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INTRODUCTION 

In the first chapter of The Roadmap for Employee Retention, we focused on the core elements of an 

Employee Retention Plan and how they should be incorporated into your overall corporate strategy. 

Elements of a Retention Plan 

 

 

This chapter focuses on the importance of having a professional recruiting process.  

PROFESSIONAL RECRUITING PROCESS 

Surprisingly, long-term retention is significantly impacted by the hiring process. The way candidates feel 

about how they were hired is correlated to how long they stay. 

Unfortunately, many hiring managers (the direct managers of the new hires) and some HR people view 

recruiting as at best a necessary evil and at worst a task to be avoided. The image this sends to 

candidates can be devastating. In a study published by LinkedIn, 83% of talent said a negative hiring 

experience would change their mind about a company or role they formerly liked. Conversely, 87% said 

a positive hiring experience would change their mind about a company or role they weren’t excited 

about. There are also marketing implications from bad hiring processes. A Hireright study found that 

78% of candidates would talk about a bad hiring experience with friends and family. 17% would talk 

about it on social media. The result is that how you recruit today impacts your current retention, but it 

also impacts your future ability to recruit top talent.  
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There are several key components to a professional recruiting process. These components are all 

important, and they all impact each other.  

Professional recruiting process 

 

Communication: Communication is important across the board. Within the company, between the 

company and the candidates and between the company and the professional recruiter. A strong 

communication process increases the speed of hiring by helping to reduce uncertainty and 

misunderstanding. Part of the communication process should be an early discussion with the candidates 

about compensation levels. It is also important not to oversell the job in an effort to hire a reluctant 

candidate. 

Assessment: The assessment process is the most important part of the process prior to making an offer. 

There are two types of assessment. The first is the interview process (who does the interviewing, how it 

is conducted, how many interviews there are); the second uses assessment tools to understand the 

“wiring” of the individual. Both types are important and need to be done well. 

Job Preview: It is not possible with all jobs, but companies that can arrange some form of job preview, 

where the candidate gets to experience aspects of the job, tend to have better retention results. 

Onboarding: The first day on the job is your company’s chance to make a great first impression. 

Hopefully, the new hire will have received a realistic impression of the company from the hiring process, 

but until now it is relatively theoretical. A negative onboarding experience can result in an early exit for 

an excellent new hire.  

A professional recruiting process is crucial to your organization’s success. The more structured the 

process, the faster it will be and the better the hiring decisions you will make. A faster process, with 

better results ultimately makes life easier for both HR and the hiring managers. This chapter will focus 

on the elements of professional recruiting up to the Onboarding Plan. 
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COMMUNICATION 

There are at least four players that need to be in the communication loop: The Candidate; The Hiring 

Manager (the person the job reports to); HR; and The Recruiter. You should have a process in place to 

ensure that communication between all the players is fast and effective and that nobody is left in the 

dark. 

Communication flows among the players 

 

Your recruiting communication needs to have the candidate at the center. Doing that (which doesn’t 

cost you anything) makes each candidate feel important and gives them a more positive view of your 

organization. A study by Hireright found that 90% of candidates treated with courtesy and a personal 

touch would encourage others to join the company. Communication with your candidates is especially 

important in four areas: 

 Two-way communication: As much as HR and hiring managers may dread having candidates 

reach out to them, establishing a two-way dialog is helpful. First, it sets your company apart 

from the competition; second, it provides another data point on the candidates – how they 

handle communication with you provides insight into how they will communicate with clients 

and colleagues. 

 The job description: The job description should be clearly defined so the candidate knows what 

to expect. Best-in-class descriptions include the goals and metrics that the candidate will be 

responsible for once they are in the position. 

 Process communication: The hiring process should be clearly communicated to the candidate 

(and then followed). Candidates should know what to expect during the process (and when). 

 Follow-up communication: Candidates should be treated respectfully. Status updates about the 

process, and professional notifications if they are declined (or hired!) should be sent in a timely 

manner. If the process changes, or is dragging out, let them know. 

Hiring 

Manager

HR 

ManagerRecruiter

Candidate
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Internal communication is also important. HR, the hiring manager and the professional recruiter all need 

to be on the same page. It is also good to establish who is responsible for communicating what with the 

candidates. If the job description or goals of the position change, everyone needs to be made aware. A 

lack of communication between the internal parties can prolong the time needed to complete a search, 

and may leave a bad impression with the candidates. 

COMPENSATION 

The conversation around compensation can be tricky. A lot of negotiation advisors recommend saving 

that discussion for last. They also tell candidates never to give a number first. Of course, employers are 

told the same thing. 

Our recommendation is to discuss compensation openly early in the process. The farther down the road 

the recruiting process goes, the harder it is to adjust compensation expectations.  If you expect to pay 

$120k and the candidate expects to earn $150k, it is less time consuming to have that conversation up 

front.  

