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Job Hunting


In A Week


Patricia Scudamore & Hilton Catt




Patricia Scudamore and Hilton Catt have many years’ experience of working in recruitment, enabling them to bring the perspective of both employer and candidate. They have written more than 25 books based on their experience of what it takes to make careers work in today’s rapidly changing and uncertain world. They were among the first to embrace the idea of people taking on the job of managing their own careers rather than leaving it to employers to do the thinking for them. They have seen for themselves the richness and diversity of modern careers, and exploiting this richness and diversity to the full is one of the central themes in their work. They have written a number of other books in the Teach Yourself series.


Visit their website at scudamorecatt.com and their blog site at patriciascudamorehiltoncatt.com




Introduction


In this book you will learn everything you need to know about successful job hunting. Starting on Sunday, read the book a chapter a day and see how quickly you build up an expert inside knowledge of how the job market works. Then, as the week goes by, discover how you can apply the knowledge you have acquired and use it to your advantage. By the end of Saturday you will find that you have a formidable store of practical information at your fingertips for dealing with the tough challenges that all serious job hunters have to face sooner or later.


Whether you are a newcomer to the world of work or a second, third or fourth jobber, you will find plenty here for you. Whether you are simply looking to better yourself, are facing redundancy or trying to break into an entirely new field – in fact, whatever your situation is – the task of finding opportunities that are consistent with the aim you have set yourself is still the same.


On Sunday and Monday, we will introduce you to the nature of the job market and some fundamental rules for anyone engaged in the task of job hunting.


Then, on Tuesday, you will find a whole chapter devoted to getting you to see the benefits of giving your job hunting a sense of direction – a process we call ‘targeting’. You will learn on Tuesday how to target jobs properly and, from carrying out a simple exercise, you will immediately see the benefits, such as:


•  less time wasting and better results for your effort


•  fewer ‘sorry but no thank you’ letters of the type that, over time, can lead to discouragement and giving up


•  a truer picture of what the market for someone like you has to offer


•  more accurate feedback – feedback you can use to give your targeting the fine-tuning it needs


•  most importantly, more success: more job applications with positive outcomes.


On Wednesday you will teach yourself what it takes and how to overcome competition of the type you will face in abundance when you apply for any good job that has been advertised.


But is it true that the best jobs are never advertised? The short answer is ‘yes’ and by the end of Thursday you will know all about this so-called invisible job market – why it exists and, most importantly, what you have to do to access it. You will learn about proactive sourcing, which is a collective term to describe the methods that you can use to tap into the invisible market – a market that would remain hidden from you if you did not take active steps to engage with it.


On Friday you will discover how to put an added dimension into your search for the job of your dreams by boosting your chances of being headhunted.


Finally, on Saturday, you will learn what you should do when the job offer is put in your hands and you have to make your mind up whether to say ‘yes’ or ‘no’. It may seem like a straightforward decision but always at the back of your mind is the fear of a step into the unknown and the risk of making a bad move. You’ll find how to assess the risk of changing jobs properly within your broader career strategy and, where there are danger signs, how to recognize them.
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Today you will learn about how the job market is made up of two sectors:


1  The visible market: the jobs that are advertised in newspapers, or on the Internet or anywhere else where they are open for everyone to see. Here the challenge is engaging and seeing off competition, especially where the jobs are good jobs.


2  The invisible market: the jobs that are rumoured to be the best jobs; the jobs that, for one reason or another, employers keep to themselves. Here the challenge is finding out about these jobs and, when you have, knowing what to do to get your face in the frame.


Just as the visible and invisible markets are very different, so are the techniques you have to use to engage with them:


•  Reactive sourcing is how you access jobs on the visible market.


•  Proactive sourcing is how you access jobs on the invisible market.


The terms ‘reactive sourcing’ and ‘proactive sourcing’ will come up again and again, both in today’s lesson and as you move through the rest of the week. It is important today that you get used to the terms and understand what they mean and to what they refer.
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The job jungle


Imagine you’re setting off on a journey through the jungle all on your own. The first few steps you take will be bold ones until you find out the jungle is a strange place where there are no paths to follow and no signposts to show you the way. You press on regardless, hoping everything will be OK, but after a while you’re thrashing around in the undergrowth hopelessly lost. Sooner or later despair takes over and all you want is the quickest way out.


