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PREFACE

Strategic Staffing

Prepares all current and future managers to take a strategic and modern approach to the
identification, attraction, selection, deployment, and retention of talent

It is well accepted that talent is a source of competitive advantage. Employees are what set orga-
nizations apart and drive their performance. In today’s competitive business environment, an
organization’s ability to execute its business strategy and maintain a competitive edge depends
even more on the quality of its employees. The quality of a company’s employees is directly
affected by the quality of its staffing systems. Because hiring managers are involved in the staff-
ing process, hiring managers and human resource professionals need to be familiar with strategic
staffing techniques.

The practice of staffing has changed significantly over the past 10 to 15 years. Organizations
increasingly realize that their employees are the key to executing their business strategies. The
war for talent has made the identification and attraction of high-performing employees essential
for companies to compete and win in their marketplaces. The Internet and other technologies
have also changed the ways firms identify, attract, hire, and deploy their talent.

Our goal in writing Strategic Staffing was to create a text that is grounded in research,
communicates practical staffing concepts as well as the role of staffing in organizational per-
formance, and is engaging to read. The third edition of Strategic Staffing continues to present
current staffing theories and practices in an interesting, engaging, and easy-to-read format. We
have tried to be responsive to reviewers and users of this text in revising this edition. Some of the
more substantial changes are as follows:

* Replacement of most chapter-opening vignettes with new ones on companies including
Facebook, MITRE, and McAfee

» Expanded discussion of global issues in staffing throughout the book

» Revision of the “The Legal Context” chapter (Chapter 3) to address current changes in
legislation and court decisions including pay discrimination, EEOC claims, and the Genetic
Information Nondiscrimination Act and an expanded discussion of the use of concentration
statistics in establishing adverse impact

* Addition of figures and supplement to the measurement chapter (Chapter 8) for more
advanced treatment

* Addition of new exercises throughout the book including an Ivey job offer negotiation
exercise in the instructor’s manual available free for users of this book

» Updated citations, statistics, and a wide variety of company examples throughout the text,
including the examples of Google, P&G, QVC, Apple, PepsiCo Deloitte, and Southwest
Airlines

* Additional material on outsourcing as a sourcing option

» Expanded discussion of the use of technology throughout the staffing process

* The addition of information on current sourcing and recruiting tools and techniques includ-
ing mobile career sites, Internet sourcing Web sites, and social media and networking sites
including LinkedIn, Twitter, and Facebook

* Provision of new and additional material for instructors in the Instructor’s Manual

This is a partial list of the changes in this edition. For a more detailed list please see New to This
Edition below.

We treat staffing as an integrated process that begins with an understanding of a compa-
ny’s business strategy and continues through planning, sourcing, recruiting, selecting, negotiat-
ing, socializing, career planning, retaining, and transitioning the workforce. These stages enable
organizations to meet hiring objectives and ensure that talent is in the right place at the right
time. Although the book is research based, we include many company examples to illustrate the
material. Strategic Staffing describes how to

* Develop a staffing strategy that reinforces business strategy
* Forecast talent needs and labor supply and plan accordingly

xi
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* Conduct a job or competency analysis and a job rewards analysis

* Strategically source potential recruits

* Recruit and select the right people

* Negotiate with and hire top candidates

* Socialize, deploy, and retain talent

e Manage turnover

» Use staffing metrics and conduct staffing system evaluations

» Leverage technology throughout the staffing system

* Integrate the staffing system with the other human resource functions of training, compen-
sation, and performance management

* Ensure the legal compliance of the staffing system

NEW TO THE THIRD EDITION

Here is a chapter-by-chapter list of the changes in the third edition. Statistics have been updated
throughout the book.

Chapter 1

* Added discussion of the potential importance of hiring an exceptional rather than an aver-
age performer
* New case study on fictitious Atlas Corporation

Chapter 2

* New examples of companies including P&G, QVC, Goldman Sachs, and Google

» Updated Web site addresses for staffing related standards and ethical guidelines

* New discussion of performance differences in different jobs and the implications for a
high return on a staffing investment

* New discussion of outsourcing and the role of local expertise in recruiting globally

Chapter 3

» Updated legal information, including information on misclassifying independent contrac-
tors, the WARN Act, and the legal use of assessment test results

» Updated statistics and examples including Goodwill Industries and Best Buy

» Expanded discussion of the Genetic Information Nondiscrimination Act of 2008

* Added information on pay discrimination

» Expanded discussion of interpreting concentration data in establishing disparate impact

* New case study on Pfizer

Chapter 4

* New opening vignette of MITRE Systems

* New discussion of performing an organizational analysis to identify personality attributes
that support the organizational culture

» Updated discussion of best practices in writing a job description

* New examples including Red Lobster and PWC

* Expanded discussions of critical incidents, unstructured interviews, and the definition of
tasks in the task inventory job analysis approach

* New material on interview guides

Chapter 5

* New opening vignette of Black Hills Corporation

* New examples including Saudi Aramco, FM Facility Maintenance, UPS, 3M, and Con-way
Freight

* New discussion on identifying critical jobs

* New discussion of legal factors influencing labor demand

* New discussion of how reducing labor expenses as a cost cutting tool can backfire



New information on using external talent networks to manage temporary skill gaps
New information on the use of “just in time” staffing and its implications

Chapter 6

New opening vignette featuring McAfee

New discussion and examples of mobile sourcing and recruiting

New examples including PepsiCo, Accenture, Facebook, and Microsoft

Updated examples of Internet sourcing Web sites

Expanded discussion of Internet sites including Glassdoor.com and sourcing using social
media sites including Jobvite.com and LinkedIn.com

