TRENDICATORS BEST PRACTICES REPORT

Transforming
Recruitment
TO IMPROVE YOUR COMPANY’S
COMPETITIVE ADVANTAGE

INTRODUCTION
The war for talent is a term that was coined by Steven Hankin of McKinsey & Company in 1997 to refer to
an increasingly competitive landscape for recruiting and retaining talent. Today, this “war” has escalated
to new heights, commanding the attention of CEOs across all industries.
According to research recently published by McKinsey, more than three-quarters of Fortune 500 CEOs
do not believe their companies are effective at attracting highly talented people. Of those CEOs who
do consider their companies successful at attracting top talent, only 7% believe they are effective in
retaining them.
In today’s hyperconnected labor market, recruitment and retention are not separate problems; they are two
sides of the same coin. Companies that have adopted integrated strategies for recruitment and retention
have a significant competitive advantage. But according to McKinsey’s data, this group represents only a
small fraction of the Fortune 500. The rest of the HR universe is under tremendous pressure to become
more effective at attracting employees who care more, work smarter and stay longer.
This eBook provides research and insight for HR executives who want to achieve incremental
improvements in their recruitment strategy to increase competitive advantage.

What’s Driving the Need for Transformation?
Three fundamental market realities are requiring
organizations of all sizes to reexamine and
transform how they recruit and retain employees:
The Importance of Passive Candidates: Demand
for talent will far outpace the supply for the
foreseeable future, forcing organizations to build
relationships with passive candidates in addition
to those who are actively seeking employment.
The Consequences of Buy-Side Thinking:
Today’s labor market is candidate-driven. Many
organizations, however, are still recruiting with a
buy-side mindset. This can result in candidates
sharing their recruitment experiences on social
media in a way that negatively impacts employer
brands and dilutes recruiting effectiveness.
The Difference Between Sales and Delivery:
Although HR organizations are now attempting
to adopt marketing best practices to build their
talent pipelines, leakage occurs in the form of high
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turnover rates when candidates’ actual employee
experiences do not meet their expectations.
Transforming Recruitment to Achieve Your
Company’s Competitive Advantage poses five
questions for HR and recruitment leaders to use
as a framework for evaluating and improving their
recruitment strategy:
How can you build a more effective employee
value proposition (EVP)?
Are you using content and candidate nurturing
to build your talent pipeline?
Do you have the recruitment marketing tools
you need to attract top talent?
What can you do to improve candidate
experiences and outcomes?
How can you better align recruitment processes
to compete more effectively for talent?
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TODAY’S RECRUITMENT
CHALLENGES AT A GLANCE
The lowest unemployment rate in nearly two decades combined with a positive economic outlook for
sales growth has a significant percentage of recruiters and their CEOs worried that they won’t find the
talent they need to meet the demand for new hires. This underscores the need to pursue prospects
who are not actively seeking new job opportunities. Millennials, who will comprise 75% of the workforce
by 2025, place a high priority on social interaction and recognition during the pre-hire process, driving
the need for more personalized experiences in the recruitment process.

TALENT SUPPLY & DEMAND CHALLENGES

3.8
61%
42%

% (May 2018) is the lowest it’s been
unemployment rate in the U.S.
since 20001
of employers say they intend to
hire more people than they did
last year2
of employers are worried they
won’t be able to find the talent
they need3

THE ROLE OF PASSIVE CANDIDATES

70

of the workforce is made up of
passive talent who aren’t actively
job searching, and the remaining
30% are active job seekers1

84

of candidates would consider
leaving their current company
if another company with an
excellent reputation offered
them a job2

%

%

SOURCES: 1. U.S. Bureau of Labor Statistics; 2. Indeed
Employer Outlook 2018; 3. CareerBuilder survey

