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	RECRUITMENT TOOLKIT

	PART A: Pre - Interview

	

	· Sources of Employees: Internal v External Recruitment

· Referrals From Existing Employees

· The Internet

· Direct Mail Recruitment Campaigns

· Agencies and Consultancies

· Other Sources of Employees

	

	FOR MORE INFORMATION CONTACT THE 

	AAAA HR HOTLINE: 1300 735 306
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SOURCES OF EMPLOYEES: Internal v External Recruitment

Summary:

Positions may be filled in a variety of ways – internally and externally (advertisement externally). Internal recruitment includes: 

1. Promotion by seniority

2. Direct appointment or promotion by management

3. Lateral transfer of an employee from one section or job to another.

4. Demotion (rare)

5. Internal advertising 

Both internal and external recruitment have their advantages and disadvantages.

Internal v External Recruitment

	INTERNAL
	EXTERNAL

	Pros
	Cons
	Pros
	Cons

	May aid morale
	Danger of inbreeding
	New blood
	May not fit in

	Easier to assess applicant's ability
	Discontent among those not promoted
	No favourites from inside leading to resentment
	Morale of those passed over

	Good performance is rewarded
	Political infighting for promotion
	Outsiders bring in fresh ideas to old problems
	More training required

	A succession plan for promotion is developed
	Strong evaluation program needed
	Forces insiders to compete — remain updated in skills, education
	A longer orientation period necessary

	Necessary only to hire at base level
	Criticism from those outside organisation
	 
	Can be very expensive

	Avoid ``leak plugging'' strategy
	 
	 
	 

	Less costs
	 
	 
	 


REFERRALS FROM EXISTING EMPLOYEES

Summary:

Referrals of job applicants by the organisation's existing employees can be a low-cost, but very effective method of recruitment. In addition to its cost advantages, such as reduction of advertising costs and employment agency fees, it has the advantage that current employees have a good knowledge of what a job entails and what the organisation requires. Another advantage is the ability of employees to ``sell'' the benefits of working for the organisation to other potential employees. 

Some organisations have found it worthwhile to provide incentives to employees to encourage their friends or acquaintances to apply for jobs with the organisation. These incentives frequently take the form of prizes or other rewards for employees who refer people subsequently hired by the organisation. The logic of the incentive approach is that employees deserve to receive a commission for obtaining a ``sale'', and the overall cost is still likely to be less than for other recruitment methods. 

	REFFERALS FROM EXISTING EMPLOYEES PROGRAM – CHECKLIST
	√

	Employees need to know when vacancies exist.
	

	The specific skills and qualifications required for each vacant position must be communicated to employees. 
	

	Programs and their rewards should be extensively and regularly publicised.
	

	Where there is a specific employment intake, for example for a new factory or department, details of the numerical goals should receive publicity.
	

	The program must set out who is eligible for any prizes, bonuses, etc.
	

	Some procedural points may require attention, for example whether the program applies to part-time and casual employees or full-time employees only; whether the employee referral must be the applicant's first contact with the organisation; what happens when more than one employee refers the same applicant; and whether rewards should be given when the applicant commences work or after a ``qualifying'' period (e.g. if both the new and existing employees are still employed after three months).
	

	A program may offer short-term rewards for each employee recruited, such as cash bonuses, gifts, dinners, etc. 
	

	The organisation could offer a large prize drawn from a raffle involving all employees who have referred someone once a target number of employee referrals is reached or a program terminated. Such a prize could be a trip, car, furniture, etc. For the latter type of prize, a progressive total should be publicised to employees as the program proceeds.
	


THE INTERNET

Summary:

The most rapid growth area for advertising employment vacancies is the internet. Users insist that beyond the novelty and hype associated with using the internet, it offers real solutions to real problems in recruitment, including greater speed, lower costs and its ``global'' coverage. 
Own website: 

· Add advertisements section to your site

· Jobs available can be classified, for example by using appropriate key words or by type of job, location and various other parameters.

· Should have the opportunity to respond to a job vacancy by forwarding their resumes by email. 

· This is probably the simplest approach however it has the potential drawback that job seekers will only discover the vacancy if they happen to access the organisation’s website – there is nothing which alerts them that there actually is a vacancy.

