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INTRODUCTION

There’s intense global competition for quality talent in today’s knowledge-based economy. Not only is talent in
high demand now, the need is certain to grow as the baby-boom generation begins to retire in the very near
future. 1t’s not enough to attract and recruit top talent, although it’s an obvious first step. An organization must
make sure that its talent is fully engaged, and must ensure that its talent isn’t lost to competitors. HR managers
want to know, how best to accomplish the engage-and-retain mission? Specifically they want to know what
works - what will produce real-world results? This paper will review some of the latest research on early
engagement and discuss how to achieve positive retention in the talent sourcing challenge.

NEW FORCES AT WORK

The idea of a “work force” is rapidly changing to that of a “talent force”, says Hank Stringer, CEO of Q Talent
Partners, and the change is not merely one of name. For nearly 40 years, he explains, the abundance of available
workers led to an “arrogance of supply” that allowed employees to be looked at as cost centers and essentially left
the employer in control. Workers were sourced locally, mostly through manual means such as newspaper ads,
much of the work done was done domestically and for domestic markets, and work was compartmentalized. Now,
quality talent is scarce, in part due to the wave of retirements within the baby boom generation, low replacement
birth rates for subsequent generations, and a burgeoning global economy. New talent must be sourced regionally,
nationally, and even globally, often using the Internet and in a highly competitive atmosphere. This scramble for
talent has lead to fundamental changes, including increased shared employer-employee control over work and the
realization that talent contributes directly to the bottom line - and a lack of talent puts companies at a
competitive disadvantage.

Talent Engagement and Retention Challenges

“Everyone is available all the time, waiting for the next opportunity to come along and capture their attention.”
Rusty Rueff and Hank Stringer, 7alent Force: A New Manifesto for the Human Side of Business; Prentice Hall,
January 2006

“Jobs are big business,” says Rusty Rueff, CEO of SNOCAP, Inc. There are always other jobs and other careers for
available talent, is the message out there today Rueff believes. “The topic of talent has heated up. The
overwhelming message is, ‘the job 'm in today may not be the job 1 should be in, maybe 1 should be looking for
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something else.”” 1t’s no surprise, then, that a shortage of quality candidates tops the list of challenges that HR
departments face. A recent survey asked an audience of primarily HR professionals “What gives you the most

‘sourcing’ pain?” The responses were:

e Not enough quality candidates - 52%

e Lack of alignment and partnership with hiring managers - 20%

e Too many candidates to process — 11%

e Don’t know where to go, too many options, need to prioritize - 7%’

' Based on the Human Capital Institute webcast Engaging and Retaining Talent: The Latest Research and Real Results, April 10, 2006. 71% of
the respondents in the audience were HR professionals, 16% were consultants, 9% were line managers, and 3% were in non-HR leadership
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“Not enough quality candidates,” “lack of alignment,” and “don’t know where to go” may combine to produce
unintended but inevitable consequences. 1f HR professionals charged with recruiting don’t communicate with line
managers, the managers’ talent needs may not be clearly understood, and recruitment efforts will be ineffective.
The result could create an artificial shortage in some instances, and exacerbate the retention issue. An integrated
recruitment effort, in partnership with line managers, can address this problem within the constraints of high
demand for talent. Those who responded that they had “too many candidates to process” (11%) may not be
better off. Their recruitment efforts may also be unfocused, which results in “casting too wide a net” and a pool
of inappropriate candidates and hires. Stringer believes the alignment challenge is important to address. “One
question that should be asked is, ‘how do we align our efforts with our business model?’ 1t might be good to go
to your managers and ask, ‘who do we need to engage, what are the numbers?’”

THE VIRTUAL LOBBY

Stringer mentions several considerations to begin to engage both applicants and employees. One is for
organizations to realize their website is the “new corporate lobby.” Both Rueff and Stringer consider the Internet
“the weapon of choice” when it comes to talent sourcing. Stringer notes that the careers section is the second-
most visited page on most corporate web sites. “How much work and thought have you put into yours?” he asks.
“Is it easily found on your home page?” One way to check that, he suggests, is for a company to look at how easy
it is to find the career sections of their top competitors and make sure their own is more easily found.

Another consideration is to focus on the need for what he calls “QTalent” or quality talent. QTalent is:

e The quality talent, at all levels, required to run and move a business forward
o The key assets responsible for an organization’s success

“Understand that quality talent is important at all levels,” says Stringer. “Talent is an asset that requires
investment rather than [looked at] as just cost.” A company’s success requires that it source, attract, hire, and
then retain top talent. A key question that must be asked, says Stringer, is what percentage of a company’s
employees should be quality talent? Should it be 10%? More than 20% or 30%? How does a company align its
business strategy to ensure it retains the talent it needs in sufficient numbers?