Going out on to today’s job market can be a bit like this. At times it seems impenetrable and hostile. At times it feels like all you’re doing is going round in circles and achieving nothing. At times all you will want to do is sit down on the ground and put your head in your hands.
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WARNING!


Discouragement is what happens to people who thrash around in the job jungle with no clear sense of direction. In job hunting, discouragement is what you need to avoid at all costs.
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Job hunters’ concerns


A few years ago we asked a random sample of candidates for junior to middle-management posts in manufacturing industry to list what concerned them most about today’s job market conditions. This is what they came up with:


•  the sheer volume of competition for good jobs – the difficulty in even getting interviews


•  bad manners (employers not replying to applications or letting candidates know how they got on at interviews)


•  the so-called invisible market – the rumoured 90 per cent of jobs that aren’t advertised; how to find out about such jobs


•  the risk attached to changing jobs; the fear of making bad moves and what could follow.


Understanding today’s job market


So what’s going on here and why do so many people see today’s job market as such a ‘difficult’ place? Let’s take a closer look and see what we can find out.


Few of us need any reminding that the world in which we live and work has changed very substantially in the last 20 years. Big smokestack industries have for the large part gone. Dozens and dozens of small start-up businesses have taken their place – to the extent that the small firm sector is now an important provider of quality employment (a fact no one should ignore).


Even with big firms, the need to cut costs has driven many of them to downsize and streamline. What’s more, this downsizing and streamlining has been accompanied in many cases by breaking up once large structures into smaller, more manageable units (fragmentation).


How do these changes affect the way recruitment is handled?


Classic recruitment


We have coined this term to describe most people’s conception of what the recruitment process involves. The following example will help you understand what it is.




Example: Company X


Company X has a vacancy for an IT Manager. Company X is a major player in the automotive components industry and it employs approximately 5,000 people spread across three locations. The instruction to proceed with recruitment is given to Company X’s human resources department. Advertisements are placed in various newspapers and on the company’s website. The vacancy is also given to two firms of recruitment consultants specializing in IT staff. As a result, 30 applications are received, from which the human resources department picks out 15 for preliminary interview. From these preliminary interviews, a shortlist of five candidates is put forward to the Chief Executive for final selection purposes. At each stage unsuccessful candidates are informed in writing.





Recruitment today


Big companies Classic recruitment still goes on, of course, but in many big companies where classic recruitment used to be practised, very different circumstances now prevail.


For a start, human resources departments suffered more than most in the various phases of headcount slashing we have seen in recent years. Viewed as peripheral to the core activity of businesses, they have, in some cases, been disposed of altogether while in others they have been reduced to mere shadows of their former selves. The result? We see recruitment today pushed more and more on to the shoulders of line managers, meaning the standard to which it is done depends on:


•  how much time and what resources they can give it (bearing in mind they have other functions to discharge as well), and


•  how experienced they are.


Time and resources are, of course, major areas of concern for all practising managers but, to add to the problems, the delayerings, restructurings and downsizings of recent years have left many of them with little or nothing in the way of administrative support. Witness the fact that the armies of secretaries and assistants who once used to surround senior managers in big companies have to all intents and purposes gone. Today the same senior managers are more likely to have to do their own fetching and carrying, take their own phone calls and, in some cases, do their own typing as well.


[image: image]


Small companies Small companies have never carried human resources departments (at least not as a rule). Recruitment has always been dealt with by busy managers with other responsibilities. What’s different about small companies is that there are a lot more of them about.


Bad manners?


Why are employers so remiss about responding to applications these days? Has there been an outbreak of bad manners as some job hunters seem to think?


Not that we wish to excuse employers who don’t reply to candidates’ letters but the explanation, very often, is not rudeness but some hard-pressed manager faced with the problem of finding a replacement for a key member of staff who has decided to leave. What happens is this. An ad is put in the paper and maybe a few firms of recruitment consultants are contacted. Where the job is a good job, the result is a glut of applications. Bearing in mind that our manager is probably not too used to such situations, they respond by picking out a couple of letters which catch their eye then put the rest to one side with the intention of dealing with them later. Another crisis crops up followed by another and, like any good manager, they respond by prioritizing. As a result, jobs like replying to a bunch of unsuccessful applicants get pushed to the bottom of the pile from where they may never surface.


Quick fixes


Another facet of the downsized delayered world we live in is the way gaps in the ranks of key people quickly cause companies problems.




