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At The Resource we are We like to say we are revolutionizing the way companies
passionate about our handle their greatest assets, their people. In practically
story and the stories every company in the US, the 80/20 rule still stands.

. . You can easily identify your key employees, the cream
of evolution our clients of the crop. So often though, employees outside
have to tell. the top performing 20 percent get looked at as

underperforming, when really it’s just that they are in the
wrong position.

The hiring landscape is continually changing, as CEO, |
felt that in my own company. Companies needed a
hiring system that is a standalone predictor of future
performance.

The Core Hiring System reveals the kind of position a
person is designed for based on their core unchanging
nature, and then matches them to a position within

a company where they will be a top performer. By
optimizing the talent you have, and positioning you to
only hire the right people, we are showing companies
the effect of having a top performer in every seat.

We dig in with our clients to understand each position
based on specific revenue generating tasks to create a
Job Blueprint. Then we use The Core assessment to go
beyond a person’s skill, experience or even attitude and

Best Regards, look at how they are hardwired to perform the tasks the
position requires. We work alongside you to ensure that
(ﬂ/{ﬂ . H you only consider future top performers.
h Our mission is a top performer in every seat, in every
Kathy Hartung, CEO company.

From the CEO to the leadership team to the entry
level position, a person doing what they are naturally
designed to do has the power to rewrite the story; the
story of your company, the story of your life.
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generation in the general workforce, their
numbers at leadership levels are also
increasing.! For this reason, companies
need to recognize the importance of
youth leadership development. In order to
thrive, those organizations must develop
young leaders who have the passion and
enthusiasm to help them grow.

FOSTER CONFIDENCE

One of the main challenges young leaders face is the fact that they are
often significantly younger than the people they manage. Therefore, it
is essential to make sure that young leaders have the confidence needed
to lead their teams. Positive reinforcement helps them build their skills
and knowledge, and public recognition of their abilities and accom-
plishments helps prove (both to the young leaders and to the people
they manage) that they have what it takes to manage a team of people
effectively and that they have the authority to do so.

PROVIDE SPECIAL TRAINING

Not everyone is born with leadership skills, and young leaders often
need special pointers in these areas. Specially designed engagement
programs can help them learn how to address employees, how to be
aware of body language during workplace interactions, and how to deal
with inappropriate behavior. Such training programs also give young
leaders opportunities to connect with and support each other as they
advance in their careers and take on more work and responsibilities.
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PRACTICE THROUGH ROLEPLAYING

Roleplaying sessions let young leaders improve their new manage-
ment skills by exploring scenarios that are likely to occur at work
and establishing the best ways to deal with various situations.

In the sessions, young leaders have opportunities both to work
through scenarios and to offer feedback on their peers’ reactions.
Through roleplaying, they learn how to tackle certain situations
effectively and how to appear strong and confident in their deci-
sions without alienating other employees and causing feelings of
resentment and discontentment.

GIVE MORE RESPONSIBILITY

Giving a young leader more responsibility (under supervision)

is one way to determine if and when he or she is ready to take on
additional challenges. Assign extra responsibilities gradually and
closely monitor how young leaders handle them.

OFFER FEEDBACK

Allleaders can benefit from input on their performance. Therefore
it is important to provide employees with opportunities to provide
open and honest feedback on the capability and suitability of their
managers, especially those who are young leaders new to their
roles. Anonymous comments can encourage honesty without fear
of repercussions and serve as an important tool for helping young

leaders hone their leadership skills.

7

PROVIDE A MENTOR

Mentors are usually senior employees with experience and
expertise who advise younger colleagues. A mentorship with an
experienced manager is a great way for a young leader to learn
valuable knowledge about his or her new role. A mentor can an-
swer questions, provide important tips and advice, and offer guid-
ance when he or she feels that the mentee is handling situations
incorrectly. Pairing a young leader with an older mentor who is
already respected in the company can also raise the status of the
young leader in the eyes of his or her employees.

RECOGNIZE THE POTENTIAL AND QUALITIES OF YOUNG LEADERS
When selecting the people who will lead a team and help lead

a company to new heights, senior management must be able to
define the skills required by leadership roles and select employees
who have them. They must also be careful not to conflate confi-
dence with capability: people who appear to be confident enough
to lead a team often lack the skills to do so; conversely, many
people with the skills to be very successful leaders are overlooked
because they are unable to draw attention to those skills. There-
fore, people who are charged with developing young leaders in
the workplace need to be able to read people well and understand
how to nurture them so they reach their full potential.

Riya Sander specializes in organization management, marketing, and busi-

ness communication. She writes for Workology.com.

