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Finding and Hiring Talent


In A Week


Nigel Cumberland




Nigel Cumberland has worked in the corporate recruitment field for over 15 years, having previously worked as a Finance Director with Coats plc where he often had to recruit new staff. He has run offices for some of the world’s leading recruitment firms: Adecco SA, Hays plc and Harvey Nash plc. In addition he created his own award-winning recruitment firm in Hong Kong and China called St George’s which was later sold to Hays plc.


Today Nigel runs a talent and leadership training and coaching consultancy called the Silk Road Partnership. He regularly consults, gives workshops and lectures to organizations on how to optimally attract, recruit and retain talent.


Having worked all over the world for over 25 years, Nigel understands the global and cultural issues of recruitment as well as appreciating the common challenges facing anyone trying to fill a job vacancy – be it in Manchester, Chicago, Shanghai or Cape Town.


He was educated at Cambridge University, is a former chartered accountant (FCMA) and is an accredited executive coach and leadership training professional (Fellow of both the ICPA and of the InstLM).


He currently lives in Dubai with his wife, Evelyn, and son, Zeb.




Introduction


‘An army of a thousand is easily found but not so a general.’


Ancient Chinese quote


Today, knowledge and human capital are becoming an organization’s key resources, and the ability to find, attract and retain talent has become an essential skill that any successful organization must embrace. Likewise, if you wish to become a successful business leader, you must master the skills of talent management, including recruitment. Recruitment skills can only be acquired through practice and this book can act as your guidebook to ensure that you will be as successful as possible with any future recruitment that you undertake.


Many assume that recruitment is an area of business where one must only be very systematic and organized to produce optimal results. This is true and as you read this book you will notice that recruitment will often be referred to as the process of recruitment or as the recruitment process. Likewise, one often talks about recruitment as managing the recruitment pipeline with applicants entering one end of the pipe and successful new employees coming out of the other end.


However, recruitment is also an art and involves developing people and leadership skills that cannot be totally taught. Only through experience can you become a better judge of whether a certain candidate will be the best fit for a particular job role, company culture and management style. In spite of many years of recruitment gurus advising the business world, a surprisingly high proportion of new employees do not succeed with their new employers.


‘50% of American workers quit in the first 6 months’


Leigh Branham, Saratoga Institute


In seven chapters, this book will walk you through the entire recruitment process showing you how to succeed, what pitfalls to not ignore and where to put special attention. These seven chapters will cover:


•  How to exactly define your recruitment needs, showing you how to develop and create job descriptions that capture what a job role’s tasks and responsibilities are and what the needed characteristics of a candidate are to fill such a role


•  Sourcing and finding candidates both locally and further afield through various channels including recruitment firms, jobsites, referrals, job fairs and social networks


•  How to attract candidates through having a great employer branding and marketing message or sale pitch


•  Successfully interviewing candidates to find out which ones would make excellent employees and also using the interviews as an opportunity to sell the company and the job opportunity to the candidates


•  Choosing the ideal candidate through using assessment tools, giving good feedback, background checks, ranking candidates and communicating well with candidates


•  How to make sure that your chosen candidate accepts your job offer by getting the candidate ‘across the line‘ and understanding how to give a candidate an offer of employment


•  Ensuring that the chosen candidate becomes a successful employee who passes their probation period and has their expectations met, thus ensuring that you can call the recruitment a success
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‘I am convinced that nothing we do is more important than hiring and developing people. At the end of the day you bet on people, not on strategies.’


Larry Bossidy


The entire recruitment process begins with the need for two critical questions: ‘What job role are we wishing to fill?’ and ‘The role needs to be filled by what kind of individual?’


Companies that fail to give these two questions enough thought should not be surprised when they later face difficulties in attracting enough suitable candidates, in agreeing who to hire or in being able to attract a suitable candidate to join them. This chapter will help you to avoid these problems by ensuring that the foundation of your planned recruitment process is clearly thought through and planned.


This chapter will show you how to:


•  Define a job role correctly in terms of what the role’s tasks, goals, needed skills or competencies are and the type of role (e.g. full-time or part-time role)


•  Create an ideal candidate profile including an understanding of the required work experience, educational background and qualifications


•  Combine the job role and candidate profile to produce a job description that can later be used in the recruitment process (e.g. to create job adverts and to write interview questions)


•  Agree and to gain approval for the recruitment process (this will include discussion about understanding the expected cost and time frame of the entire recruitment process)





Why do you need to recruit somebody?


This simple question needs to be asked and answered in order to ensure that the entire recruitment process starts and flows well.


The reasons for you needing to recruit may include:


•  A person in your organization has been laid off or fired.


•  A person has resigned from their position.


•  A person has been moved or promoted leaving their position vacant.