New discussion of best practices in using social media in sourcing

New information about outsourcing and finding freelancers

Expanded discussion of the risks of prioritizing applicant quantity over quality

New case study of Yahoo

Chapter 7

New opening vignette of United Parcel Service

New examples of the U.S. Food and Drug Administration, GE, IKEA, and Coca-Cola
Expanded discussion of global recruiting and external recruiting

New examples of the use of technology in recruiting

New case study of fictitious company Rock Blocks

Chapter 8

New opening vignette of Xerox

New discussion of the meaning and implications of the “big data” trend
Added a discussion of evaluating the use of a vendor’s assessment tool
Updated Excel commands/formulas for computations

Chapter 9

New opening vignette of Facebook’s hiring process

New discussion of involving outside stakeholders in the hiring process

New discussion of how reactions to the same staffing process can vary across national cultures
New discussion of social network searches and best practices

New information about using customized tests to assess cognitive ability

Expanded discussion of the use of personality assessments

New discussion of conducting employment interviews over the Internet

New information about case interviews, graphology, and social media checks

New discussion of the use of fake references and information about using online software
to conduct reference checks

New information about personality or other attributes that contribute to failure (“derailers”)
New information about the best use of criminal history checks

New examples of Burger King, Bridgewater Associates, UBS, Deloitte, Google, and
Southwest Airlines

Two new video-based Develop Your Skills exercises (all videos available on the com-
panion Web site), one on assessing an interviewer’s errors and another on scoring actual
structured interviews

Chapter 10

New opening vignette featuring Fluor

New company examples including Caesar’s Entertainment
Expanded discussion of the Nine Box Matrix

Updated case study on General Electric

Chapter 11

Expanded discussion of starting pay policies
New discussion of Form I-9

Preface
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* New Ivey job offer negotiation exercise available in the Instructor’s Manual (free with use
of this book)
» Updated case study on hiring FBI agents

Chapter 12

* New company examples including Intel, QVC, Sun Microsystems, and Google
» Expanded discussion of orientation programs

* New discussion of global mobility

» Revised information about best practices in downsizing

Chapter 13

* New company examples including Salesforce.com, PNC Financial Services Group, and
Southwest Airlines

» Expanded discussion of using technology to monitor the staffing process in real time and
to collect data to use in improving the staffing process

* New information about key staffing metrics

* New discussion of applicant tracking, HRIS, and cloud-based recruiting tools

Appendix-Chern’s Case

* Modified the description of Chern’s to be a men’s and women’s department store
» Revised some of the quantitative information in the case

¢ Clarified the optional use of the unstructured video interviews

* Clarified some of the instructions based on user feedback

We have also updated citations and references throughout the book so they are as current as pos-
sible. This edition continues to discuss modern strategic staffing theories and practices includ-
ing, for example, integrating staffing strategy with business strategy, aligning staffing with other
human resource management functions, using technology in recruiting and staffing system man-
agement, downsizing strategies, and current legal issues. Of course, traditional staffing concepts
including forecasting and planning, recruiting, assessment, and selection are covered as well.
Throughout the book, staffing concepts being discussed are “brought to life” through organiza-
tional examples.

We also strive to develop staffing skills in addition to conveying staffing theories and con-
cepts. The Develop Your Skills feature in each chapter covers topics including job offer negotia-
tion tips, Boolean sourcing techniques, online résumé tips, and making your own career develop-
ment plan help translate the book’s concepts into real skills.

BOOK FEATURES

* We provide learning objectives at the beginning of each chapter to provide an advance
organizer of the material covered in the chapter.

» Each chapter leads off with a vignette describing a staffing challenge faced by a real orga-
nization. At the end of the chapter, the vignette concludes and integrates the relevant staff-
ing concepts used by the company to address the challenge.

* Every chapter has a Develop Your Skills feature that extends a topic in the chapter and
develops a personal skill related to staffing.

* Discussion questions at the end of each chapter provide the opportunity to check under-
standing of chapter material.

* A brief case study at the end of each chapter encourages problem solving and the appli-
cation of chapter material by stimulating in-class discussions or focusing on individual
solutions.

 Three interactive exercises at the end of each chapter bring the material to life. One exer-
cise is tied to the opening vignette, one is linked to the chapter’s Develop Your Skills
feature, and one integrates the chapter’s staffing concepts with business strategy.

* A book-long active learning project applies the breadth of the textbook material to a spe-
cific job in an organization. This active learning project develops strategic staffing skills in
addition to developing tacit knowledge about the strategic staffing process.



* A book-long case study contained in the Appendix provides the experience of evaluating
the staffing strategy and staffing system for sales associates in a hypothetical high-end
retail store called Chern’s. The case also provides practice planning, budgeting, and evalu-
ating the return on the investment of the staffing choices made. Online videos accompany-
ing the case illustrate both structured and unstructured interviews and provide the experi-
ence creating an assessment plan, scoring job interviews, and making a hiring decision
from among eight candidates.

* A humorous video is available online that illustrates what not to do in an interview.

» Eight structured and eight unstructured interviews of eight job candidates for an upscale
department score available for use with the Chern’s case (see Appendix). These are also
available for standalone use as examples or as part of a learning activity (all videos are
available online).

ORGANIZATION OF THE BOOK

The book is broken into four sections.