Recruitment Search Engines:

· Seek, My Career

· Industry Specific

· The agency will charge the employer a fee to have a recruitment advertisement placed online for a certain period – usually 1 month.

· Job seekers may locate vacancies either by browsing on the internet or by using search engines which take them to the websites which have vacancies advertised.

· If an email address is provided, job seekers can respond directly to the advertisement. 

· Job seekers may also register with the search agent, which will email details of relevant vacancies to them as the vacancies are notified. 

· Some provide a service where job seekers’ resumes are kept online and an employer can study them

· Some agencies and consultants have developed special online job applications forms that can be tailored to suit each position

· Electronic resume – preparing forms are also available.

· Some newspapers also place their employment advertisements on websites.

Feedback available:

· how many casual ``hits'' the site received; 

· how many of these studied the advertisement in detail; and 

· how many actually applied for the vacancy after reading about it.

Choosing a jobs website

Assuming an employer does not have its own jobs site and/or wishes to use the sites of other providers, the following are some ``best practice'' tips for selecting a website. 

· Use search engines to track down websites, noting which ones are the most used and most accessible.

· Identify sites with a proven track record in the employment field you are recruiting in.

· Isolate the features that are most important to the vacancy, for example cost, availability of screening software (for example to process resumes and reject unsuitable ones, ability to handle administrative aspects, length of time the vacancy will be posted for, whether ``banner'' advertising is available, etc; and evaluate each site in terms of these.

· ``Test drive'' each site as a hypothetical job seeker, evaluating aspects such as ease of access, clarity of contents, navigability, download times, etc.

· Once you have used a site, track and evaluate its performance, in terms of number of applications generated, number that survive initial screening, cost per applicant and quality of applicants. Review the situation regularly.

DIRECT MAIL RECRUITMENT CAMPAIGNS

Summary:

An alternative to press or internet advertising or the use of employment agencies to fill employment vacancies is the use of a direct mail campaign to reach potential employees. Such a campaign could be considered in situations such as the following: 

· When a plant is set up in a new area and large numbers of local employees are needed; 

·  When a vacancy has been advertised, but the applicants who respond lack the skills or experience necessary; or 

· Special projects, where only a few people are suitable.

	DIRECT MAIL CAMPAIGN CHECKLIST
	√

	1. identification of the target ``audience'' (people who might be suitable for recruitment);
	

	2. preparation of 

· a postage-paid envelope and an email address to encourage people to respond; 

· a brochure containing information on the organisation, jobs, benefits and working conditions, plus referral to a website for further information and enquiries; and 

· A reply card in the format of a mini-resume (remember that many people may not have their own current resume).


	

	3. devising or obtaining a mailing list; 
	

	4. collating responses to the campaign from interested people; and 
	

	5. the selection process — providing further information to applicants, arranging interviews, etc.
	


It is important that you consider these factors below in to ensure a successful campaign.

AGENCIES AND CONSULTANCIES

Summary:

While most private agencies are costly, it can be more economical to use an agency for recruitment and initial screening, than delegating the task to someone in the company, especially where a large response is expected. Here’s what you need to know about using Agencies and Consultancies. 

Why use them?

· Some employers feel that an agency is better equipped to select employees in especially difficult categories such as sales representatives or executives. While the necessary qualities for these positions may be harder to define, it may be a fallacy to believe that an agency can make a better selection because it possesses some special ability or test. After all, the employer is the person most aware of the actual job content and employee qualities required to fill it. 

· Another reason for using an agency is confidentiality. The employee to be replaced may still be working for the organisation, but it may be desired to find a replacement prior to the termination. Alternatively, the organisation may simply wish to avoid publicity. 

Communicating your needs:

The agency must know the following: 

1. the job, its title, its location or an organisation chart showing to whom the holder of the position is responsible, and other positions to which the job is related; 

2. a description of general responsibility and a definition of specific duties directly controlled; 

3. The ``job specification'', or broad picture of the person required will emerge from the list of duties. This can be defined in terms of— 

· education 

· experience 

· competencies 

· age (where relevant) 

· personal qualities; and

· Salary range and benefits envisaged.

          A well developed job description is ideal for this.