1. Richard Fry. 2015. “Millennials Surpass Gen Xers as the Larg-
est Generation in U.S. labor force.” Pew Research Center web-
site, May 11, www.pewresearch.org/fact-tank/2015/05/11/
millennials-surpass-gen-xers-as-the-largest-generation-in-u-s-labor-force/.
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BY CATHERINE GONCALVES

Companies that want to hire the best
people are increasingly coming to the
realization that they need to look for strong
soft skills in their candidates. But what

are soft skills? Why are they important in
the workplace? And how can employers
identify and evaluate them?
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Sales and training expert Rob Jolles
defines soft skills as “communication skills,
time management, problem solving, work-
ing with teams, selling, negotiating, and
basically learning how to work well with
other people.” In the past, companies have
usually prioritized hard skills (skills that can
be taught and measured, such as knowledge
of a software program). But the days of soft
skills being underrated may be coming to an
end. With “one in three recruiting profes-
sionals [believing that] job candidates’ soft

skills have gotten worse in the past five years,”

there’s widespread agreement that “parents
and colleges need to do a better job of teach-
ing students soft skills before they enter the
workforce.™

With his famous assertion that “technol-
ogy alone is not enough,” Steve Jobs placed a
high value on art, design, and social consider-
ations at Apple. Other tech-oriented compa-
nies have been following suit. More and more
Silicon Valley organizations are recognizing
the importance of cultivating social and
cultural skills among their employees.

For example, a few years ago, Google
analyzed the HR data from its first fifteen
years and found that “among the eight most
important qualities of Google’s top employ-
ees, STEM expertise comes in dead last”—a
startling realization for one of the top tech-
nology companies in the world. The corollary
to this discovery was equally stunning:

The seven top characteristics of
success at Google are all soft skills:
being a good coach; communicating
and listening well; possessing in-
sights into others (including [others’]
different values and points of view);
having empathy toward and being
supportive of one’s colleagues; being
a good critical thinker and problem
solver; and being able to make con-
nections across complexideas.’

Hard skills are important, but putting too
much emphasis on them makes it hard to
establish a positive and productive workplace.
In light of such findings, it’s clearly time for
employers to recognize the importance of
soft skills when searching for new hires.
Itisn’t easy to evaluate candidates’ soft
skills, and because hiring the wrong person
can be very costly, many employers are using
technological solutions to help them make
smarter hiring decisions. Video screening
(as arecorded video cover letter or as a live
interview) and pre-employment screening
tests are a few useful tools. Some employ-
ers also require candidates to participate in
job simulations that shed light on how they
would perform on the job.

As the business world shines an ever-
brighter spotlight on soft skills, hiring manag-
ers and HR staff must develop new—and
more effective—ways to identify and analyze
them. Although tech skills have dominated
much of the hiring conversation for several
years, the abilities to communicate, negotiate,
and work well with others will never go out

of style.

Catherine Goncalves is a RFP writer for iCIMS
Inc., aleading provider of innovative Software-as-a-
Service (Saa$) talent-acquisition solutions that help
businesses win the war for top talent. To learn more
about how iCIMS can help your organization, visit

www.icims.com.

1. Rob Jolles. 2017. “The Saga of Soft Skills.” Huffington
Post, November 22, www.huffingtonpost.com/entry/
the-saga-of-soft-skills_us_ sa1sd396e4bo8isdzce6scs.

2. iCIMS. 2017. “The Soft Skills Job Seekers Need Now.”
iCIMS website, www.icims.com/sites/www.icims.com/
files/public/hei_assets/pr-report-soft-skills%20Final.
pdf.

3. Valerie Strauss. 2017. “The Surprising Thing Google
Learned about Its Employees—and What It Means for
Today’s Students.” The Washington Post online, Decem-
ber 20, www.washingtonpost.com/news/answer-sheet/
wp/2017/12/20/the-surprising-thing-google-learned-
about-its-employees-and-what-it-means-for-todays-
students/?utm_term=.4a90af633908.

INSIGHTS



8

BUILDING
RELATIONSHIPS

They may forget what you said—
BUT THEY WILL

how you made them FEEL.

—CARL BUEHNER

i,

Building Relationships with Unsuccessful

BY ELIZABETH SILAS-HAVAS

In many companies (especially those
that are desirable workplaces), very few
of the candidates who apply for jobs
actually get interviews. So what happens
to those who don’t? Unfortunately, the
transition to Internet-based job-seeking
has made the candidate experience even
more impersonal, often to the point that
it leaves candidates feeling overlooked
or completely ignored. In fact, in one
CareerBuilder study, 45% of job seekers
reported that lack of response from
employers was what bothered them most
about the job-seeking process.!

Today, any organization that wants to enhance its employer brand
and streamline the recruiting process should focus on providing a
good candidate experience to all job seekers who come its way. To
accomplish this, a company needs to implement practices to make job
seekers who take the time to apply feel that the firm has given them
sufficient attention, even when they don’t get the job (and perhaps not
even an interview).

It’s important to consider the experiences of unsuccessful candi-
dates for several reasons:

- They may become successful candidates at the same company in
the future.
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- After a poor candidate experience at a particular firm, they may
tell other candidates (via Glassdoor, industry-specific message
boards, other online outlets, or in-person conversations, for ’
example) not to apply there.
- A poor candidate experience may make them less likely to become
clients of that company or to refer other potential customers there.
People now expect employers to treat candidates as they treat con-
sumers. In particular, this means being responsive to candidates and
not ignoring them. As Gerry Crispin, founding member of the Talent
Board and expert on candidate experience, put it, “There’s absolutely
no excuse for not telling someone they didn’t get the job or thanking |
them for applying. You've got to be able to do that—and, at the very
least, technology makes it easy to automate this.”