Section 1, “The Staffing Context,” contains Chapters 1 through 4. Chapter 1, “Strategic
Staffing,” considers the importance of staffing for organizational success. We define strategic
staffing, explore the strategic staffing process, and discuss key staffing outcomes and goals. We
describe and illustrate the difference between traditional and strategic staffing and highlight the
impact staffing can have on the other human resource management functions.

Chapter 2, “Business and Staffing Strategies,” covers how the organization’s business
strategy and competitive advantage influence the organization’s human resource strategy, as
well as the organization’s talent strategy and philosophy. We discuss how business strategy and
competitive advantage connect with human resource strategy and the organization’s talent strat-
egy and philosophy. This chapter also explains how staffing can create value for a firm, and
introduces the various strategic staffing decisions that must be made during any staffing effort.

Chapter 3, “The Legal Context,” describes the legal environment in which staffing must
operate. Laws and regulations are changing yet they play an important role in determining how
an organization recruits, hires, promotes, and terminates employees. We discuss specialized
employment relationships, such as independent contractors and temporary workers, and sum-
marize relevant laws and regulations. We describe legal theories including negligent referral
and negligent hiring, and discuss barriers to legally defensible recruiting and hiring. We address
current topics, such as definitions of applicant in an Internet world.

Chapter 4, “Strategic Job Analysis and Competency Modeling,” covers job analysis,
future-oriented job analysis, job rewards analysis, and competency modeling. We discuss the
linkage between business strategy and employee competencies, styles, and traits. We present
a basic job analytic technique applicable to most jobs that is also appropriate for the book-long
active learning project.

Section 2, “Planning, Sourcing, and Recruiting,” addresses the identification, attraction, and
recruitment of job applicants in addition to staffing planning. Because people who never apply for
a position cannot become employees, sourcing and recruiting qualified and interested applicants
is a critical step in the strategic staffing process. This section contains Chapters 5 through 7.

Chapter 5, “Forecasting and Planning,” describes how organizations derive business fore-
casts that are then translated into estimates of future labor demand. Labor supply forecasts are
also made, and when combined with labor demand estimates, they help to identify where the
organization needs to focus attention to ensure that it has the right talent in the right place at the
right time. We present techniques for forecasting labor supply and labor demand, action plan-
ning, and discuss issues regarding the planning of a recruiting and hiring initiative.

Chapter 6, “Sourcing: Identifying Recruits” discusses applicant sourcing, or the identi-
fication and attraction of recruits, including the use of different types of Internet searches. We
describe many different recruiting sources and discuss how to develop a sourcing plan and eval-
uate recruitment source effectiveness.

Chapter 7, “Recruiting,” describes employer branding and image, and the importance of
addressing applicant reactions. Methods of targeting recruits, crafting an effective recruiting
message, and persuading people to apply for jobs are described. We also discuss considerations
in choosing the appropriate form and content of the recruiting message.

Preface
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Section 3, “Selecting,” covers the assessment of job candidates and the evaluation of their
fit with the job and organization. This section contains Chapters 8§ through 10.

Chapter 8, “Measurement,” describes some of the issues regarding candidate assessment.
The concepts of central tendency, variability, scatter plots, correlation, regression, and practical
and statistical significance are introduced along with explanations of reliability, validity, and
validity generalization. The material in this chapter provides the foundation for some of the
material in Chapters 9 through 13.

Chapter 9, “Assessing External Candidates,” discusses methods of assessing the qualifica-
tions of external job candidates. We review interviews, work samples, personality testing, cogni-
tive ability testing, and other methods, and describe their effectiveness.

Chapter 10, “Assessing Internal Candidates,” discusses methods of assessing the quali-
fications of employees being considered for a different position in the company. Performance
reviews, the GE nine box method, and peer and supervisor ratings are some of the methods
reviewed.

Strategic staffing involves the movement of employees into and through an organiza-
tion. Section 4, “Managing the Staffing System,” covers the final choice and socializing of new
employees, including the negotiation and hiring process. This section also discusses managing
the flow of talent through the organization using career planning and succession planning, and
by conducting separations, such as layoffs, terminations, and downsizing. We describe the use
of technology in the staffing process, managing employee retention, and the evaluation of the
staffing process. This section contains Chapters 11 through 13.

Chapter 11, “Choosing and Hiring Candidates,” describes the process of deciding
which job candidate(s) should receive job offers, subsequently negotiating those offers,
and socializing new hires. Methods of combining candidate assessment scores into a single
score that can be used to compare candidates are described. We describe candidate choice
methods including banding, ranking, cut scores, and grouping. We discuss tactics for negoti-
ating hiring agreements and persuading job offer recipients to join the company, along with
inducements. The perspectives of both the candidate and the organization on the negotiating
process are considered.

Chapter 12, “Managing Workforce Flow,” discusses the management of talent through
the organization, including new hire socialization, career planning, succession planning, and
leadership development. Separation decisions, such as layoffs, terminations, and downsizing, are
also reviewed. The chapter also covers different types of turnover, the causes of turnover, and
methods of retaining valued talent.

Chapter 13, “Staffing System Evaluation and Technology,” covers the importance of
evaluating a staffing system’s effectiveness. We cover other metrics and evaluation methods
in other chapters when appropriate. We describe the staffing system evaluation process and
present specific staffing system metrics. This chapter also discusses the ways in which technol-
ogy has changed and shaped strategic staffing systems. Technology can enable strategic execu-
tion, and many organizations are leveraging technology, such as applicant tracking systems, to
enhance their recruitment and selection efforts. Internet recruiting, the role of a company’s own
Web site, résumé screening software, and HRIS systems are discussed. Use of technology as an
aid to collecting data that can be used to evaluate the effectiveness of a staffing system is also
covered.
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LEARNING OBJECTIVES

After studying this chapter, you should be able to:
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Understand staffing goals.

