














So now that you know where you are, where do you want to go? This is a good time to
bring in the key hiring managers, department heads, or executives to discuss your
metrics and your baseline measurements, and to collectively define your goals and time
period over which you will be evaluating your goals. Be sure to emphasize that this is a
new process — chances are you will not nail the metrics, measurement, or goal setting
the first time.

Define Your Infrastructure

Another reason to bring the key hiring managers, department heads, and executives
into the goal-setting process is that it may provide an invaluable opportunity to suck up
to them so you can get money from them later. I personally recommend getting budget
to engage Accolo, which will allow you to quit reading this and let us do all the work for
you.! Regardless of the size of your organization, you will need to invest some time
and resources to do this right.

That being said, you do not need a multimillion dollar applicant tracking system (ATS)
to do this effectively. Even the best applicant tracking systems require something that
cannot be bought — consistency and discipline. We live and die by the “garbage in,
garbage out” theory, and an applicant tracking system will not fix bad data going in. At
Accolo, we have custom-built our technology to match our hiring process and
automatically capture data throughout. We have attempted to remove the discipline
required to capture all the required data by automating it.> That being said, you are
better off religiously entering data in Excel spreadsheets than halfheartedly using the
best applicant tracking system money can buy.

I'm going to focus on what you can do without an applicant tracking system, as I firmly
believe that most of the world’s problems can be solved via Excel. (My wife disagrees
and refuses to look at the formula that proves her wrong, however.) Here is a sample
output of a basic metrics tracking infrastructure:

Billy Bob's House of Widgetry
Hiring data tracker

Req Current Hiring Date Date Date Hire Accept HM Survey
# status Stage Job Title Manager Approved Launched Identified Date Start Date Score (1-10)
1  Filled Manager - Production ~ Bob Lawblah 1/5/2008  1/6/2008 1/10/2008  1/31/2008 2/14/2008 8
2 Filled Marketing Assistant Bob Lawblah 1/8/2008  1/9/2008 1/30/2008  2/8/2008 2/28/2008 6
3 Cancelled Financial Analyst Sally Struthers 2/1/2008  2/2/2008
4 Open Sourcing Java Engineer Sally Struthers 2/2/2008  2/3/2008
5 Open Interviews Chief Defenestrator Billy Bob 2/7/2008  2/8/2008
6 Open Offer extended Massage Therapist Billy Bob 2/8/2008  2/9/2008

With the data above, you could track three key metrics: hiring manager satisfaction
ratings, days to identify the candidate hired, and days to accept. To collect this data,

! This is a shameless plug.
2 This also a plug, but not quite as shameless.
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you need nothing more than an email to each hiring manager asking him to rank the
recruiter’s performance on the job and for the recruiter to consistently and accurately
enter the relevant information into a spreadsheet.

Collecting the data accurately and consistently is the foundation for all of this to work.
If nobody believes the data, the entire effort is wasted. However, once the data is
collected, you must present it in a way that is meaningful to your audience. That leads
me to a key part of your ATS-less recruiting infrastructure: the Excel Nerd.

The Excel Nerd (homo startrekkus) is often found in the bowels of the finance
department. They are typically suffering from a Vitamin D deficiency due to lack of
sunlight and yell "CONTROL Z! CONTROL Z!” whenever they make a mistake, regardless
of the proximity of a computer. Contrary to National Geographic’s 1983 study, Excel
Nerds are not grown — they are made. If your office environment is not hospitable to
their natural development, you can affordably raise your own. The Video Professor
makes terrible commercials but a good two-disc set on Excel. You can also send
someone to a one-day seminar. I receive about 30 mailers a week from Fred Pryor,
Dale Carnegie and countless others. I'll send you one. The focus of any training should
be on graphing and pivot tables: how to turn the raw numbers into something everyone
can understand.

Your reporting infrastructure or in-house Excel Nerd should be able to provide data in
three ways:
Snapshot: Where are you now? Examples of snapshot metrics would be percentage
of jobs at or ahead of plan, the current recruiting cost ratio, or the average days
open of active job searches.
Cumulative: What's the total over a time period? Examples include hiring manager
satisfaction quarter to date, average days to accept for hires made this month, or
the average cost per hire over the last 30 days.
Trend: Are you headed up or down? If your average HM satisfaction over the last
30 days is 7 out of 10, what was it one, two, four, or eight weeks ago? By capturing
historical snapshots or cumulative data, you can create a historical trend to project
how things are improving.

