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Employee engagement begins with
recruitment. The recruitment process
has a long-term impact on how your
employees view your organization. Factors like communication, cultural ﬁt, and
personality assessments set the tone for
engagement. These factors also oﬀer
employees a glimpse into organizational
culture and how they’ll ﬁt into their role.
However, it's often a challenge to deliver
consistent candidate experience. A streamlined recruitment and onboarding
process with eﬀective communication
ensures that you start oﬀ on the right foot
with your new hires.

Since the pandemic spurred the 'Great
Resignation,' employers are painfully aware
of the changing workforce dynamics.
Exacerbated by the disruption of the last
two years, the job-hopping pre-pandemic
trend quickly transcended to mass resignations in 2021. The U.S Bureau of Labor
Statistics stated that, on average, 3.95
million workers quit their jobs monthly in
2021, the highest overall average in recent
years. The pandemic led employees to
rethink their priorities, both ﬁnancial
and personal. As the economy recovers,
candidates are becoming more assertive,
compelling employers to reimagine the
candidate experience.
With the Great Rehire in tow, companies are
ﬁguring out how to retain talent and ﬁll open
positions. With what seems like a possible
transition from pandemic to endemic,
employers have the opportunity to improve
work from the inside out.
If your organization is hiring, remember that
engagement and retention begins right at
the recruitment stage. Here is your change
to scrutinize and transform your hiring
process. Adopting a data-driven approach
will help you optimize hiring, attract, and
retain talent. However, as organizations
revamp their hiring, time and quality often
become signiﬁcant pain-points. Although
time is of essence in such a competitive
market, it often means forgoing quality. On
the other hand, compromising on time or
quality has direct implications on employee
performance, engagement and retention.
In this guide, we discuss how you can
optimize your recruitment process to
reduce time to hire, while maintaining
quality of hire and prioritizing employee
engagement.
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How to Consistently Hire HighQuality Talent
Quality of hire is hardly a new concept, and a
quick dig through the internet archives
returns dozens of articles on the topic
dating back more than a decade. A trip to
the library might uncover more via microﬁche or microﬁlm, but few among us are apt
to bother with anything analog now-adays.
Still, to optimize quality of hire, it is
necessary to understand both the history of
the metric and the current context because
deﬁnitions and calculations vary by
organization, and so do results.

What is Quality of Hire?
Way back in 2010, Lou Adler, founder and
CEO of Performance-based Hiring, wrote an
article for ERE that included "Adler's
Proposed Deﬁnition of Quality of Hire." His
deﬁnition was "the measure of how well a
new person meets the performance needs
of the job." Adler went on to explain why he
liked this deﬁnition and how to approach it,
but at no point did he say this was an easily
quantiﬁable measurement based on math
and science. Quite the opposite, in fact.
Adler broke down all the reasons why
quality of hire included everything that
happened before, during and after and
required a detailed scorecard to determine.

Around the same time, Stephen Lowisz,
CEO of Qualigence International, published
a piece that included a formula for evaluating quality of hire that looked like this:
(PR + HP + HR) / N = QOH. Reminiscent of
advanced algebra, Lowisz's approach
suggested the sum of average job performance rating of new hires plus percent
of new hires reaching acceptable productivity within acceptable time frame plus
percent of new hires retained after one year
divided by the number of indicators would
indicate quality of hire.
Of course, not everyone has the skills or
technology to ﬁgure that out readily, and
over the years, it has been Adler's deﬁnition
that remained tightly associated with the
metric, even as the thinking around it has
advanced.
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The Turning Point
Hopping from 2010 to 2015 , the quality of
hire debate continued, with Adler's original
vision moving from before, during, and
after to pre-hire and post-hire. At the time,
SHRM explained that the process of
measuring quality was evolving, with
industrial-organizational psychologist
Ji-A Min commenting, "Generally, there is
no one-size-ﬁts-all metric for quality of
hire because it depends on what your
priority is. Some common quality of hire
metrics include turnover rates, job performance, employee engagement and
cultural ﬁt measured by 360 ratings." Here,
Min speaks to both the ongoing confusion
and diﬀering methodologies companies
experience when looking to use quality as
part of overall hiring eﬀorts.
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Fast forward to today, and quality of hire is
still hotly contested. Most agree on its
importance, particularly from a business
perspective, with CEOs and CFOs keen to
see the return on talent investment clearly
laid out in board reports. But how it gets
measured varies across companies and
industries the same way it did twelve years
ago, with seemingly fewer new ideas
entering the narrative. In turn, quality of hire
stays subjective and up to the hiring team –
and that is where the situation can get even
more complicated.