But a stiffly worded form letter that concludes with “Do not
respond to this e-mail,” for example, may not leave candidates with
a good impression that can help an organization build its talent
network. On a whole, the recruiting space is not doing enough to
improve the candidate experience for unsuccessful candidates. Ac-
knowledging and building relationships with some of them, though,
can help companies turn unsuccessful (and even unqualified) candi-
dates into assets.

FIVE EASY WAYS TO BUILD RELATIONSHIPS WITH
UNSUCCESSFUL CANDIDATES

- At the very least, use recruiting automation software to thank
everyone for applying. When possible, let them know a general
timeframe for the hiring decision; this is one way to set expecta-
tions that are easily met, thus improving candidates’ ratings of
their experiences. Go one step further and provide closure by
automating the process of letting them know that they haven’t
been chosen.

- Modulate the tone and wording of automated responses to match
both the employer brand and candidate personas. (Based on



interviews with both new hires and unsuccessful candidates, can-

didate personas are composite sketches of each of the candidate
“types.”) These give everyone involved in recruiting for the orga-

nization a sense of who their target audiences are when crafting

automated responses (and when creating other new communica-

tions and processes).

- Ask candidates who have been eliminated to join the company’s
talent network, database, opt-in newsletter list, or whatever ve-
hicle the organization can use to stay engaged with unsuccessful
candidates and update them on openings for which they are better
qualified (and at the same time stay on job seekers’ radars as their

own qualifications improve).

- Tell the company’s recruiters to connect personally with candi-
dates on LinkedIn, where they can grow and maintain their talent
networks by engaging their connections periodically (for example,
through quick e-mail notes) and by inviting them to consider

other opportunities.

- Give actual feedback whenever possible, especially to unsuc-
cessful candidates who not only applied but also took the time to
interview. Leave them on a good note by giving positive feedback
and mentioning that they just weren't the right fit. Even when
volume makes it impossible to offer detailed, individualized feed-
back, a formulaic response can still stay positive and emphasize
the difficulty of the decision process.

ONE MORE SUGGESTION

The only thing more important than giving feedback is receiving it.
Offer candidates channels through which to offer direct feedback
(before they take their criticisms and insights elsewhere). Gerry
Crispin suggests that companies use these strategies to “listen” to

their candidates:

- Chat with candidates via Twitter or pop-up windows on the
company website
- Respond to direct communication from candidates on social
media
- Give candidates direct e-mail addresses for the people overseeing
their application process
- Make it possible for candidates to reply to automated e-mail’
Pay attention to what job seekers say. Their feedback may shed
light on aspects of the recruitment and hiring process that need
improvement.

CULTIVATE RELATIONSHIPS WITH ALL CANDIDATES

The more relationships a company has with individuals, the more ap-
plications it will receive for open positions. With significant numbers
of currently employed people looking for or interested in new jobs
(one study puts 71% of workers in that boat*), organizations that
cultivate relationships increase their chances of finding excellent can-
didates. Building strong relationships across many networks—both
digital and in-person—can help companies improve their long-term
recruiting performance, and treating all candidates well now makes it
easier to source top-quality workers down the road.m

Elizabeth Silas-Havas writes articles and books on diverse topics related to com-

munication and transformation. She can be reached at writing@elizabethsilas.com.

This article was previously published on Jibe.com.

1. CareerBuilder. 2016. “How to Rethink the Candidate Experience and Make Better
Hires.” CareerBuilder website, hiring-assets.careerbuilder.com/media/attachments/
original-2184.pdf?1461857009&utm_source=candidatebehaviorautoresponder&u
tm_medium=email&utm_campaign=candidatebehavior2016++.

2. Jibe.2016. “The Path to an Exceptional Candidate Experience (According to Gerry
Crispin).” Jibe website, info.jibe.com/path-to-an-exceptional-candidate-experience.

3. Ibid.

4. Indeed.2015. “Talent Attraction Study: What Matters to the Modern Candidate.” Indeed
website, offers.indeed.com/rs/699-SXJ-715/images/TalentAttractionStudy.pdf.
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6 Easy Ways to ~ N
Foster a Sense of Belonging N
‘ BY AMANDA GROVES \
/ \
4 \
Y 4 A sense of belonging is such a powerful force that the  \
! pioneering social psychologist Abraham Maslow included \

it in his famous Hierarchy of Needs. In order to thrive,

people need to feel a sense of belonging in their lives— 1
and that holds true for their work lives, too. They want |
to feel that they fit in, are valued, and share a common [
purpose and connection with their colleagues. In the

workplace, a sense of belonging creates community, I
encourages better collaboration, drives employee |

\ retention, and boosts productivity. In short, it produces !
great business results.
\ Not surprisingly, then, fostering a strong sense of belonging among its employees is one of ,
\ the most valuable things a company can do. The question, of course, is how should it accom- ,

plish this?