By combining trends with your snapshot or cumulative metrics, you will have the
information you need to determine if your solutions are changing your metrics.

Define Your Solution

You can measure all day long, but the end goal is to actually improve things. At this
point you have identified the key performance issues, developed some metrics that are
reflective of them and built an infrastructure that will allow you to track your metrics
(and, therefore, your performance). The final step is defining the solution.
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There is also a prioritization exercise I recommend for developing solutions to the
issues you have identified. It is a Six Sigma exercise called “Critical to Quality” that I
modified a bit for our internal team of hiring consultants. Here’s how it works.

1. Brainstorm Causes

For each of the two to three main problems you identified earlier, spend 10 to 15
minutes with your team brainstorming all of the potential problems. Remember that
volume is the name of the game in brainstorming. Don't discuss the ideas or eliminate
any, just get as many on a whiteboard as you can.

2. Group and Consolidate

Consolidate the items into a list of logically grouped causes. For example, if candidate
quality is one of your primary issues, you might brainstorm potential causes: poor
company website, boring job descriptions, and recent negative press for the company,
for example. You could group the first two as "How we market to candidates” and the
third as “"Candidate perception of our company.”

3. Individually Force Rank

Once you have grouped and consolidated the potential causes into a single list, have
each member of the team and any executives, hiring managers, or department heads
you can wrangle into it force rank each grouped cause, with 1 being most important
and higher numbers being less important.

4. Analyze the Rankings

Using a trail of NoDoz or Starbucks gift cards, lure your Excel Nerd out of the small,
windowless office he shares with the office supplies and ask him to consolidate the force
rankings. The rows should be your list of potential causes, and the columns will be your
team’s rankings.

Rank Factors in slow start to jobs Bob Sue Willy Thor Avg Range
1 Inadequate advertising 1 1 3 2 1.75 2
2 Poorjob descriptions 3 2 2 1 2.00 2
3 Candidate perception of company 4 4 1 3 3.00 3
4  Careers page hard to find 6 3 4 4 4.25 3
5 Too many jobs per recruiter 2 6 5 5 4.50 4
6  Hiring managers not responsive 5 5 6 6 5.50 1

By averaging across the rows, you will see the team’s collective view of which factors
are most important. By calculating the range — the highest score minus the lowest
score — you will get a sense for the level of agreement within the group. A range of 0
means everyone gave the factor the same ranking and is in perfect agreement. A high
range means there was at least some disagreement, so that item may be worth some
discussion.
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From this exercise, two to three key root causes should emerge.

5. Brainstorm Solutions

For each root cause, brainstorm potential solutions. Again, the goal is quantity, not
quality. Get down as many potential solutions as you can, and be specific. Using the
example above, "more advertising of jobs” is not as valuable as “identify three posting
sites where every job will be posted.”

6. Repeat Steps 2 Through 4

Once you have brainstormed your list of possible solutions, consolidate and group the
list, force rank based on your team'’s views of impact and resources required, and
analyze the rankings to determine where you think your time is best spent.

Execute Your Plan

It's time to act. You have now grossly over-thought everything, confused everyone with
a bunch of numbers, hemmed and hawed your way into some potential solutions. Now
put them into action! As with any new initiative, discipline and consistency are
essential in the first 30 days. It was either Ben Franklin or Abe Lincoln who said, “Four
score and seven years ago, something you are doing becomes a habit after three to
four weeks.”> Do not commit to it if you are not going to stick with it long enough to
give it a chance.

Set a timeline over which you are going to implement the actions and measure the
results. Picking this window can be tricky. It needs to be long enough to give it time to
work, but short enough to allow for course corrections or outright abandonment should
this whole exercise be a complete waste of time.

For urgent problems, it can be difficult to give the solutions enough time to work. We
Type-A executives tend to want results yesterday. Setting out the agreed upon
timelines and benchmarks in the planning process is as essential to success as the
metrics and solutions themselves. If you pick the right metrics and the right solutions
but give yourself half the time needed to actually make a difference, you are no better
off (or worse) than having the wrong metrics and wrong solutions.