•  A single new position has been created or possibly a number of new positions are being created (e.g. perhaps a new business line or department is being set up).


Candidates will want to know why there is a vacancy and you must understand that there is a big difference between such answers as:


‘This is a new position that we have created.‘


‘The last person left the company because the position is so demanding and stressful.‘


Creating a job description


A job description is a document that is normally only one or two pages in length, which describes the key aspects of the job that you wish to fill and is made up of:


•  the job title and the title of the role it reports to


•  the tasks, responsibilities and activities that need to be carried out by the job-holder


•  the skills, background, qualifications and experience that are required to perform the job well.
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You would be surprised how often companies try to fill vacant positions without any agreed job description or any list of duties and activities that somebody in the role would have to fulfil and carry out. Without having a clear and agreed job description, it is very difficult to create job advertisements, create interview questions or to be able to give a clear answer to a candidate who asks the following kind of questions:


•  ‘If I were to work in this role, what would I be expected to do and how would my performance be measured and judged?‘


•  ‘Am I suitably qualified to be able to perform this role well?‘


You may be lucky enough to have an existing description of the job’s duties and this may only need updating and editing. However, very often you will not be so lucky and you will need to create an entirely new job description. The following sections walk you through how to create such a new job description.


Job title and reporting line


First, you need to decide on the job title that you wish to give the role. Sometimes this is a very easy task to do, but often there are a number of possible titles from which you need to choose, with some titles being more attractive and enticing to potential candidates than others, perhaps because a certain title sounds more senior or more modern. As an example, which title in each of these pairs of job titles would seem more appealing and attractive?














	Accounting Supervisor

	Accounting Manager






	Payroll Clerk

	Payroll & Remuneration Specialist






	Recruitment Coordinator

	Sourcing Specialist






	Mechanic

	Mechanical Specialist







Why does the job title matter? You need to market and sell your opportunity, and the more attractive the job title is the greater your chances of having more candidates from which to choose.


It is also good to include details in the job description of the job title that the role will report to, for example the Sales Executive reports to a District Sales Manager or the Accountant reports to the Finance Controller.


The tasks and responsibilities


Second, you need to write down what the job actually involves doing. This is in terms of the tasks, responsibilities and activities. But is this enough information? I would recommend that you also write down for each task some indications of the level of performance expected or goals and targets to be achieved. Here are a couple of simple examples:














	Task, responsibility or activity

	Performance level or goal expected






	Manage the payroll system

	Without any errors; in a timely manner






	In charge of purchasing office supplies

	To keep the spending within budget; maintain all paperwork; obtain three quotations per purchase







From this information, you can create meaningful and clear descriptions of the job’s duties. For the two examples above, the descriptions could be written as follows:


•  Managing the company’s payroll system ensuring that all transactions are accurate and are carried out in a timely manner


•  Tasked with the office supplies procurement process, which includes obtaining vendor quotations, maintaining the procurement files and keeping the expenditure within budgeted levels


Skills and qualifications required


The final part of a normal job description is to work out what the ideal candidate for the job should possess in terms of education, qualifications, work experience and other skills or competencies.


In creating such a list, it is helpful to think through the following questions:


•  What types of skills, experiences and knowledge are really needed to enable someone to perform in the role very well? Which of these are essential traits and which are preferred traits?


•  To succeed in your company, what kind of skills, experience and knowledge are really needed? How many of the top performers have or do not have certain skills and qualifications?


Let us explore each part in a little more detail.


Education


Do you require someone to fill your role who:


•  is a school leaver (leaving after GCESs, A-levels or the SAT)?


•  has completed a qualification at a college or technical institute?


•  has been to university (and obtained a diploma, Bachelors, Masters or a higher degree)?


Be honest in your choice and ask yourself and your colleagues the question: ‘Does the job vacancy you are recruiting to fill really need a highly educated candidate?’ Today we normally seek university graduates to fill so many jobs that only 10 or 20 years ago were being comfortably performed by those who had finished their formal studies at 16 or 18 years of age. Remember that not every high-performing person has a university degree, with notable examples including Bill Gates and Richard Branson.


Professional qualifications


In addition to the school, college and university qualifications, there are many other kinds of qualifications which are given by professional bodies such as the nursing, accounting, executive coaching, human resources, insurance, engineering and medical fields. There are hundreds of such professional bodies at the local, national and international levels.


Such qualifications are normally linked to having to be a member of the relevant association or organization and may include an accreditation.


Are there any qualifications that the job-holder must possess to be able to legally perform the job? Examples might include needing to be a qualified and registered nurse to work as a nurse or care-giver.


Likewise, does a particular job vacancy require certain skills that can only come from having qualified with a particular institute or organization? A common example is needing an accounting qualification to be able to work as an accountant in the accounting and finance profession.