\

Show employees that their work has meaning. Before they can
have a sense of belonging, employees must first have a sense of
purpose. Work just for the sake of work can leave employees feeling
disconnected and depressed. But when they know that what they do
matters and that it makes a difference, people are more likely to feel

connected and committed to their organizations and their coworkers.

Managers should clarify and prioritize the link between an employ-
ee’s work and its impact on the “big picture.”

10 VOL. VII, ISSUE II

Set team goals. When people operate as part of a team and work
toward a common goal, they build each other up and support

one another. Companies should set team goals that encourage
individual employees to build connections in order to collaborate
with each other—and flourish together.



Recognize results. Recognition is a powerful motivator and fosters
an important emotional connection to the work, the team, and the
company. Publicize group successes so that the rest of the workforce
knows what has been achieved through teamwork and collaboration.
Encourage management to acknowledge how these successes support
the organization’s larger goals and mission.

Solicit input. Inclusiveness emerges when people are asked to

contribute. When people believe that their opinions matter and can
actually make a difference, they feel that they’re a part of something
larger than themselves. Workplace leaders should include team

members in meetings, solicit their input, and act on that feedback to

help employees feel invested in the organization’s performance. This

sense of ownership promotes a sense of belonging and encourages

employees to stay with the company.

Encourage camaraderie at work. Getting things done should be the

top priority in the workplace, but there’s nothing wrong with building

camaraderie and having a bit of fun now and again. Managers can

encourage people to connect through at-work and outside-of-work

events, such as birthday celebrations, monthly team lunches, group

volunteering events, and employer-subsidized activities. Fostering a

positive workplace culture can pay enormous dividends, so it’s well

worth investing the time and resources to bring everyone together.

There’s no doubt that a sense of belonging is a powerful motivator
for employees in the workplace. Nurturing this feeling in the people
who work for an organization isn’t hard or expensive to do. When
employees feel that they truly belong to an organization, their
increased commitment, productivity, and engagement can lead a
company to success. B

Formerly the senior marketing manager at JazzHR, Amanda Groves is now the

product marketing manager at Appsembler. ,

This article originally appeared at JazzHR.com. I

Celebrate successes together. Commemorating successes (such
as hitting sales targets, achieving long-term goals, and landing new
clients) as a group can foster strong bonds within a team or depart-
ment. Such celebrations give employees a chance to reflect on their
teamwork and appreciate what they have achieved together.
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EMPLOYER BRANDS:

SHAPED BY
Culture and Oppoxtunity,

NOT SALARY,

BY JONNA SJOVALL

What factors persuade someone to recommend his or her employer
to a job seeker? Salary, though a very important factor for most
employees, does not drive most job changes. In fact, in an
extensive survey of over 10,000 LinkedIn members from around
the world, only 34% of the respondents gave “| was unsatisfied
with the compensation/benefits” as their top reason for leaving
their jobs, whereas 59% offered “stronger career path/more
opportunity” as their primary motivation for taking a new job.!

Because salary is no longer the main draw forjob seek-  Attractive Employers” report) to provide them with
ers, it’s time for companies to shift their focus to what’sre-  in-depth insight into what graduates and job seekers
ally attracting high-level hires: company culture and career ~ want from employers. Simply reading those studies isn’t
development opportunities. In order to do that, though, enough, though. The employers that are most attrac-
an organization must have a strong sense of its employer tive to candidates use such data to shape their employer
brand—and that isn’t something that can be pulled outof =~ branding and focus on two areas in particular.
thin air. An employer brand must be based on hard data
about what appeals to the target audience. And because a CULTURE
company isn’t part of that audience, it can have a hard time

Tip: The first step toward developing a great
EVP is to identify the organization’s brand
essence—the one quality it most wants to be
associated with as an employer.

knowing what potential candidates are looking for.
For that reason, many organizations rely on outside
research (such as Universum’s annual “World’s Most

12 vOL. VII, ISSUE II
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Companies that succeed in pulling in the best candidates
each have a strong and clearly-defined employer value proposi-
tion (EVP), a unique set of offerings, associations, and values
that can positively influence target candidates and employees.
Because 76% of job seekers “want details on what makes the
company an attractive place to work,” a strong EVP gives candi-
dates a good reason to come work for a company.* A strong EVP
also yields long-term benefits: “Companies that implement a
strong employee value proposition are twice as likely to outper-
form the competition financially and five times more likely to
have employees that are highly engaged in the office.”

Although culture is a key component of an EVP, many
companies do not exhibit a strong work culture. Those organi-
zations may be relying too heavily on salary and benefits (two
other aspects of an EVP) to attract candidates and neglecting
other important factors. Because culture ties directly into the
employer brand, the lack of a strong and dynamic company
culture will only hurt a company—especially when it comes to
employee recommendations and referrals, which play a large
role in employer brand development.

CAREER DEVELOPMENT

Tip: Showcase career-development programs to
potential candidates by including those programs
in job descriptions and highlighting them on social
media sites.