Describe how staffing influences and is affected by the other functional areas of human resource
management.
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Improving Store Performance at Caribou Coffee

After establishing their first coffee house in 1992, Caribou Coffee Company cofounders John and
Kim Puckett quickly grew the company. Headquartered in Minneapolis, Minnesota, Caribou Coffee
Company is now the nation’s second largest specialty coffee company with almost 500 company-
owned stores and over 6,000 employees.1 The company also sells its coffee, equipment, and other goods
through the Caribou Coffee Web site and various retail partners.

Caribou’s leaders logically assumed that customer service was the reason customers returned to their
stores. This made sense, particularly given the company’s emphasis on the customer service skills of
all of its employees, including district managers who were responsible for eight to fourteen locations.
But the fact that store success varied more across district managers than within a single district man-
ager’s stores created a puzzle: If there was an across-the-board focus on customer service, why was the
performance of each district manager’s stores so similar, but the performance of each district manager
different? Did the higher-performing district managers communicate more effectively to customers and
associates? Were they better at developing employees? What exactly accounted for the difference??

Imagine that Caribou Coffee approaches you for ideas as to what its highest-performing district
managers must be doing or offering to consistently outperform the others. After reading this chapter,
you should have some good ideas.

People’s efforts, talents, knowledge, and skills matter to organizations. If you don’t believe this
is true, then fire all your organization’s employees and replace them with cheaper labor. Few
successful organizations would accept this challenge because they understand that their people
are the key to their performance and survival. A competitive advantage is something that a com-
pany can do differently from its rivals that allows it to perform better, survive, and succeed in its
industry. Sometimes an organization’s competitive advantage is defined by its technology. Other
times, innovative product lines, low-cost products, or excellent customer service drive competi-
tive advantage. In each case, the company’s employees create, enhance, or implement the com-
pany’s competitive advantage.

How do people make a difference? At companies like Facebook and Google, key technol-
ogy is devised, implemented, and updated by the people who create and use it. Employees at
Apple Computer, Pfizer, and 3M create and sell new and innovative product lines. Employees
identify and implement the manufacturing system improvements that create low-cost, high-
quality automobiles at Hyundai. Finally, the service at Starbucks is all about employee—customer
interactions and experiences. In each of these cases, employees influence and implement the key
drivers of the success of the business. Depending on the business, it may be true that the deci-
sions made by marketing, finance, R&D, or some other department are the most impactful for a
company. But all business decisions are made by employees. Hiring and retaining only mediocre
talent is likely to result in mediocre decisions and performance. Moreover, bad hires can be
very costly to organizations in terms of revenue or productivity losses, legal issues, and lowered
employee morale and client relationships.’

Effective staffing is the cornerstone of successful human resource management—it lays the
foundation for an organization’s future performance and survival. Why is it so important? Staffing
is important because its outcomes determine who will work for and represent a company, and what
its employees will be willing and able to do. As a result, staffing influences the success of future
training, performance management, and compensation programs as well as the organization’s abil-
ity to execute its business strategy. Perhaps no other single activity has the potential to have as great
an impact on employees’ capabilities, behaviors, and performance as identifying and obtaining the
talent that the organization will ultimately use to produce its products or services. For some jobs,
the performance difference between an average and an exceptional performer can be quite high.
For example, because Google knows that an exceptional technologist’s performance is as much as
300 times higher than that of an average one, it is willing to invest heavily in sourcing, recruiting,
and hiring top technical talent.* Many successful companies give employee recruitment, reten-
tion, and motivation the same high-level attention as their other core business functions, such as
marketing, finance, and research and development. Research has confirmed that staffing practices
are positively related to both profitability and profit growth.? Effective staffing can also enhance
the performance of an organization’s shares in the stock market. A survey by a large consulting



firm found that a strong staffing function led to greater shareholder return. In particular, companies
that had a clear idea of whom they wanted to hire and that judged applicants against clear criteria
outperformed companies with weaker staffing functions.®

By collaborating with hiring managers and influencing the flow of talent into, through, and
out of an organization, staffing professionals play an important strategic role in organizations.
Effective staffing requires a partnership between hiring managers and staffing professionals in
the human resource management department. Staffing professionals bring expertise to the work-
force planning and staffing processes, including evaluating what a job requires; identifying what
competencies, skills, personalities, and so forth, are required for job success; and assessing those
characteristics in job applicants. As the expert in the job itself, the hiring manager provides input
throughout the process and typically makes the final hiring decision after the staffing specialist
generates and screens a much larger pool of applicants. In addition to promoting the goals of
their firms, staffing professionals promote the goals of society by helping match people with jobs
and organizations in which they are able to be successful and happy.

This chapter begins with an explanation of the context in which staffing operates, followed
by a definition of strategic staffing. We then discuss how strategic staffing is different from less
strategic ways of looking at staffing, what strategic staffing entails, and why it matters. We then
describe the importance of integrating staffing with the other areas of human resource manage-
ment (i.e., training, compensation, performance management, career development, and succession
management). Finally, we explain our plan for the rest of the book and describe some of the core
ideas that we will present in each chapter. After reading this chapter, you should understand why a
company’s staffing practices must be consistent with its business strategy and with the other areas
of human resource management if they are to support the larger goals of the organization.