Get the Most from the Virtual Lobby

Visitors to the career section of a company’s website will fall into several different categories. These include the
competition, vendors, professionals who work in the same business, and students reviewing business or doing
research. All have different motivations for visiting the career section. Some individuals may want to know right
then what kind of jobs the company needs; before they become an applicant they want to know what type of
people it hires, and whether there is a role for them to play. These quiet visitors may boost the number of hits on
a website but it’s not enough for a career section to simply attract large numbers of visitors, says Stringer. An
important metric of success is the capture rate. Capture rates in this context are the number of visitors who
actually post a resume. Stringer notes that most capture rates are extremely low, somewhere in the one or two
percent range. Organizations usually focus their efforts on this small self-selecting number but Stringer says those
who do miss a big opportunity. “Concentrate on converting the ‘quiet’ visitors” he advises. Employees from
competitors, vendors, and the academic world are potential sources of quality talent. Top companies, says
Stringer, use a variety of methods to boost their capture rate as high as 20%. “If yours isn’t up there it’s time to
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take some steps,” Stringer warns. He suggests companies do an immediate audit of their career section that
examines the following elements:

o Goals - /s the organization clear about the purpose of the career section?

e Position - 7is the section given high visibility and prominence?

e Messages - Js the organization’s mission statement clearly articulated, its business clearly explained, its
talent needs succinctly and accurately defined?

e Ease of use - is interaction and navigation easy?

o Comparison - has the site been critically evaluated with those of top competitors?

A thorough audit will answer the questions posed above, allow effective remedial action, and ensure that real
candidates and potential candidates will be captured.

MAXIMIZE THE ATTRACTION MESSAGE

Both Rueff and Stringer say research shows that the Internet is rapidly outpacing more traditional methods of
quality talent sourcing at all age levels in the talent pool. This is especially true of Generation Y, whom Rueff calls
“screenagers.” When you think about it, says Rueff, nearly every bit of information they get and many of their
transactions take place on-screen. Included are news, games, shopping, personal relationships, communication,
etc. Rueff and Stringer believe that successful companies need to take advantage of this intimate connection with
the Internet even beyond the virtual lobby. “We’re already starting to see a big shift underway in that over the
past 18 months leading employers are widely acknowledging that online recruiting does not equal job boards,
rather online recruiting equals utilizing a number of online recruiting strategies, tactics, and technologies to reach
the right candidates,” writes Jason Goldberg, CEO of Jobster, in a July 10 blog on recruiting.com.

One way to maximize the message is through search engine optimization [SEO]. Stringer suggests that
recruitment strategists experiment and learn how to use Ad Sense at Google to place ads using key words, and get
the 1T department involved to help. He also recommends an alliance with the Marketing Department in order to
strengthen the branding message. Marketing departments will likely have the most experience in establishing a
brand presence on Google, Yahoo, and others. “Marketing departments do it for products and services, why not
corporate recruiting?” Stringer asks. He quotes Joel Cheeseman of HRSEO, a boutique SEO and marketing firm
that specializes in solutions for HR and recruitment professionals. “Could an employer leverage the same
optimization tactics in a vertical search for jobs and push their competition down the ladder of results? You bet
they can, and 1 think savvy employers will do just that.”

Cut through the Clutter

A focused message about the company’s mission and business model is the surest way to attract and engage
quality talent. One way to ensure the message stays focused, says Rueff, is for the CEO to ask who’s in charge of
the talent message inside the organization? Then rank the person in charge on a scale of one to ten, “with one
being clueless and ten being this person has the potential to run the business. If an honest evaluation reveals a
rank of five or less or even six or seven or less ask yourself, ‘do 1 have the right person?’” An effective recruitment
strategist will “intimately know the goals of the company.” In addition, says Rueff, a sense of ownership in the
company’s mission and a thorough understanding of the company’s business model are also critical to successful
recruiting and retention.
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The most important cut-through-the-clutter move, says Rueff, is to make sure that every constituency charged
with recruitment strategy intimately understands the value of the effort and can successfully convey the
company’s message and position in all communication opportunities.

Rueff advises to “Recruit to the truth . . . make sure the message out there is the right one.” To stay on target,
says Rueff, the person in charge of talent attraction should work with marketing to deliver a coordinated message.
Rueff believes a successful talent recruitment manager demonstrates a thorough understanding of the company’s
mission and goals, and the ability to position the company in a favorable light to prospective candidates. Clem
Cheng, Human Resources Leader, Cigna Corporation, understands the need for favorable positioning. “What’s
been important to us has been repositioning where our strategic focus is and that’s around the whole
consumerism tidal wave.” Cheng reports that the new focus on customer service has helped attract and retain new
talent in the past 12 to 18 months. “It’s no secret in the managed care space that companies such as Cigna,
Aetna, and others were perceived as restricting health care, and probably people were less likely to be attracted to
this traditional model.” Rueff elaborates, “You have a person [sitting] there asking, ‘am 1 going to uproot my life,
make a move, change my career (in which he or she is likely fully engaged, as is the nature of quality talent) to
start at a new company?’ You're dealing with a person’s dreams. You have to deliver a proposition that has real
value.” Engagement begins upstream with early attraction; retention relies on the truth of the message over time.
“Have a value proposition that resonates, that’s real, that means what you said,” advises Derrick Barton, Co-
Founder and Chief Talent Leader, Center for Talent Retention.