Example: Company Y


Company Y is a manufacturing plant employing 600 people. Previously, Company Y had a three-tier management structure:


Manufacturing Director
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Section managers (5)
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Cell managers (30)


Five years ago, faced with intense global competition and the urgent need to cut operating costs, Company Y decided to take out the section management tier from its structure, leaving cell managers reporting directly to the Manufacturing Director. As a consequence of this, wherever a cell manager’s position is vacant, shop floor personnel have a direct line to the Manufacturing Director – a situation the Manufacturing Director finds difficult to deal with. A further consequence? The Manufacturing Director does his level best to get any vacant cell manager slot filled as quickly as he can.





The invisible job market


Classic recruitment is time-consuming and hard work. It has little appeal therefore to hard-pressed managers with vacancies that need filling fast and a thousand and one other concerns clamouring for their attention. So what happens in these situations? The answer is they do what all resourceful managers do; they look for short cuts.


Here is an example of a short cut:


‘If we advertise positions in the press, we find ourselves inundated with response – 90 per cent of which is totally unsuitable. Rather than give ourselves this kind of hassle, we prefer first of all to see if there is anyone we know in the trade. If there isn’t, we usually go to a few firms of recruitment consultants and ask them to put up a shortlist of candidates from their files.’


A vast and largely untapped invisible job market has emerged in recent years – jobs that are never advertised and are filled by one of three methods:


1  Approach – companies sourcing people through their networks of contacts within given industries or trades or using headhunters to do this task for them.


2  Recruitment consultants – accessing candidates by asking firms of recruitment consultants to search their files for suitable candidates.


3  Previous applicants – revisiting applicants for previous jobs, including unsolicited CVs.


There are other reasons apart from the ones we have touched on already for the growth in the invisible market. Let three senior executives from the new breed of small knowledge-based businesses explain:


‘The people we’re interested in won’t necessarily be looking for another job. This is why advertising doesn’t work for us.’


‘We’re seeking people with scarce and very defined skills. We find the only way of getting such people is by going to specialist firms of recruitment consultants.’


‘Picking up a square peg in a senior management job is a major area of concern for us because of the damage it could do to a team-based business like this. When we recruit, therefore, we always enlist the help of headhunters. We feel happier about people who come to us with a headhunter’s recommendation.’


The key points to pick out here are:


•  the increased awareness today of the downsides of making poor selection decisions, particularly where the vacant slot is a position of responsibility; not only is there the damage to the business to be considered but also the prospect of litigation if the bad choice has to be exited quickly


•  the impact of skills shortages on businesses: the widely held view that recruiting people with scarce skills calls for something ‘special’


•  the growth of headhunting as a preferred method of recruiting, particularly where senior executive appointments are concerned; the ‘comfort’ factor that headhunting offers.


There are just three things you need to appreciate about the invisible market:


1  it’s big


2  it’s getting bigger


3  you need to get in on it.


Reactive and proactive sourcing


The last job for today is to introduce you to some useful terminology.


Reactive sourcing


This is where the stimulus is provided by the employer – usually in the form of advertising. Here you are responding to an invitation to put yourself forward and the quality of your response is what counts. Reactive sourcing is used to attack the visible market.


Proactive sourcing


This is job hunting aimed at the invisible market – where, to penetrate the walls and get your face in the frame, the stimulus needs to come from you.


Successful job hunting today means having the capacity to attack both the visible and the invisible markets, which in turn means using a ‘mix ‘n’ match’ of proactive and reactive sourcing. Too many candidates put all their effort into the latter (replying to advertisements), meaning they miss out on some of the better opportunities the market offers.
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Summary






	

One of the reasons why candidates prefer to put their effort into reactive sourcing is because, on the face of it, it is easy. All you have to do is sit at home and flick through the local evening paper on jobs night, comb through the ads in your professional journals, check out a few websites and there you have it. Job done, or so you think, whereas in reality all you have looked at is a tiny fragment of what’s out there for you. By completely ignoring the invisible market you have effectively put a barrier between yourself and what could be the best of what the market in its complete state has to offer.


The conclusion to what we have done today is therefore that the job market is like any other market. You don’t dictate the way it works. It has its own rules and you have to learn to play by them or you will find yourself constantly in situations where, unless luck is on your side, you will end up banging your head on brick walls.


The message? Adapt your job hunting strategies to how the market works today and not to the way it was years ago. Learn to move with the times. Don’t get left behind.
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