THE STAFFING CONTEXT

There are almost 6 million employers in the United States,” employing anywhere from one to
hundreds of thousands of people. Over 143 million jobs existed in the United States in May of
2013.% Millions of employees are hired or separated every month, making staffing a multibillion-
dollar business.”

Many forces in an organization’s environment influence its staffing activities. For exam-
ple, as globalization expands, companies are increasingly searching the world for talent. This
has resulted in greater competition for top talent and has made it more difficult for firms to hire
the best workers. Global competition for a firm’s products and services also influences staff-
ing because the increased competition can lower the company’s profit margins and leave fewer
resources available for its staffing activities.

Technological changes have also dramatically influenced the ways in which firms hire and
manage their employee relationships. Technology has made it easier for firms to track and develop
their employees’ skills as well as recruit and hire new employees. The Internet and mobile technolo-
gies have changed the way organizations recruit and hire, and changed the ways many people now
look for jobs. Similarly, database software systems have greatly facilitated the staffing evaluation
process, making it easier to evaluate a staffing system and address any underperforming parts.

Many different legal and societal forces shape firms’ staffing activities, too. For example,
firms face antidiscrimination laws and laws that hold them responsible for the damaging actions
of their employees if they fail to exercise reasonable care in hiring them. Applicants responding
negatively to a firm’s recruiting or selection methods, employees demanding greater work-life
balance, or customers no longer buying the products of a firm that lays off domestic workers and
hires cheaper labor abroad can influence a firm’s future staffing choices as well.

Together these forces drive the way organizations identify, attract, assess, and integrate
talent into the workforce. Talent management is the implementation of integrated strategies
or systems designed to increase workplace productivity by developing improved processes for
attracting, developing, retaining, and utilizing people with the required skills and aptitude to
meet current and future business needs.'? As one expert put it, “The ability to execute business
strategy is rooted in the ability to attract, retain, and develop key talent. Successful talent man-
agement creates the most enduring competitive advantage. No company can afford to be unpre-
pared for both the best and worst of times.”!! This book addresses the role that staffing can play
in the talent management process.
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STRATEGIC STAFFING

the process of staffing an organization
in future-oriented, goal-directed ways
that support the business strategy
of the organization and enhance its
effectiveness

STRATEGY

a long-term plan of action to achieve a
particular goal

DEFINING STRATEGIC STAFFING

Strategic staffing is the process of staffing an organization in future-oriented, goal-directed
ways that support the business strategy of the organization and enhance its effectiveness.'? This
involves the movement of people into, through, and out of the organization.

This definition differs from the way companies often staff themselves. For example, too
many organizations still fill a job opening by putting the same job announcement they have been
using for years in one or two recruiting sources, such as a job board or newspaper, and make a
hiring decision based on a gut feeling they get during an interview. In other words, they don’t put
sufficient thought or planning into hiring in the way that best helps the firm execute its business
strategy with an eye toward the future.'® The focus of strategic staffing is the integration of staff-
ing practices with business strategy and with the other areas of human resource management to
enhance organizational performance.

HOW STRATEGIC STAFFING DIFFERS FROM TRADITIONAL STAFFING

A strategy is a long-term plan of action to achieve a particular goal. Traditional staffing tends
to focus on quickly and conveniently filling an opening rather than on aligning the staffing
effort with the long-term strategic needs of the organization. By contrast, strategic staffing
entails both short- and long-term planning. The process involves acquiring, deploying, and
retaining the right number of employees with the appropriate talents to effectively execute this
strategy, focusing on maximizing return on investment rather than simply minimizing costs.
When done strategically, staffing can enable a company to acquire a sustainable competitive
advantage that allows it to successfully fulfill its mission and reach its goals. To illustrate what
we mean by strategic staffing and how it differs from “less strategic” ways of thinking about
staffing, let’s consider how two hypothetical organizations fill job openings. The first company,
Treds, has a less-strategic staffing process.

As the store manager of Treds, a popular shoe store in a local shopping mall, Ron knows he cannot
afford to be understaffed during the upcoming holiday season. As soon as his assistant manager, Sandy,
tells him she is quitting, Ron reaches into his file drawer and pulls out the job description (description
of the job requirements) and person specification (description of the qualifications and competencies
required of a person performing the job description) he used to hire her two years earlier. He quickly
scans it, decides that it would be all right to use it again without making any changes, and forwards it to
his regional manager along with a job requisition to get permission to hire a replacement.

When Lee, who is in Treds’s human resource department, receives the approved job requisition and
job description from Ron’s boss, she checks how the company typically finds assistant managers. She sees
that when it last hired an assistant manager, the firm posted an ad in the local paper. Lee can’t tell from
the company’s records how many people had applied after seeing the ad. However, she decides that if it
worked before, it should work again. So, she places the same “help wanted” ad in the store’s local paper.

After two weeks, seven people have responded to the recruitment ad and submitted their résumés.
Three of them lack the previous retail experience Lee sees as a minimum qualification for the position.
After reading the other four résumés, Lee sets up telephone interviews with all four of them. She never
gets back to the three applicants who lack retail experience to let them know that they are not being
considered further.

After interviewing the four candidates over the phone about how interested they are in the job
and confirming they have appropriate education and experience, Lee decides that three of them merit
an interview and schedules them to meet with Ron at the store. At that point, Lee does not let the
rejected candidate know that she is no longer being considered for the position.