KNOW WHAT YOU NEED

An integrated approach to talent sourcing and retention that takes advantage of the power of the Internet will be
most effective if it is aligned with what an organization’s top talent consider their own most critical needs. Barton
has identified ten items that three out of five top performers consider critical:

e A manager that stands up and supports me

e A manager that 1 trust and respect

e A manager who gives me the “space” 1 need to do my work

e A network of people 1 can turn to if 1 need help

e New ideas are valued and supported

e 1 can make a positive impact

e My salary is competitive in the marketplace

e My goals and expectations are clear, 1 know what it takes to be successful here
e My work is very challenging

e My job capitalizes on my strengths and weaknesses”

Not surprisingly, new hires share a similar set of items they consider most critical to engage them to perform their
best. Three out of four new hires identified their critical needs as:

e A network of people to turn to if help is needed
e A great team - people pull together

* Source: Derrick Barton, Center for Talent Retention, based on a 2006 survey of 7000 employees who were asked to rate 50 variables
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e Comfortable asking their manager questions and discussing important issues

e An atmosphere where new ideas are valued and supported

e Goals and performance expectations are clear - it is know what it takes to be successful
e Alot of coaching from the manager and other knowledgeable resources’

These two sets of critical needs can be summarized into four points, says Barton:

e What 1 want out of a job

e The relationship 1 desire with my manager

e The work situation 1 prefer

e The type of organization 1 want to be a part of'

Knowing what quality talent needs and expects will greatly increase the effectiveness of an organization’s
recruitment efforts and contribute to higher rates of engagement and retention in the long run. Barton provides a
graphic view (Figure 1) based on a survey of 16 individuals in on health organization. They were asked to rank 15
variables in terms of critical needs they felt would engage and retain them and indicate if the needs were being

met or not.
Figure 1
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* ibid
* ibid
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Green indicates the number of variables each employee felt was a strength that were being fully utilized, yellow
indicates those strength variables that were at least being met or addressed, and red indicates those critical needs
that were not being addressed and were therefore considered a weakness in the job.

Rueff suggests another key component to measure engagement and address the retention challenge is to
determine the turnover rate for key talent in an organization. Such factors as time in a position, company tenure,

prior persons in the position and length of stay can all be used to determine a turnover percentage rate for the
past few years. A Q-Talent Index appears in Figure 2.
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“Talent is the one thing (in an organization) that can actually appreciate over time,” says Rueff, so a high
turnover rate will thwart this appreciation. Stringer suggests the index can be extended to include key talent
below the GM level.

CONCLUSION

A company’s search for quality talent will be successful, say Rueff and Stringer, if a few basic principles are kept
in mind. First, understand that there are new forces at work:

e The days of an abundant, trained workforce are over for the foreseeable future
e Talent won’t necessarily be found locally; no matter where it’s found there will be competition for it
e Talent is a true asset and must be treated as such
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Second, understand the challenges:

e The “overwhelming message” heard by all talent is that the job they’re in may not be the right one
e A shortage of talent coupled with a misaligned recruitment strategy will make recruitment efforts
unproductive and costly

Third, the virtual lobby (the career section on a company’s website) is the most important window on a company’s
culture and needs available to it, but many companies do not use it to full advantage.

e Most capture rates are in the 1 -20 range; the “quiet” visitors are not getting targeted
o The effectiveness of the site goes un-audited and thus corrective action can’t be taken

Fourth, a clear, uncluttered message will be the most effective.

e “Recruit to the truth” - make sure your message accurately reflects company culture, what you need in
the way of talent, what a prospective employee can expect from the company

e Make sure everyone on the recruitment team “intimately understands the value of the effort and can
successfully convey the company’s message and position”

Finally, maximize your engage and retain message by understanding what potential talent, top performers already
on-board, and successful new employees expect for success:

1. That your organization is one they want to be a part of, because it allows them to do the work they want to
do and be competitively rewarded for doing
They receive support from their managers as part of a mutually respectful relationship
Goals and expectations on the path to success are clearly articulated

Based on the Human Capital Institute webcast Engaging and Retaining Talent: The Latest Research and Real
Results, April 10, 2006
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