The most successful companies know that investing in their
employees is one of the best ways to strengthen their employer
brands. Career development programs are gaining popularity,
(especially in the United States, where spending on corporate
training now tops $7o billion).* By investing in such programs
for their employees, organizations communicate an interest in
keeping those workers around for the long term.

Focusing on career development will definitely pay off.
According to one recent survey, 87% of Millennials consider

“professional or career growth and development opportuni-

ties” to be important elements of a job.s When theyre looking
through job boards and doing research about companies, the
presence—or lack—of such opportunities can make the differ-
ence between one organization and its competitor.

As it becomes harder for companies to ignore their employer
brands, more and more of them are increasing their invest-
ments in that area. But where should they focus? Each company
may want to allocate resources differently, depending on the
types of candidates it wants to reach. (For example, social
media may be most effective with new graduates, whereas a
traditional career website may appeal more to older genera-
tions.) For that reason, companies need to do their research
when developing their employer brands and make sure that any
strategic investments are backed up by strong data.m

Jonna Sjévall is the managing director for the Americas at Universum,

where she is responsible for overseeing key global client relationships, new
business development, and recruitment in the USA, Canada, Mexico, and

Latin America. She can be reached at jonna.sjovall@universumglobal.com.

Esther Lee Cruz et al. 2015. “Why and How People Change Jobs.” LinkedIn
Talent Solutions.

iCIMS. 2016. “Recruitment Marketing: Fad or Future?” iCIMS web-

site, January 29, www.icims.com/hiring-insights/for-employers/
ebook-recruitment-marketing-fad-or-future.

Profiles. “Why Your Employer Value Proposition May Not Be as Strong as You
Think.” Profiles website, March 10, www.careerprofiles.com/blog/hiring-
innovative-talent/why-your-employer-value-proposition-may-not-be-as-strong-
as-you-think/. 2016.

Training magazine. 2016. “2016 Training Industry Report.” Training magazine,
November/December, pp. 28-41.

Amy Adkins and Brandon Rigoni. 2016. “Millennials Want Jobs to Be Develop-
ment Opportunities.” Gallup website, June 30, news.gallup.com/businessjour-
nal/193274/millennials-jobs-development-opportunities.aspx.
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HR professionals don’t like to admit it, but companies
don't afford the same level of consideration to
unemployed candidates or candidates with employment
gaps as they do to working applicants. (Sometimes,
companies even prefer to attract and recruit passive
candidates—who haven't applied for a job—over

those who are aren’t working!) Even when unemployed
candidates’ resumes make their way to hiring managers,
how many HR professionals actually try to understand
why great candidates find themselves out of work and try
to counter the claim that “If the candidate were any good,
she or he would already be employed”? That stereotype
holds no merit at a time when mergers and acquisitions
are driving excellent workers to the unemployment line.

In 2010, as part of the American Jobs Act, the
federal government exempted employers from
paying the 6.2% Social Security tax on wages paid
to previously unemployed workers that they hired,
and offered employers a $4,000 tax credit for hiring
workers who have been looking for a job for over
six months.. During the period of that exemption, I
actively searched for unemployed candidates—and
none of the ones I found were less competent than
workers who had been employed when they took
new jobs. The evidence is more than anecdotal:
one study of data gathered from nearly 20,000
employees “found virtually no difference between
the performance of those who had not held a job
within the past five years and those who had.”

Now that the tax break has expired, there are
still a number of advantages to hiring qualified
unemployed candidates. For one, hiring manag-
ers have noted that this cohort has higher rates of
retention than those who haven’t experienced the
hardship of being out of a job. Lower recruitment
costs are another benefit, because when employ-
ers source qualified unemployed candidates, they
don’t have to pay premium recruiter fees. Finally,
employers who hired based on skills (rather than
on recent job experience) often see “25-75% reduc-
tion in turnover, 50-70% reduction in time to hire,

/ [

70& reduction in cost to hire, [and] 50% reduction
in training time.™

A prejudice as deeply ingrained as the one
against unemployed job candidates is difficult to
overcome. (For example, LinkedIn experts have
long advised candidates against stating that theyre

“actively seeking new opportunities” in their profile

headlines because it signals their unemployed
status.) Nevertheless, efforts directed at overcom-
ing the anti-unemployment prejudice are gaining
traction. Keep an eye out for the new hashtag
#ONO (Open to New Opportunities), which
makes it easier for recruiters and hiring managers
to source, qualify, and hire unemployed candidates
whose value proposition might be exactly what

their companies need!m

The founder of Rising Star Resumes, Lynda Spiegel is a
human resources executive with over 14 years of experience
recruiting and hiring thousands of talented individuals. She

can be reached at Lynda@risingstarresumes.net.

1. Michael Housman. 2014. “The Truth about the Long-Term
Unemployed.” Evolv Inc., michaelhousman.com/papers/
long-term-unemployed/.