Your recruiter can make that process easier. Candidates are more willing to discuss compensation 

openly with the recruiter than they are with the employer. The recruiter can act as the matchmaker, 

ensuring that expectations are aligned and there are no surprises on either side when an offer is made. 

DON’T OVERSELL 

56% of voluntary turnover happens within one year of hire (42% quit within six months). One of the 

main reasons is that the position was not what was expected (i.e. the position was oversold). In their 

zeal to hire a new employee, many managers oversell the company and the position. With the company, 

managers can exaggerate the corporate culture and the work environment. On the job-side candidates 

can be misled about the management style of their potential boss, the amount of responsibility they will 

have and their level of authority. The result is an enthusiastic new hire, followed closely by a voluntary 

exit once they experience the “true” job. The assessment process and the Job Preview help moderate 

this tendency, but hiring managers still need to carefully manage expectations. 
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ASSESSMENT 

Candidates are being assessed throughout the recruiting process. However, there are two formal 

assessment processes that help ensure the candidates are aligned with the job and the company. 

Interviews and the use of assessment tools should be used in tandem to place the right candidate in the 

right job. 

Assessment processes 

 

Interviews 

More than anything else, interviews can ruin the recruiting process for both the candidate and the 

employer. Few hiring managers have training in good interview techniques and tend to “wing it” when 

confronted with a candidate. In addition, most interviews are ad hoc affairs. There is no formal interview 

process (who should ask what) and each interviewer is left to their own devices. As a result, candidates 

are asked multiple variations of the same questions about their resume, while other important 

questions about how they will fit with the organization go unanswered. 

Best-in-class interview processes include some form of the following: 

Interview training: Hiring managers should be trained in interview techniques. Training should include 

what questions to ask, what questions not to ask, and how to get to the information needed to make a 

quality decision. They also need to understand their potential biases and how to overcome them. 

Multiple interviews: When a candidate comes in for an interview, you should strive to have them 

interact with as many people as possible. Ideally, interviews should be conducted with the hiring 

manager, potential colleagues, and HR. In a LinkedIn study, 53% of candidates said the most important 

interview is with their prospective manager. 

  

Interviews Assessment 

Tools
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Structured interview schedule: Since each candidate will interview with multiple people, the interviews 

should be structured so new information is gained from each interaction. The interview schedule should 

be developed in advance, so that each interviewer knows what is expected. Key interviews should 

include: 

 Fit Interview – how does the candidate fit with the company culture. 

 Experience Interview – What experiences does the candidate have and how do those 

experiences relate to the current requirements. 

 Skills Interview – Are there specific skills required for the job, and can the candidate show them. 

If each interviewer has a specific task (and has the same task for multiple candidates) the company can 

get a much better and consistent picture of the candidates. 

Assessment Tools 

Conducting a solid behavioral assessment can help determine whether a candidate is “wired” for the 

position they are hoping to fill. We use a tool with many of our clients that helps assess the inherent 

traits of the candidate and compares those traits to the requirements of the position.  

Elements of the assessment 

 

The assessment of these elements can be a powerful predictor of how well a candidate will fit with the 

position. If the same assessment is done with the rest of the team, it can also suggests how the 

candidate will fit in with the culture. 
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REALISTIC JOB PREVIEW 

Job previews allow candidates to experience the job prior to being hired. It is a good opportunity for the 

candidate to see what a typical workday is like as well as for the company to audition the candidate. 

Typically job previews are conducted for entry-level or front-line positions. However, they can be 

adapted for more senior positions by allowing candidates to meet with future peers during the interview 

process in order to discuss “day-in-the-life” type scenarios. Studies show that RJP processes have a 

positive impact by reducing turnover, increasing job acceptance rates and improving overall job 

satisfaction. 

One client invited final round candidates to sit in on a management team meeting in order to see how 

they interacted with the team, and to give the candidates a feel for the team dynamics. 

CONCLUSION 

Implementing (or improving on) a professional recruiting process will help make sure the right people 

are hired for the right jobs. It will also have a positive impact on long-term retention.  

Convincing HR and hiring managers to spend more time up-front and during the process takes some 

effort, but by helping to make better hiring decisions faster, the end results will be worth it. 

The recruiting process is a key differentiator in hiring and retaining talent. How employees are 

introduced to the company (the onboarding) has an impact on how long they stay. That will be the topic 

of the next installment. 

Please check our website regularly for the next installments. 

About The Hunter Group 

The Hunter Group LLC, Michigan’s Premier Executive Search Firm, was established in 1995 to serve the executive search needs 

of a variety of industries and is committed to identifying and attracting high caliber leadership and managerial expertise for its 

global client base through its international delivery network. 

About Podium Partners 

Podium Partners LLC is a boutique management recruiting firm that focuses on searches for entry level, middle management 
and technical positions. Podium Partners tackles the hard to fill searches for hiring managers and corporate recruiters by 
providing a personalized approach not typically found with other contingency search firms. 
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