Work experience, technical (or hard) skills and knowledge


A person’s work experience, their acquired skills and knowledge are sometimes used as a measure of whether a person can do the job.


The list of possible required abilities and skills is endless and may include:


•  Do they have the ability to operate the computer programme?


•  Can they operate the welding equipment?


•  Are they able to drive a bus?


•  Can they speak French?


•  Can they consolidate financial accounts?


•  Do they know how to review engineering drawings?


For your role opening, you should ask:


•  What does a candidate actually have to be able to do well?


•  How many years of work experience are really required?


•  Are you seeking actual evidence of the person doing certain tasks and activities? Or are you simply seeking a certain level of maturity which comes with working experience and with age?


I ask this last question because from my many years of recruitment experience I know that very often we over-engineer our job descriptions and we seek a candidate with work experience and skills that in truth are not really necessary to perform the job role well.


Soft skills and competencies


Soft skills refer to a person’s mind-set, attitude, character and personality and are sometimes referred to as competencies or behavioural competencies.


We are all very good at judging people, rightly or wrongly, in this area, making comments such as:


•  He is very lazy and not persistent.


•  She seems to lack good people skills.


•  He is always too aggressive with his staff.


A person’s soft skills and competencies can be used to answer the question as to whether somebody will be able to do the job well.


To succeed in the job opening, what kind of soft skills and competencies should a candidate possess?


For the person to fit into your organization and culture, what kind of additional soft skills and competencies may be required?


The following examples of soft skills will help you to determine which are important to look for in candidates you may wish to hire, and which you may need to list in any job descriptions you are writing.




•  Communication skills


•  A sense of humour


•  Service mentality


•  Problem-solving


•  Being open


•  Adaptable


•  Delegation skills


•  Creativity


•  Persistence


•  Understanding our role and responsibilities


•  Team working


•  Interpersonal skills


•  Able to build relationships


•  Time management


•  Professionalism


•  Accuracy


•  Proactive


•  Empathy


•  Trust


•  Patience


•  Presentation skills


•  Supportive


•  Tolerance


•  Integrity
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Perhaps your organization has already created a structured competency model, in which job roles have been studied and the list of necessary soft skills and competencies required to succeed in each role have been agreed upon and listed.


If not, you must simply try to list the required soft skills and competencies that you determine are needed. Try observing people who are performing in the same or in a similar role – what soft skills do they need to do their job well? Go through lists of soft skills such as those in the table above or take lists from the web and ask yourself and your colleagues the following kinds of questions:


•  Do you need someone quiet or loud?


•  Someone very focussed or more open to ideas?


•  Someone who speaks well or is more of a good listener, or both?


•  Is creativity an important quality that you need?


Other requirements of the job


What else might your job role involve? The following are some examples of other requirements that might need to be included in a job description. The list is not exhaustive and you may think of unique factors that relate to your organization and to your particular job vacancies.


•  Are the working hours unusual? Do you need somebody willing to work at weekends or overtime?


•  Is there a lot of travel involved in the role and you need a candidate who is able to travel over weekends?


•  Does the person need a driving licence and/or their own car?


•  Do you require someone with overseas work experience?


The complete job description


We have walked you through the key parts of a job description, namely:


•  Job title and reporting line


•  Tasks and responsibilities


•  Skills and qualifications required


–  Education


–  Professional qualifications required


•  Work experience, technical (or hard) skills required


•  Soft skills and competencies required


•  Other requirements of the job


Below is an example of how a completed job description can look.




JOB DESCRIPTION














	Job title:

	Business Development Manager






	Reporting to:

	Managing Director







Tasks and responsibilities:


•  Defining the target markets and determining their market size


•  Designing and implementing a customer survey to assess clients’ perceptions of all aspects of our services


•  Designing a group business development plan including a competitor analysis


•  Being responsible for all internal communications in relation to business


•  Working with all the Marketing and Sales team to secure regular referrals and to ensure appropriate follow-up


Professional qualifications required:


•  Accountant/Lawyer/Banker background with relevant accreditation and membership(s) of associations


Education:


•  University educated, ideally with an MBA


Work experience:


•  At least ten years work experience


•  Sound experience in sales and marketing


•  Strong sense of professional integrity


•  Able to conduct staff training at senior levels


Soft skills and other requirements:


•  Speak fluent English


•  Highly rational with an appreciation of practical and common-sense solutions


•  Strong communication skills


•  Focussed, creative and self-motivated


•  Have a valid work visa





The job description is a very important document in any recruitment process and at a number of points in the recruitment process you will need to refer to it as you create job advertisements and interview questions.


Avoid any discrimination issues


In most parts of the world, there are certain aspects of a candidate profile or background that employers are no longer allowed to differentiate around. These typically relate to age, marital status, race, religion, gender and sexual orientation.
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