Revise and Repeat

As you reach your timelines and benchmarks, you will hopefully see your metrics
trending in the right direction. An important thing to note: Changing a metric does not
automatically mean you are solving the problem. If your metrics do not accurately
reflect the actual situation or issue, you may be fixing a problem you don’t have or one
that nobody cares about. As you start to see a metric improve, do some qualitative
research (i.e., ask around) to see if the metric change is reflective of reality.

* This quote is speculative at best.
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Based on what your metrics tell you and what you hear in the hallways, you can revisit
your solutions and metrics accordingly. Let's assume that the metrics are heading in the
right direction, and your anecdotal research backs them up. Time to kick back and bask
in the warm afterglow of a spreadsheet that proves to the world how great you are,
right? Nope. Now it’s time to look at all of your metrics, go through your prioritization
exercises to determine where you currently suck the most, and start it all over again.
Your issues will change with the seasons, business cycles, technology, world news,
Britney’s hairstyles, and more. Success is not just smoothing over the trouble spots,
because they shift and morph over time. Success in the process improvement game is
building a repeatable, measurable, and consistent way to move the needle in the areas
that need it the most.

Exhibit A: Sample Metrics

Sample Quality Metrics

Metric

Definition

When to Use

Hiring manager
satisfaction with
candidate quality

Survey of candidate quality

Hiring managers complain that they
don't see qualified candidates

Hiring manager
satisfaction with
recruiter support

Survey of recruiter support

Hiring managers don't feel they are
receiving adequate support from the
recruiting team

Hiring manager
satisfaction with
overall process

Survey of overall process

Hiring managers are not happy for a
range of reasons, or no specific
reason is identifiable

New hire retention

Percentage of new hires still
employed at different time
benchmarks (90 days, 6 months,
12 months, etc.)

New hire quality is a concern, or
hiring managers feel that they are
forced to choose from less-than-
optimal candidates

satisfaction with
recruiting process

after process; should include both
candidates hired and those
interviewed but not hired

New hire Percentage of objectives achieved | New hire quality is a concern, or

performance or hiring manager satisfaction hiring managers feel that they are
survey of new hire performance forced to choose from less-than-
at different time benchmarks (90 | optimal candidates
days, 6 months, 12 months, etc.)

Candidate Survey of candidate satisfaction Candidate feedback indicates

potential issues in the process or
inability to build bench strength in
candidate pools
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Sample Efficiency Metrics

Metric

Definition

When to Use

Days from
requisition approval
to initiation of
support

Job launch date minus requisition
approval date

Takes too long to get the recruiting
process started

Days to present

Days from launch of job until the
candidate hired was first
presented to the hiring manager

Concerned with sourcing efficiency

Days to accept

Days from launch of job until
candidate accepts the offer

Concerned with sourcing efficiency
and interviewing process efficiency;
can subtract out days to present to
just measure the interviewing and

offer efficiency

Days to start

Days from the launch of job until
candidate shows up for work

Concerned with the overall process
efficiency

Start date
differential

Number of days over or under the
targeted start date

Too much volatility (both high and
low) of when a requisition is
budgeted to start work and when
hired candidate actually starts work

Sample Cost Metrics

Metric

Definition

When to Use

Recruiting cost ratio

Total cost of recruiting
staff/tech/resources divided by
compensation hired from those
efforts

Trying to compare costs across wide
range of job types, levels and
functions

Cost per hire

Total cost of recruiting
staff/tech/resources divided by
number of hires

Comparing costs across a
homogenous set of jobs over time

About Accolo

Accolo manages and optimizes the internal recruiting function for small and mid-sized companies.
Through a fully integrated combination of people, process, technology, and resources, Accolo
provides its clients with a robust solution for all of their hiring needs.

Accolo is a founding member of the Recruitment Process Outsourcing Association
(www.rpoassociation.org) and its investors include Altos Ventures (www.altosvc.com), Vedior
(Amsterdam: VDR, www.vedior.com) and TriNet (www.trinet.com).

For more information, visit www.accolo.com.
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