SOURCES: 1. Glassdoor; 2. LinkedIn

IMPORTANCE OF SOCIAL INTERACTION
DURING THE PRE-HIRE PROCESS

81%

MILLENNIALS 		
BOOMERS

JOB SEEKERS WHO ACCEPTED A
JOB OFFER DURING THEIR MOST
RECENT SEARCH
ACTIVE

32%

26%

PASSIVE

IMPORTANCE OF RECOGNITION DURING
THE PRE-HIRE PROCESS

81%

MILLENNIALS 		

TOP REASON FOR LEAVING CURRENT
EMPLOYER BY GENDER

55%

X

39%

BOOMERS
Z

65%

31%

MEN
Lack of recognition
or respect

WOMEN
Inadequate OR
unfair compensation

SOURCE: 2017 Engage2Excel Trendicators Report | What You Need To Know About Today’s Job Seekers
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What kinds of experiences are
you creating for candidates?
There is a great deal of discussion in HR circles about the need to improve candidate experiences.
The reality is that an astonishingly high percentage of employers fail to extend common courtesy to
applicants and candidates through personalized communications at each touchpoint in the recruitment
process. This not only results in negative experiences and brand perceptions that are amplified via social
media, but it also overlooks the fact that every applicant, if treated respectfully, could become a referral
source, candidate, or customer in the future.

Are you taking
prospective
candidates
for granted?

Why are
candidate
experiences
so important?

89

59

%

of employers only provide
candidates with a minimal job
description.

91

of employers make no contact
beyond the automated
acknowledgement of an
application receipt.

83%

of candidates receive no notice
from employers when a position
has been filled.

60

of applicants were not asked
to provide feedback on their
interview experience.

%

%

SOURCE: Qualigence International

%

of candidates use social media
to research companies they are
interested in.1

70

of candidates now look at
employer reviews before making
career decisions.2

81

of candidates’ positive
experiences are shared with
their inner circle.3

%

%

66

%

of candidates’ negative
experiences are shared with
their inner circle.3

SOURCES: 1. Talent Works; 2. Glassdoor; 3. TalentBoard
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How would you characterize
your current recruitment strategy?
Organizational transformation of any sort begins with an assessment of your company’s current state,
with the goal of improving its capabilities to achieve a desired future state. The maturity model below
can serve as a quick assessment tool. Plot your recruitment organization’s current and future states
according to the five core capabilities listed in the far-left column. The ultimate goal of your recruitment
transformation initiative should be to partner with internal business customers to anticipate hiring needs
and optimize sourcing and recruitment functions using analytics to progressively improve candidate
experiences and hiring outcomes.

SURVIVING

STANDARDIZING

TRANSFORMATIONAL

Managing gaps

Historic performance
and lagging indicators

Strategic planning and
analytics integrate HR
and business inputs

Predictive analytics
drive talent
management processes,
succession planning and
optimization of talent
decisions

Generic / ad hoc

ATS generates
automated
communications;
employer-of-choice
marketing

Position-of-choice
marketing; engaging
candidate communities
to reach passive job
seekers; CRM powers
candidate marketing

Optimized candidate
experiences and
employer-consumer
brand integration and
alignment; chatbots
enable personalized
communications

Inconsistent or
non-existent

Basic historical
reporting

Visualization of data
and benchmarking
for comparison

Artificial Intelligence
drives prescriptive
analytics to shape the
future state and talent
development

Post and pray

Target sourcing
channels based on
job category

Sourcing mix defined;
thoughtful strategy to
generate candidates
for each job/business
vertical

Candidate-first
experience creates a
pull strategy, combining
social and learning
elements; artificial
intelligence streamlines
the sourcing process

Ad hoc

Based on skills

Business unit
involvement; structured
competency-based
interviews; focus on
quality of hire

Based on culture, skills,
competency fit and
aspirational strategy;
tech-enabled

WORKFORCE
PLANNING

CANDIDATE
EXPERIENCE

RECRUITMENT
ANALYTICS

SOURCING
STRATEGY

SELECTION
PROCESS

PROACTIVE
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How can you build a more effective
employee value proposition (EVP)?
ALIGN YOUR EVP WITH YOUR CORPORATE STRATEGY

EVP

Your organization’s culture, values, vision and business goals are
unique. Your EVP should be equally unique and should define

EMPLOYEES

COMPANY
EMPLOYEE
VALUE
PROPOSITION

everything your company does to attract, engage, motivate and
reward employees to create value for its customers. Your EVP is a
promise that explains in simple, easy-to-understand language why

CUSTOMER
EXPERIENCE

an employee would want to work for your company as opposed to
anywhere else.