2. Jamai Blivin and Merrilea J. Mayo. 2013. “The New World of
Work from Education to Employment.” The Innovation Intake,
2(2): 5-10.
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It might be tempting to think of pre-
employment testing as a “silver bullet”—
that is, a quick, simple, and seemingly
magical solution to a complicated
matter. But such an assumption couldn’t
be further from the truth. In fact, when

| spoke with Josh Millet, CEO of Criteria
Corporation, about this subject, he said
that when a testing provider promises
that companies that use its services will
“never make a bad hire again,” hiring
managers should run (not walk) in the
opposite direction:

Testing isn’t a crystal ball, and that’s not how the science
of employee selection works. Incorporating pre-em-
ployment tests into the hiring process is about making
more informed decisions and maximizing your chances
of hiring people who are likely to succeed. Think of it as

improving your batting average.

Although pre-employment testing isn’t the complete solu-
tion for hiring needs, organizations can use it to improve their
recruiting processes and select the best talent. For example, such
tests can predict learning potential—a particularly valuable piece
of data in a time when most companies are struggling to find the
talent they need." When faced with the choice between hiring a
candidate who has most of the needed skills but will need to be
trained for the rest or waiting until the candidate who already
knows everything comes along, companies can use pre-employ-
ment tests to identify and hire candidates with the potential (with
some investment in their development) to be rock stars.

Another way to improve hiring is to reduce risk by, as Millet
puts it, “improving the number of good people you get in the door
and avoiding the truly toxic hires.” And there’s good reason to
avoid those bad hires; they are expensive. For example, according
to Zappos CEO Tony Hsieh, his company lost “well over $100
million” during its first eleven years because of bad hires.> Arte
Nathan, former CHRO for the Wynn Las Vegas, highlights the
impact that bad hires can have throughout the entire organization”

Most companies don’t know the full cost of the turn-
over, so they don’t apply the resources up front to avoid
it. If you make a bad hire, there is a ripple effect among
all who work for you, your product, and your product
quality.

4 v

In addition to saving the company the cost of a bad hire,
pre-employment testing can also reduce risk by reducing the
likelihood (and cost) of workplace injuries, employee errors, and
employee theft and fraud. Risk mitigation means different things
in different industries and occupational settings, and depends
on the business outcomes the organization is trying to achieve.
Consider these examples:

- Manufacturing: Companies want the employees who are
most likely to follow rules and avoid accidents. Workplace
accidents and incidents can harm employees, thus leading to
increased workers’ compensation claims.

- Retail: Organizations want employees who are unlikely to
steal inventory, cash, or customer data.

- Technology: Companies want software engineers and work-
ers who can motivate and push their teams to deliver projects
on time, within budget, and without coding mistakes that
could jeopardize security.

- Marketing: Organizations want public relations and social
media managers who are not prone to posting inaccurate
or inappropriate content that could damage the company’s
consumer brand.

Pre-employment testing won’t magically prevent a company
from ever making a bad hire again. But testing can provide data an
organization needs to reduce the overall risk it faces each time it
hires someone. In fact, some insurance companies give discounts
to companies whose hiring processes use testing that correlates to
reduced risk

Today’s organizations are focused on retention. In order to ac-
complish that goal, they must make the best hires possible. After
all, no company wants to spend a lot of time and money hiring
someone who leaves after six months! At the same time, no one
wants employees whose on-the-job practices (such as theft or
errors) are costly to the organization. Pre-employment testing
can help companies mitigate their risk in hiring: instead of hiring
toxic, unproductive employees who bring down the entire organi-
zation, they’ll be more likely to hire long-term contributors.m

Sharlyn Lauby is the author of HR Bartender (www.hrbartender.com), a
friendly place to discuss workplace issues. When not tending bar, she is presi-
dent of ITM Group Inc., which specializes in training solutions to help clients

retain and engage talent. She can be contacted on Twitter at @HRBartender.

1. SHRM. 2016. “The New Talent Landscape: Recruiting Difficult and Skills Short-
ages.” SHRM website, www.shrm.org/hr-today/trends-and-forecasting/research-
and-surveys/Documents/SHRM%20New%20Talent%20Landscape%20Recruit-
ing%20Difficulty%20Skills.pdf.

2. Will Wei. 2010. “Tony Hsieh: Bad Hires Have Cost Zappos Over $100
Million.” Business Insider, October 25, www.businessinsider.com/
tony-hsieh-making-the-right-hires-2010-10.

3. LisaFrye.2017. “The Cost of a Bad Hire Can Be Astronomical.” SHRM website,
May 9, www.shrm.org/resourcesandtools/hr-topics/employee-relations/pages/

cost-of-bad-hires.aspx.
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\\Q RETURN-TO-WORK

Implement a o
urn-to-Work
PROGRAM
BY JAMES OLNEY

What can a company do when its workers' com- It’s well known that the dollars paid out on a workers’

