Hiring: A Survival Guide

By Neil Fjellestad and Carol Levey

Background - According to Washington’s Bureau of National Affairs employee turnover is running at its highest level in nearly a decade. The inherent costs of attracting and retaining good talent are rising at a dramatic rate. A national poll among employers indicates that they are expecting to spend 36% more for training. Employers without a hiring plan to beat the tight labor market will get hurt in the new millennium. Further, with unemployment at a 24-year low the right investment in business technology, service systems and staff training are necessary to maximize profits.

Our training and consulting schedule brings us into the finest management companies around the country. Finding, hiring, training and retaining quality frontline service providers are universal concerns. (See our article “Recruitment: An Industry Problem with a Local Solution.”)

Successful hiring is a combination of well-constructed interview(s) and an effective orientation. The cost of a bad hire is twofold: 

A) direct costs totaling about 1.2 times the annual salary of the hiree and;  

B) the indirect costs associated with negative impact on customers and other employees.

We have sifted through the hiring stories of others along with our own experiences. The following highlights are consistent indicators of positive interviewing:

· Experienced interviewers indicate their success is predicated upon the preparation put into the interview process before the candidate arrives.

· Interviewers should be trained to thoroughly understand the hiring process and be very familiar with the specific job being discussed.

· Determine a “target profile” that is likely to predict job success. Detail “target profile” in writing including experiences, skills and personality traits.

· Design and utilize an application form that showcases candidate’s profile, which can be compared objectively with the “target profile.”

· Give the candidate written material that highlights the company (vision, mission statement, company culture). Encourage and allow time to answer candidate’s questions.

· Prepare and use written interview questions that spotlight “target profile.” Write down responses that can objectively compare candidates.

· The interview area should be clean and free of distractions or interruptions.

· Remove physical barriers (i.e. desk) that might inhibit open communication.

· Be articulate on company benefits, conservative on earning potential and advance. Be enthusiastic without hard sell or sugarcoating.

· The interview process should be kept focused. Include peer interview, be alert to candidates’ concerns and clearly communicate goals and standards.

· When past employers or references are contacted let them know their candid input is important to a good match and the candidate’s success. Be open about your “target profile” asking some of the same questions posed to the candidate (i.e. Give me three qualities that best describe candidate). Compare these responses with answers received from the candidate.

· If the hiring process includes testing make sure results are relevant to the “target profile” and ranked objectively with other candidates.

· A structured interview has a success rate of 4 times the subjective interview (where an interviewer makes an emotional decision within the first 5 minutes and spends the rest of the interview defending their opinion).

Whether hired or not, timely follow-up with the candidate is imperative. We are currently working with several management companies to convert appropriate parts of the interview process to an interactive, computer-based program. We are excited about the potential.

The hiring process doesn’t end with an agreement and a start date. The new employee is excited just like a new resident before move-in. Orientation, just like move-in is a naturally stressful experience. In the new employee’s mind everything is decided within the first 30 days. National surveys alarmingly indicate that one-half of our employee turnover is predicated upon barriers created within the first 30 days. 

The following highlights are keys to a great start.

· First 30 days must be organized and executed consistently.

· Orientation must be immediate, thorough and sensitive to new employee concerns.

· Introduce new employee to specific resources to get questions answered along the way.

· Utilize a buddy system and cross-training to help new employee “fit in.”

· Explain first paycheck and benefit enrollment details.

· Regular feedback that is informal, open and two-way.

· Formal evaluation at the end of 30 days including peer input.

Hopefully, there is an idea here that you can put to work immediately and consistently. If you have a hiring story or concern - contact us!
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