DEFINE ROLES FOR YOUR
EVP STAKEHOLDERS

CUSTOMERS

Different stakeholders within your organization have different responsibilities for

EVP

HR

HIRING
MANAGERS

EXECUTIVE
LEADERSHIP

bringing your EVP to life. Your leadership team is responsible for communicating
the EVP to internal and external audiences. HR defines and manages the delivery
of the EVP. Hiring managers enable and deliver it through their day-to-day

EMPLOYEES

interactions with employees and candidates. Employees are the ultimate EVP
stakeholders. They’ll tell you whether or not your company is actually delivering
on its value proposition.
THE

RESPECT

UNDERSTAND WHAT YOUR EMPLOYEES REALLY WANT

FRAMEWORK

Employee engagement surveys provide objective, scientificallyvalid insights to use in formulating your EVP and evaluating its

20%
6%

RECOGNITION
EXCITING WORK

relevance over time. For example, the RESPECT framework for

19%

SECURITY

measuring employee engagement from Engage2Excel enables you

25%

PAY

to benchmark employee engagement levels against those in your
industry sector as well as against best practices organizations.

8% EDUCATION & CAREER OPPORTUNITY
15% CONDITIONS
8% TRUTH

GET HELP FROM MARKETING IN CREATING YOUR EVP
Engage your internal marketing team early in the process of developing your EVP and in creating the
communications programs, tools and experiences that will help make it compelling and relevant. As
the stewards of your corporate brand, they can provide the expertise, resources and guidance needed
to ensure strategic alignment with enterprise positioning and differentiation.
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Are you using content marketing and candidate
nurturing to build your talent pipeline?
In today’s job market, the same principles your marketing department uses to build a pipeline of
customer prospects can be applied to build a pipeline of employee candidates. Whether you are
attempting to attract customers or employees, there are three distinct phases that define where
prospects are in a pipeline: awareness, engagement and consideration. Content marketing programs
foster advancement through each stage by delivering targeted communications, activities and
experiences. The table below lists examples of the types of content and experiences you can use to
improve the effectiveness of your recruitment marketing program.

“Content marketing is an essential component for
creating an effective recruitment marketing campaign.”
DARREN FINDLEY, PRESIDENT
ENGAGE2EXCEL RECRUITMENT SOLUTIONS

BUILDING
AWARENESS

ENGAGEMENT
& EDUCATION

• Presentations at
networking events

• Corporate mission, vision
and values

• Employer branding campaigns

• Articles and videos on
corporate social responsibility

CONSIDERATION
& DECISION

• Compelling job descriptions
• Team interaction

• Blog articles with career advice
and hiring manager insights

• Employee videos

• Employer news

• Hiring manager profile videos

• Career pathing
• Employee and hiring manager
social media connections

CHANNELS
EMAIL
CHATBOTS
SOCIAL MEDIA
CAREER SITE/BLOGS
WEBINARS

TEXT/TELEPHONE

OFFLINE EVENTS

1-TO-1 MEETINGS
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Do you have the recruitment marketing
tools you need to attract top talent?
What tools will you need to compete more effectively in today’s candidate-driven job market? Listed
below are a few examples that are often either overlooked or underutilized. Use these suggestions as
a starting point for brainstorming and discussion. Work with with your sourcers, recruiters, internal
business partners and marketing experts to build a more comprehensive list of recruitment marketing
tools, assets and programs.
Job Description Creation: Do your job descriptions go beyond basic requirements
and duties to uniquely convey your position and company as the opportunity of choice
for candidates? Poorly crafted job descriptions result in wasted time with the wrong
candidates, contribute to higher turnover and don’t present a compelling and realistic
representation of your job opportunities. A survey by management consultancy Hay
Group revealed that 90% of HR managers believe that good job descriptions lead to better
qualified candidate pools.
EVP Messaging Playbook: Your EVP is an important asset to use in differentiating your
company. An EVP messaging playbook helps ensure consistent and compelling messaging
across corporate divisions, recruiting partners and channels. Often overlooked, however,
is the vital role that recruiters and hiring managers need to play by delivering the EVP to
candidates in an authentic and personalized manner. Make sure your EVP playbook includes
sample scripts and scenario-based sketches to help stakeholders bring your EVP to life.
Training for Recruiters and Hiring Managers: Does your organization have a formal
program in place for training sourcers, recruiters and hiring managers? If not, your ability
to scale recruitment programs is severely limited. Training should include how to best do
an internal discovery call to gain consensus on all the key attributes of a candidate, top
sourcing techniques that can be used in identifying your target market and behavioralbased interviewing techniques for hiring managers and recruiters.
Social Media Advertising: Paid social media campaigns provide an excellent way to
supplement your organic, inbound recruitment advertising. The average click-through rate
for ads on Facebook is 0.9% with an average cost per click of just $0.64, which makes such
campaigns affordable for both large and small businesses. Whether you opt for authentic
employee profiles or use humor and creativity to engage your audience, utilizing Facebook,
Instagram and LinkedIn can help you increase brand awareness and reach potential hires
via highly targeted campaigns.
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What can you do to improve candidate
experiences and outcomes?
Transforming recruitment operations won’t happen overnight. It’s a time-consuming process that
requires clearly defined objectives, a prioritized roadmap and ongoing project management. Usually,
the biggest challenge is deciding where to begin. The table below lists ideas for improving experiences
and outcomes at each stage of the recruitment lifecycle. As with the other suggestions provided in this
eBook, these ideas are offered as starting points when developing plans for building your organization’s
recruitment transformation initiative.
BRANDING & EVP
DIFFERENTIATION
• Evaluate and rank
employer branding
campaigns by competitors
• Conduct focus groups to get
objective feedback on your
branding and EVP
• Share real employee stories
through video profiles to boost
your employer brand