. ) . compensation claim go against the employer’s experi-
pensation costs keep increasing year after year? ence modifier, which is a multiplier that can increase or
i i i i _ decrease workers’ compensation premiums depending
The Ob\'”OUSl solution is to d re.SS er_n ployees n pad on whether the modifier is above or below 1.00. The fewer
ded Su |t$ (I | ke the one the M |Che|| n Man WearS) dollars spent on a claim, the lower the impact on the
SO they couldn’t pOSSi b Iy get hurt. and then tether modifier. But not many people know that a “medical only”
. . ! . ) claim (as opposed to a claim that also includes lost time)
them together like ki nderga rteners on a field tri p. will reduce the amount of dollars that count against the
Unfortunate |y such measures would hinder ef- modifier by 70%. As a result, there can be great value to
o ! ) offering light-duty positions and returning employees to
ficiency (and the suits would probably get pretty work as soon as possible.
Smel Iy | n the summer ) The more I’ea| |St|C a p_ When implementing or maintaining a return-to-work
. o . ) program, keep in mind these considerations:
proach is to prevent claims from occurring while
mitigating costs for those claims that do occur.
One of the best ways to reduce claims costs 4

implement an effective return-to-work pro

ORGET TO COMMUNICATE TO INJURED
RS THAT LIGHT-DUTY WORK IS

ABLE.
e company should be able to prove that it
ffered work within the employee’s restric-
tions. Using a written offer letter can be

one way to eliminate any uncertainty or

MENT IS IN CONTROL OF THE LIGHT- misunderstanding.

g as the company provides work within
employee’s restrictions and isn’t obvi-
ously trying to humiliate him or her (e.g., by
making the employee clean toilets with a
toothbrush while wearing a tutu), manage-
ment has the right to dictate the work to be
performed.
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S WHO REFUSE AN OFFER
HT-DUTY WORK WILL NOT

R WAGE REPLACEMENT FROM
PENSATION.

orkers who turn down assignments,

ve early, or stop showing up shouldn’t get s usual job is to tar roofs under a

paid. Make sure the claims adjuster knows mer sun, performing light filing
when an employee is not working so that his n air-conditioned office can seem

or her wage replacement can be cut off as attractive—and serve as a disincentive

soon as possible.

for that person to recover quickly from his or
her injury. For that reason, companies may

want to make transitional duty just irritating
enough to motivate injured workers to return

to their regular jobs as soon as possible.
UL WORK.

aljobs are designed to

they should still benefit

some way whenever

G INJURED WORKERS
OTHER EMPLOYEES.
jured workers bring down
(or brag about the benefits
ing), removing them from the
ployee population. Not only can EQUENTLY WITH THE
prove coworker morale, but it also df ters handle man
gives injured workers another incentive to 7 vsters handre . : “Y case
recover quickly. e time, the old s”aylng The
heel gets the grease” holds true.

ood communication is key: when an
adjuster knows that a claim is important to
an employer, it becomes important to the
adjuster. (Similarly, adjusters who don’t hear
from employers often assume that those em-
ployers don't care.) Furthermore, adjusters
often have great advice to help any organiza-

tion through a complicated situation. m

DUTY DOES NOT HAVE TO BE FUN.

James Olney is the senior vice president and senior HR consultant

at Associated Financial Group, where he provides guidance on
a daily basis to employers of all sizes regarding every imaginable
issue related to having employees. He can be reached at james.

olney@AssociatedBank.com.
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Employee Engagement Surveys
BY STRATEGIC HUMAN RESOURCES INC.

QUESTION:

What are the benefits of using employee engagement surveys?

ANSWER:

Employee engagement surveys are a great tool to
have to help businesses get their employees in-
volved and actively engaged in operations. Basically,
it’s a survey that gives employees the opportunity
to share their opinions on the business-related
issues of their company to help improve business
functionality. Surveys are often administered
anonymously and cover topics such as operations,
benefits, culture and satisfaction to name a few of

the more common ones.

1. The first step in conducting an employee survey
is be sure the company is committed to taking
action based on the input of the employees and
to define what that action will be. Action may
include telling employees their recommenda-
tions cannot be implemented because of certain
factors (i.e. cost, time, resources). Responses
will need to be sincere and honest and might
include ways for employees to overcome any

obstacles presented.

2. The next step is to plan and construct the sur-
vey. There are many online tools and resources
to help you create and administer an employee
survey. Decide if you will want to have recipi-
ents answer questions anonymously. You’ll like-
ly get alarger number of responses and higher
quality input by allowing respondents to pro-
vide anonymous responses. Using a third party
administrator or a highly trusted staff member
can be critical to “selling” the anonymity of the
survey. If promising secrecy, be sure the survey
is conducted with the utmost of confidentiality
and explain that in detail to participants.

3. Finally determine a plan of action for your line
of questioning. What are some trouble-spots in
your company that you would like to explore
and learn more about? Are you having high
turnover? An increase in safety problems? Is
productivity down or customer complaints up?
Or are you trying to get a read on the pulse of
your company and its culture? Pick the areas
you can tackle and target questions that will
help you get the information you need to move

forward. Don’t tackle too much in one survey
or you will lose employee interest and patience.
Your questions can be canned or customized

to your situation, long or short, choice-based or
open-ended. If this is your first survey, we find
even the basic questions can be helpful.

- What do you like most about our organization?

- Why do you come to work every day here rather
than for another company?

- What would you like to see improved at our

organization?

- Would you recommend our organization to
afriend as a good place to work? Why or why
not?