Ron asks the three candidates individually about their work history and what they are looking for
from the job and decides to hire Alex. Alex seems eager to start as soon as possible. Although he doesn’t
have a lot of retail management experience, Ron hopes he will be able to learn quickly on the job even
though Treds doesn’t have a formal training program. Alex receives a job offer contingent upon his
passing a drug test and background check. After the background report and drug tests come back favor-
ably, Alex accepts the job offer.

Ron sends Alex a copy of Treds’s policy manual and schedules, and he reports to work the
following Monday. The other finalists are not informed that the position has been filled until they call
Ron to follow up.



The second company, Soles, illustrates a better strategic staffing process.

Amy, the manager of popular shoe retailer Soles, has to replace her departing assistant manager, Ken,
who has worked with her for the past two years. To be prepared for the upcoming holiday season, Amy
would like to replace Ken as quickly as possible. She sets aside some time in her busy day to think about
what she needs in an assistant manager.

Amy goes to her computer and reviews the job description she used when hiring Ken two years ago.
“It is a good description of the job,” she thinks, “but it seems like something is missing.” Amy thinks
about how the store’s competitive landscape has changed over the past few years. When she first started
working at Soles four years ago, there was only one other shoe retailer in the mall in which it is located.
Now there are five, and two of them offer lower prices on shoes that compete with some of Soles’s key
product lines. Amy knows that her company can’t lower its prices, but she feels that if her store offers
excellent customer service, her customers will be willing to pay higher prices for her store’s shoes. Also,
Soles is planning to move all store transactions to tablets rather than the fixed register stations, so having
an assistant manager with technological skills would also be useful.

Amy calls her human resource representative, Mike, to get some assistance in analyzing what her
new assistant manager should be able to do. After performing a job analysis and determining what the
job requires, Amy sends a revised job description to her regional manager along with a job requisition
to get permission to hire a replacement.

After receiving hiring approval, Mike gives some thought to the qualifications and competencies
Amy listed for the position. He tries to figure out where people with those qualifications might be so that
he can find a way to let them know about the job opportunity. Mike realizes that the company’s salary
is competitive with the other stores in the mall but not different enough to attract applicants. He thinks
about the other aspects of the job that could appeal to a talented potential recruit. The company has
good benefits, a good performance assessment and training program, and tries to promote from within.
Although he probably won’t be able to hire a very experienced assistant manager in light of the salary
he can offer, the opportunity should appeal to someone with at least some experience—someone who
would like to advance through Soles’s managerial ranks.

Mike reviews the data about how the company has been most successful in hiring past assistant
managers. He then brainstorms with Amy about where they might find qualified and interested people.
He also decides to visit some of the other stores in the mall to evaluate their employees and see if any
of them might be suited for the job. While at the stores, he pays particular attention to how the assistant
managers there interact with customers and evaluates the strength of their customer service skills. In
addition, Mike posts a job advertisement on the job board of a local college that offers a degree in fash-
ion design. The ad emphasizes that Soles is searching for someone with managerial experience, fashion
knowledge, technological skills, and excellent customer service skills.

Within two weeks, Mike has recruited five promising mall employees to apply for the position and
received 15 applications from the college’s job board. He screens the résumés for retail and managerial
experience, and identifies three mall employees and seven candidates from the college who appear to
be promising candidates. He immediately sets up phone meetings with all ten of them, and asks them
each a series of questions designed to assess their knowledge of retail management and their customer
service orientation. He then evaluates their answers and invites five of them to take a written test that
assesses their management skills and intellectual curiosity (which the company has identified as being
related to better customer interactions, service performance, and continuous learning on the job). The
five applicants who are not being considered further are sent a letter thanking them for their interest in
the position and explaining that they are not being considered further.

During the testing phase, the five candidates are given instructions and asked to perform several
timed tasks using the Internet. Mike then shows them around the company’s regional headquarters and
answers their questions about the company and the job opportunity. He schedules the three top scorers
to meet with Amy at the store, and calls the other two to let them know that they are no longer being
considered for the position.

Amy goes online to the company’s hiring resource center and downloads a series of questions the
company has developed to assess the competencies needed for the job and some questions the company
uses to assess customer service skills. She completes the brief online training refresher module on con-
ducting and scoring the interviews, and meets with the three candidates. She finds all three impressive
but feels that Jose is most qualified for the position. After passing a drug test and background check as
well as some additional screening, Jose accepts the job.

Before Jose works in the store, he reviews the company’s policies online and receives a copy of the
store’s policy manual. He is introduced to the assistant managers at several other Soles locations, given
their contact information, and encouraged to call them if he has any questions about the job. Amy meets
with Jose to review the company’s performance expectations and answer any questions he has. She also
schedules him to work with her for a few shifts to help him quickly learn his new job.
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Mike contacts the other two finalists to let them know that although they did not get the job, he feels
that they would be very competitive for other assistant manager positions. He then asks if they would
be interested in being considered for other job opportunities that come up in the next few months. Mike
knows that the turnover of assistant managers is typically 20 percent a year. Consequently, he expects
the company to have three more openings in nearby stores within a month or two. The two finalists say
yes, giving Mike two very strong candidates for his next openings.

Mike then ensures that the data on each of the job applicants is successfully entered into Soles’s
staffing evaluation database, including the recruiting source that produced them, and whether they were
hired or not. He knows that this will be useful for future recruiting purposes.

Which company is likely to perform better as a result of its staffing process? Good strate-
gic staffing systems incorporate the following:

* Longer-term planning

* Alignment with the firm’s business strategy

* Alignment with the other areas of human resources

* Alignment with the labor market

 Targeted recruiting

* Sound candidate assessment on factors related to job success and longer-term potential
 The evaluation of staffing outcomes against preidentified goals

Clearly, this better describes Soles’s staffing process.