58

%

SOURCING

SOURCING

• Collaborate closely with
hiring managers to build job
descriptions, establish success
criteria and agree on sourcing
channels

• Stay in frequent touch
with prospects, and return
all emails/calls promptly

• Build relationships with all
prospects, providing advice
and insight even if they aren’t
the right fit for your company

• Host an in-person recruiting
event, and make it fun with
refreshments, activities and the
opportunity for candidates to
interact with employees

of candidates will consider other offers if they
don’t receive a touch point before day one
SOURCE: 2017 Trendicators, Role of Recognition in Recruiting, Onboarding
& Retaining Employees

APPLYING

INTERVIEWING
& SELECTION

HIRING &
PRE-BOARDING

• Time test your application process
on desktop and mobile devices
and count the number of clicks

• Share candidate profiles
so that the hiring team can
tailor and personalize interviews

• Go undercover, posing as an
applicant to identify areas for
improvement

• Incorporate an assignment or an
interactive component into the
interview process

• Speed up your hiring decision
process and ensure hiring
managers understand that
your best candidates will have
competing offers

• Enable individuals who aren’t
ready to apply to opt-in to learn
about future opportunities

• Let all prospects know where
they are in the process and
communicate to all candidates
once a selection has been made

• Send a welcome package to
new employees after offer
acceptance to build loyalty
and reinforce their choice
• Conduct new hire surveys
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How can you better align recruitment processes
to compete more effectively for talent?
In the introduction, we explained that improving recruitment and retention has become a top priority for
CEOs and, as a result, an operational imperative for HR leaders. One challenge for many organizations,
however, is that recruitment functions are often performed in a disparate and disconnected manner. In
building your plan for transforming recruitment to improve your competitive advantage, it is imperative
to win support from your senior leadership for an integrated business model that aligns recruitment
processes, functions and resources to achieve measurable outcomes.

“Organizations that invest in a strong candidate experience
improve their quality of hires by 70%.”
BRANDON HALL, THE TRUE COST OF A BAD HIRE

CONVENTIONAL DISCONNECTED
RECRUITMENT MODEL

BUILDING AN INTEGRATED
RECRUITMENT MODEL

Sourcing &
Recruiting

Sourcing &
Recruiting

Employer
Branding
Employee
Referrals

Employer
Branding

Engagement
& Recognition

Engagement
& Recognition
Employee
Referrals

Preboarding
& Onboarding

• Disparate processes, vendors and tools

• Connected processes, solutions and tools

• Siloed work efforts based on HR discipline vs.
business needs

•M
 utually supportive efforts based on
business needs

• Lack of scalability

• Scalable processes and tools

• Lack of results/trackability

•A
 lignment of resources focused on
measurable outcomes
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Engage2Excel helps organizations create unique candidate and
employee experiences from pre-hire to retirement. We understand
what employees really want, because we look at the entire employee
lifecycle through a scientific lens. We conduct original surveys, validate
best practices from our client base of 2,700+ organizations and
rely on three decades of groundbreaking research by our
chief scientific officer, Jack Wiley, Ph.D..
Engage2Excel’s industry-leading solutions for recruitment, employee
recognition and engagement surveys are tailored to each client’s
unique business objectives and are designed to help clients increase
competitive advantage and improve bottom-line results.
To learn more, visit engage2excel.com.
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