IMPORTANT GUIDELINES

a. Make sure the agency is well established and willing to provide a list of clients who are prepared to provide references for the agency.

b. Make regular personal contact with the principals of the agency to ensure they are familiar with the needs and work functions of your business

c. Review the effectiveness of the agency in providing staff in a timely manner (temporaries) and applicants who are suitable for the positions available.

d. Find out what methods the agency uses to recruit applicants.

What is the Process?

· When an agency is employed to recruit employees it will use the most appropriate method to attract them. 

·  The agency screens the applicant against the client's requirements and calls in the suitable ones for an interview. 

· After the interview, tests are also conducted if necessary. 

· On the basis of the interview and any test results, the agency submits a ``short-list'' of applicants to the client (employer) with a recommendation as to the most suitable applicant.

· The employer interviews these applicants, makes the final selection and then advises the agency whether a placement was made.

· If not, the employer needs to discuss with the agency the reasons for rejecting all the applicants and it may emerge at this stage that the agency was not given accurate or complete specifications.

· It could also happen that the employer is not satisfied with the applicants since their qualifications are not up to expectations, the reason for this could be that the employer's salary rates are not comparable to the ``going rate'' for such a person. In this case the employer could instruct the agency to try again with a different salary scale or alter the job description. 

Fees

· The agency makes no charges to the applicant; the employer pays the agency and the fee is usually a percentage of the first year's salary for the employee.

·  No charge is made to the employer if the agency fails to find the right applicant. 

· The majority of agencies also offer a total or proportional refund of the fee if the employee leaves the job or is terminated after a short period. 

· Fees tend to range from about 5% of base salary for general positions up to about 20% for executive and highly technical positions.

·  Advertising may or may not be included in the fee.

· It is important that employers negotiate the most appropriate fee, bearing in mind that they usually get the level of service they pay for. 

· Those agencies that specialise in temporary and full-time clerical employees do maintain registers of job seekers and match these with the employer's requirements. 

· In the case of temporary employees, the agency pays their salaries and on-costs while the employer is charged for the agency's services.

OTHER SOURCES OF EMPLOYEES
	TYPE
	DESCRIPTION

	Printed press

1. The nationwide or metropolitan daily newspapers. These have special employment sections in the classified advertisements. There are also sections in the editorial pages, used mainly for senior and professional positions. This type of press has the largest readership. 

2. Local suburban papers. These also usually have a classified section and although smaller, tend to be a successful medium for advertising unskilled and clerical vacancies. 

3. Specialist trade journals. There are most commonly used when special skills or types of work experience are required and the potential labour market is small or restricted. There is usually less ``competition'' from other advertisements, but on the other hand there is more time delay than with newspapers.


	This is still the most common and ``accepted'' medium for advertising, although it is being rapidly overhauled by internet advertising. It possesses the advantages of allowing a relatively wide array of outlets (i.e. different types of press) and some flexibility in layout and location of the advertisement. Possible disadvantages include time delays (particularly in the case of trade journals, which may only publish monthly or quarterly) and in the case of newspaper classifieds, the likelihood that the advertisement may have to compete for attention with many other similar ones. The time delays are a significant drawback when compared to internet recruitment. 



	Radio and television

	Radio and television are suitable for advertisements which intend to attract large numbers of people at one particular time or over a period of time. Examples include banks and defence forces. These advertisements are designed to appeal to particular groups e.g. young school leavers. The types of activities emphasised in such advertisements can be very effective in television's moving visual medium, but the cost is likely to be high and normally only worthwhile if a large number of vacancies is available.

	Cinema advertising
	Occasionally used and has even greater visual impact than television, but is expensive and reaches only a limited audience. It is only suited to multiple and regular recruiting programs.

	Other: aircraft banners or skywriting, car bumper stickers, booths at major events (e.g. sporting), mobile recruiting vans, ``talent scout'' cards (handed out when good service is received), posters/signs with tear-off portions in ``high traffic'' locations (such as community centres, banks, railway stations, airports), flyer ads (e.g. left on cars in car parks) and telemarketing. Because of their cost and ``scattergun'' approach, these methods tend to be best suited to large organisations with ongoing recruitment needs.
	Because of their cost and ``scattergun'' approach, these methods tend to be best suited to large organisations with ongoing recruitment needs. 