Both companies would say they engage in the staffing process as mapped in Figure 1-1.
Both planned, decided where to advertise the job opening, recruited applicants, and selected who
should receive a job offer, but clearly they did so in very different ways. Mike’s decision to seek
out local college students was aligned with his need to hire people with fashion knowledge and
a willingness to learn, and who likely have retail experience. Getting back to rejected applicants
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Applies fOI"_]Ob and is check and drug
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FIGURE 1-1 A Flowchart of the Staffing Process



to let them know that they are no longer being considered helps keep them feeling positive about
the company so they will be willing to shop at Soles and apply for jobs with it again in the future.

Figure 1-1 illustrates the general staffing process and identifies whether the applicant,
human resource department, or hiring manager is responsible for each stage. The staffing process
begins when a hiring manager determines there is a need for a position, which could be due to
turnover or the creation of a new job. If necessary, the human resource department conducts a job
analysis, and the hiring manager gets a job requisition approved that authorizes him or her to fill
the position. Human resource personnel then recruit appropriate applicants and advertise the job
opportunity. Applicants apply for the job, and the human resource department screens them to
identify those to consider further. By further assessing the remaining candidates, the department
screens out applicants who are a poor fit for the job and identifies the finalists for the position.
The hiring manager subsequently interviews them and determines who should receive the job
offer. The firm then makes a job offer contingent upon the candidate passing any background
check, drug test, or other tests. If that candidate turns down the offer or fails to pass the assess-
ment, another candidate receives a contingent job offer until someone is hired. The organization
begins socializing the new employee to familiarize him or her with the job and the organization
and to help the new employee become productive as quickly as possible.

Companies also differ in how proactively they manage their existing workforce. Software
company SAS developed an employee retention program that crunches data on the skills, pro-
files, studies, and friendships of employees who have quit in the past five years and then finds
current employees with similar patterns. Another SAS program identifies the workers most
likely to experience accidents.'*

Our goal in this book is to help you understand how to design and better strategically exe-
cute the staffing process in ways that will lead to higher-quality staffing decisions and enhanced
organizational performance. We will not only describe the strategic staffing process, but also
discuss how to make it more effective in helping a firm meet its goals. When we use the term
staffing in this book we are referring to strategic staffing.

THE COMPONENTS OF STRATEGIC STAFFING

There are seven staffing activities that, if done well strategically, create a staffing system that
supports business strategy and organizational performance. The seven activities are planning, sourc-
ing, recruiting, selecting, acquiring, deploying, and retaining talent. Table 1-1 summarizes how each
of the seven is important strategically. We next discuss each of these seven activities in more detail.

Workforce Planning

Workforce planning is the process of predicting an organization’s future employment needs
and assessing its current employees and the labor market to meet those needs. This means that
the firm’s managers and HR personnel have to evaluate the company’s current lines of business,
new businesses it will be getting into, lines of business it will be leaving, and the gaps that exist

/- : =B Seven Components of Strategic Staffing

1. Workforce Planning: strategically evaluating the company’s current lines of business,
new businesses it will be getting into, businesses it will be leaving, and the gaps
between the current skills in the organization and the skills it will need to execute its
business strategy

2. Sourcing Talent: locating qualified individuals and labor markets from which to recruit

3. Recruiting Talent: making decisions and engaging in practices that affect either the
number or types of individuals willing to apply for and accept job offers

4. Selecting Talent: assessing job candidates and deciding who to hire

5. Acquiring Talent: putting together job offers that appeal to chosen candidates, and
persuading job offer recipients to accept those job offers

6. Deploying Talent: assigning people to appropriate jobs and roles in the organization
to best utilize their talents

7. Retaining Talent: keeping successful employees engaged and committed to the firm
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SOURCING

locating qualified individuals and
labor markets from which to recruit

RECRUITING

all organizational practices and
decisions that affect either the number
or types of individuals willing to apply
for and accept job offers

between the current skills of its workforce and the skills the workforce will need in the future.
For example, if a manufacturing business is planning to expand, then it will likely need to hire
more people in areas like sales and production. If the company is planning to automate some of
its production activities, then it will likely need fewer employees, but the employees it already
has may need new skills related to the new technologies.

Workforce planning usually involves the joint efforts of both the hiring manager and
a staffing specialist. The staffing specialist looks at the organization’s forecasted business
activities and determines the number and types of people needed by the organization. The
staffing specialist then uses the organization’s business strategy to specify further the com-
petencies and talents the organization will need to execute its business strategy. To plan for
expected job openings, the staffing specialist assesses both the organization’s current employ-
ees and the external labor market of potential new hires to gauge the availability of desired
talent. The specialist then secures the resources needed to engage in an appropriate staffing
effort. After working with the hiring manager to identify the talent profiles most appropriate
for an open position, the staffing specialist develops recruitment and selection strategies to
obtain the desired talent.

Without first identifying the competencies and behaviors the firm needs to execute
its business strategy, it is difficult, if not impossible, to develop effective recruiting, staff-
ing, and retention plans to meet those needs. Identifying and securing necessary resources,
delegating responsibilities, and creating a timeline are also important outcomes of the plan-
ning stage. Planning activities can be short-term and focus on an immediate hiring need, or
long-term and focus on the organization’s needs in the future. Workforce plans are more
strategic if they better address both the firm’s short- and long-term needs. The plans can also
address how a firm will address demographic issues, such as an aging workforce and diver-
sity issues.

