phone I

gnal) Checks
icense) Reports

LATIVE. That is, you're
rence or background checks
ke a hire/no-hire choice. You

ige the candidate's overall profile on all of
¥ rare, however.

‘ ’P when you see there is likely not a good fit
joB and the candidate. At each step you should be
ctors and conditions that make the candidate fit a "blow
ou bring the process to a screeching halt, or where you
en light" and you want to encourage the candidate to

p d 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 caus
your clients and the team and stays with yg
you finally terminate her employment.

ime until

% You hire a person with the wrong fit who

% You hire a person with the righ
weeks.

% At the end of the steps,
likely good fit, and th

, respond,
. Throughout the
wo types of

, you will try to "screen out" the
pf success. As you become more

ight be a good fit, you will begin to
pany as a good fit for this person. The
e this "selling" until you are beginning to

ation begins with the Phone Interview. That's
® next chapter.
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Documents related to

Recruit to Win

Sample Help Wanted Brochure
Sample Employment Opportunity We

Sample Web Screening A on Page

N
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