shutters

shutterstock

shutterstock

05

WWW.CADIENT.NET

shuttersto

Quality of Hire Today
Acknowledging that there is no "gold
standard" or "best practice," hiring
teams must decide for themselves what
determines the quality of hire in their
organization. More often than not, however,
the hiring team involves stakeholders who
sit in diﬀerent departments with diﬀerent
responsibilities and priorities. The potential
silo between talent acquisition and human
resources means that, in theory, recruiters
would handle the pre-hire measurements,
and HR would manage post-hire. But who is
in charge of the results? Who will report this
to leadership? And who gets the credit (or
conversely, the blame) for the outcomes?
By starting with who owns quality of hire,
companies can begin to understand their
own intentions. For some, quality might
equate directly to value in a monetary
sense, meaning the salesperson with the
highest revenue is automatically the most
valuable. For other positions, quality might
be less overt or harder to tie to a tangible value. In this instance, developing
a formula like Lowisz's might come in
handy, underpinned by a technology to
eliminate the guesswork (and complicated
calculations). Either way, it requires
additional thought and resources on the
part of the organization. And while trends
come and go in the HR tech space, quality of
hire appears to have staying power. Based
on the journey so far, it might still be
relatively nascent.
As long as there are business needs to
know, there will be a demand for metrics
that provide answers – and when it comes
to quality of hire, the best way to enhance
outcomes might be to start with the end
goal ﬁrst and then build the strategy and
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process to support it. Likewise, time to
hire is another essential metric that
organizations must consider while hiring.
As the war for talent intensiﬁes, time to
hire is emerging as a crucial metric
for organizations to assess employee
recruitment and retention.
With organizations hiring more aggressively than ever before, candidates'
experience and time to hire are under
scrutiny. Longer waiting periods mean
losing your candidates to the competition.
Recruiters' struggle to reduce time to hire
while maintaining quality of hire is a signiﬁcant challenge.
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Faster Recruitment, Better QoH: The
Essentials
Like quality of hire, time to hire is a typical
recruiting metric. Mostly because time is
something no one ever seems to have
enough of anymore, and as the adage says,
time is money. Translated into the parlance
of talent acquisition: the longer it takes to
hire, the higher the cost. Long hiring periods
also result in candidates losing interest,
moving on to other opportunities. An
optimized recruitment process keeps the
candidate engaged, setting the tone for
future work-life in the organization. The
logic is simple enough and responsible for
an increased need for speed. But speed
and quality rarely correspond, with the
exception of luxury vehicles, perhaps, and
given the state of the job market, it is
probably easier to sell cars than it is to hire.
Even so, while it isn't easy, it is possible to
increase speed without sacriﬁcing quality,
particularly once one understands the
disconnect between traditional hiring
methods and current circumstances, what
that means for recruiting outcomes and
how to preserve human connection amid
faster decision-making.