Sourcing and Recruiting Talent

Sourcing is a component of recruiting that focuses on locating qualified individuals and labor
markets from which to recruit. For example, a sourcing specialist responsible for identifying
potential applicants for pharmaceutical sales representative positions may learn that experi-
enced nurses make excellent pharmaceutical salespeople because of their ability to communicate
with physicians, and persuade them to prescribe the firm’s drugs. The sourcing specialist then
identifies where nurses can be found and how best to reach them, perhaps by placing recruiting
advertisements in nursing publications.

Recruiting refers to all organizational practices and decisions that affect either the number
or types of individuals willing to apply for and accept job offers.'> Recruiting is how firms of all
sizes generate a sufficiently large group of applicants from which to select qualified individu-
als for available jobs.!® Sourcing focuses on identifying desirable people and finding ways to
reach them; recruiting converts these people into actual applicants. Many organizations consider
sourcing to require different skills than recruiting. Consequently, they hire both sourcing spe-
cialists and recruiting specialists. Because people who don’t apply can’t be hired, sourcing and
recruiting are critical to an effective staffing effort.

Recruiting practices include evaluating which recruiting sources generate greater propor-
tions of high-performing employees who do well in their jobs!” and improve the firm’s perfor-
mance.8 A firm’s recruiters, their behavior, the messages they send, and the sources from which
they recruit affect whether people choose to become or remain applicants of the firm and accept
its job offers.! The primary goal of recruiting is to get the right people interested in working for
an organization or in a specific job, persuade them to apply for it, and then ultimately accept the
job offer if it’s extended.

If recruiting is done poorly, few people will apply for a job with the company, and more of
those who do apply will drop out of the hiring process. In other words, organizations that disrespect
job candidates or who fail to meet their information-gathering needs during the recruiting process
will be less able to hire them. As a result, more of the company’s job offers will be rejected, and the
people who end up being hired might not be as committed to the job or the company as they would
if a better recruiting job had been done. Moreover, applicants with a bad recruiting experience are
likely to tell others about it, making it harder for the organization to recruit people in the future.



Because they are unlikely to apply for future jobs with the company, the company is likely to lose
the opportunity to hire unhappy current job applicants for future jobs as well.

Both organizations and individuals use a screening process when forming an employment
relationship. Applicants can select themselves out of consideration for a job at any time. It is
thus important that recruitment activities continue during the candidate assessment and selection
process to maintain candidates’ interest in the job and organization.

Another component of recruiting is employer branding, or creating a favorable image
in desired applicants’ minds about the organization being a good place for them to work.
For example, Royal Philips Electronics tells potential employees that the company gives
them an opportunity to work in an environment where “you can touch lives every day.”%’
When potential applicants are considering whether to apply to a particular organization,
they evaluate factors including whether the organization is a place they would like to work.
Because most applicants do not know very much about what different organizations are like
as employers, many companies proactively craft employer brands for themselves through
marketing and advertising. For example, Federated Department Stores created an employ-
ment brand and recruitment Web site called Retailology.com. Starbucks has employed a
“Program Manager for Employer Branding,” whose job it is to promote the coffee chain as a
great place to work.

Selecting Talent

The selection process involves putting applicants through activities such as skills tests and
employment interviews to evaluate their capabilities and qualifications so that the organization
can choose whom to hire. The methods an organization uses to assess and select job candidates
will determine how well the firm’s new hires, and thus the company as a whole, will perform.?!

Of course, the effectiveness of the selection process depends in part on recruitment. If a
recruiting effort generates 1,000 applicants but only a few of them are qualified, this bogs down
the selection process.

Targeted recruiting practices that prescreen applicants can result in fewer but higher quality
applicants than can general recruiting practices. For example, if a pharmaceutical sales position
requires a certain amount of medical knowledge that nurses with certain credentials have, then
the recruiting effort might prescreen applicants by locating nurses with the required credentials.
Prescreening saves the organization both time and money because it does not have to sift through
as many underqualified applicants during the selection process.

In contrast, if recruitment efforts fail to generate qualified applicants, then it is impossible
for any selection system to identify them. It is not surprising that the effectiveness of various
selection practices, such as interviews and skill testing, vary dramatically with a firm’s recruit-
ment practices.?? Historically, organizations have tried to maximize the quality of their new
hires by focusing on recruiting a large number of applicants, then relying on various applicant
assessment methods to identify the highest quality candidates. However, it is important to note
that there is no guarantee that the appropriate qualifications will be present in any applicant pool,
regardless of its size.

The goal of strategic recruiting, therefore, is to attract a greater percentage of applicants who
are likely to meet minimum hiring requirements and reduce the burden on the selection system. It
is also very possible that the hiring gains will come with a reduced administrative burden and lower
cost per hire, even if the initial cost of the recruiting system is higher. When we examine staffing
and retention from these perspectives, it is easy to see why many companies make the search for the
right talent their top priority. As a manager of one high-technology company stated, “The quality of
our talent is as important as our technologies. The quality of our talent is how we win in our busi-
ness.’2* The same is true for most nontechnology-oriented businesses as well.

Acquiring Talent

Acquiring talent involves putting together job offers that appeal to chosen candidates and per-
suading job offer recipients to accept those job offers. Although many job offers are presented on
a take-it-or-leave-it basis, organizations sometimes negotiate job offer terms with the candidates
they want to hire. Job offers can include salary, health care, retirement contributions, vacation
time, relocation expenses, housing allowances, and other benefits. The employment contract,
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