Once the survey document is complete it’s
time to administer the questionnaire. Some great
online solutions include SurveyMethods and
SurveyMonkey. Both offer various service levels of
membership from free to paid access depending on
the features you need for your survey. Both allow
you to trial these tools to determine what level you
need and to see the reporting features provided.

The survey results should help you make
improvements and focus on strengths in your orga-
nization. You'll find the feedback from employees
will help with developing communications, recruit-
ing techniques, benefits, and more. Employees who
operate in the day-to-day of the business tend to
have practical suggestions that may not be “huge”
or “costly” to implement but can make a big impact.
Overall outcomes can include increased safety,
productivity, quality, profitability, lower turnover,
and higher levels of customer satisfaction. Not to
mention that by simply asking employees for their
opinions it can heighten their engagement and give
them a sense of satisfaction and worth. You'll see
even more value as you repeat the employee survey
year after year to assess the improvements. m

Strategic Human Resources Inc. is a national full-service HR
management firm based in Cincinnati, Ohio. Its president
and founder, Robin Throckmorton, can be reached at

Robin@strategichrinc.com.
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HAVE YOU EVER HEARD OF PHONE STACKING? When a group

BY MIKE MCKERNS

of people are out together (say, for dinner at a restaurant), they put
their cell phones facedown in a stack and do their best to ignore the
buzzes and rings and other notifications. At the end of the meal, they
all pay their bills as usual—but if someone grabs his or her phone
before that point, that person has to pick up the whole tab.

When this “game” was created a few years ago, it made waves be-
cause it hit a nerve: growing numbers of people were fed up with the
intrusion of mobile devices into face-to-face social gatherings. But
restaurants aren’t the only places where phone stacking could come
in handy. Conference rooms, too, could benefit from phone-free
interactions.

When was the last time you and your colleagues chatted with each
other while waiting for a meeting to start? As a society we have be-
come so addicted to our phones that most people usually spend that
waiting time checking their e-mail, text messages, Facebook feeds,
Snapchat streams, and myriad other social media and communica-
tion forums. And once the meeting actually starts, many people can’t
ignore the siren call of the notification chime and check their devices
whenever they can.

Marketing consultant and motivational speaker Simon Sinek
makes this bold proposition: “There should be no cellphones in
conference rooms. None. Zero.” Because the instant gratification of
responding to a phone notification is difficult (if not impossible) for
most people to resist, he says, let’s just eliminate the temptation—at
least, for the duration of the meeting.

But with no group dinner bill on the line, phone stacking might
not work so well in the conference room. So instead, just keep phones
out of the conference room entirely. Ask meeting attendees to drop
their phones into a bin on their way into the room, then stow the bin
somewhere else (perhaps behind a locked door, to stop people from
checking “just one quick thing”) until the meeting is over.

There’s a time and a place for everything. But a gathering at which
attendees are expected to interact with each other orlisten to a
speaker or do something else that requires their full attention is not
the time and place to look at cell phones. Many people have accepted
the pervasiveness of cell phones as the new reality. But it doesn’t have
to be this way: we can do a better job ofliving in the moment and
building real face-to-face relationships. In fact, we need to do a better
job at these things if we want to be successful in our professional lives

(and in our personal lives, too).m

Mike McKerns is the editor in chief of HR Insights and cofounder of Mamu Media

LLC. He can be reached at editor@mamumediallc.com.

1. 2016. “Simon Sinek on Millennials in the Workplace,” www.youtube.com/

watch?v=hERoQp6QJNU.
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w RECIPE

IT'S ALWAYS TIME FOR CHILI!

Who doesn'’t like chili? There are enough variations of this nutritious
and filling dish to please any palate, and if you serve it with lots of
different accompaniments, even the pickiest eaters should be able to
put together a bowl of something they like. Because of the long cooking
time, you'll need to plan ahead for this one—but the results are

definitely worth the effort!

Nutrition Facts
Amount per Serving

Calories: 191cal

Fat: 59

Dietary fiber: 99

Sugars: 149

Protein: 3.6g

DIRECTIONS:

BLACK BEAN CHILI

YIELD: 4 servings

TIME: 1 hour 15 minutes

WHAT YOU'LL NEED:

Y4 c olive oil

2 medium onions, chopped

2 Tb chili powder

2 Tb ground cumin

3 Tb honey

3 garlic cloves, minced

128-ounce can of crushed
tomatoes, undrained

V4 tsp dried chipotle

3 15-ounce cans of black beans

1 Y5 tsp salt

1. Inalarge stockpot, heat the olive oil over medium-high

high. Saute the onions until softened but not browned

(about 7 minutes).

2. Add the chili powder and cumin and cook for 1 minute.

Then add the honey, garlic, and tomatoes. Bring to a simmer,

then reduce heat to medium-low and simmer (covered) for

30 minutes.

3. Addthe chipotle, beans, and 1 cup of water. Bring to a boil,

then reduce heat to medium-low and simmer (uncovered

this time) until the chili is warmed through and the

consistency you want (probably about 30 minutes).

4. Salttotaste.m
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