What's Changed
It is well-established that the recruiting
function traces back to the Romans, with
more modern tactics coming about in the
second of the 20th century. Given the
thousands of years of history this one
sentence represents, it comes as no
surprise that a lot is being left unsaid.
However, acknowledging the connection
from present-day to the origin of common
recruiting methods goes to show how little
has changed despite the decades. The
Bureau of Labor Statistics even published a
100-year retrospective that demonstrates
speciﬁc trends over time, summarized as
"From January 1939 to December 2015,
one sector lost jobs, others experienced
substantial growth, and still others simply
kept pace with total nonfarm employment
growth over the period." Not exactly an
earth-shattering conclusion, given recent
technological advancements, and likely
supported, in some part, by the slowmoving nature of the hiring process.
Thirty years ago, recruiting relied on paper
resumes, reviewed by real-life recruiters,
who had to schedule phone screens and inperson interviews before conducting assessments and background checks ahead of
a possible oﬀer letter. Even with newer
systems, including automation, the workﬂow remains largely the same, reliant on
recruiters to move candidates forward step
by step.
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What to Know Now
After years spent discussing ways to
i m p rov e t h e c a n d i d a t e e x p e r i e n c e ,
the pandemic and subsequent Great
Resignation forced employers to take a
long hard look in the proverbial mirror.
Market rate compensation is no longer
enough to entice qualiﬁed job seekers to
apply, let alone stay post-hire. BLS research
noted a four percent jump in wages and
beneﬁts in 2021 – the most signiﬁcant
increase in more than 20 years. Perks like
unlimited paid time oﬀ and ﬂexible working
arrangements have gained favor over the
last several months, as have swag boxes
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and other ﬂashy attempts to curry favor
with candidates. One company even
announced that they would pay $75 for a
one-hour interview and more for any
required prep work or assignments. And
while all of these ideas help attract
candidates and maybe even improve
quality, they do not promote speed.
Speed relates to process. Over-architect
the process, and quality diminishes as
expediency takes over. Under-architect the
process and speed diminishes as decisionmaking lags. Finding – and maintaining –
the right balance is where speed and quality
level out.

Speed + Quality In Action
Knowing that the same old roadmap has
been in place forever, it is up to the organization to build new inroads. Industry
analyst and TA expert Tim Sackett recently
published what he titled "How to Not Suck at
Recruiting, a Primer," and while not explicitly
about the connection between speed and
quality, much of his guidance carries over.
Speciﬁcally, Sackett advises not to let hiring
managers delay outcomes, writing, "If they
aren't doing what you need, let them recruit
on their own and tell them that's what is
happening. If they want to take that to
people up the chain, welcome the opportunity to tell your executives what's really
happening in recruiting." Allowing stakeholders to hold up hiring – at any stage –
will directly impact metrics across the
board and make recruiters look bad at the
same time. Control the people aspect
internally to control the people aspect
externally.
Likewise, Sackett also recommends, "Use
any recruiting technology you have to its
fullest. It's the only way you'll know what
you don't have, what you need and what
you desire. Using your ATS 60 percent of the
way tells you nothing about whether it
sucks or not." Without technology, recruiting travels back in time and becomes unnecessarily manual. Leveraging Sackett's
thinking, it becomes possible to identify any
snags, automate critical steps like scheduling, reconﬁgure along the way and
crunch the numbers to see how speed and
quality actually correspond in the end.
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Both time to hire and quality of hire are
crucial determinants of employee engagement and retention. For organizations,
there is increased pressure to not only
hire but also retain employees. Proactively
improving quality of hire also leads to
reduction in hiring biases and more diverse
workplaces. Research suggests, inclusion
and diversity are vital for employee engagement and something that organizations
ought to prioritize.
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After the Great Resignation:
Practical Engagement Strategies for
an Evolving Workforce
The story of how organizational
psychologist Dr. Anthony C. Klotz came
up with the phrase "the Great Resignation"
feels almost anticlimactic given the chain
reaction the idea set in place. A professor
at May Business School at Texas A&M
University, Klotz saw the warning signs of
the resignation wave early on and used the
Great Resignation in a conversation with his
wife about what he expected would happen.
It has been almost a year since Klotz's
realization went viral after appearing in
a Bloomberg Businessweek ar ticle
titled, "How to Quit Your Job in the Great
Post-Pandemic Resignation Boom."
Following last year's resignations enmasse, the Great Rehire currently encompasses the recruitment landscape. The
latest available Department of Labor report
showed that the U.S. economy added
almost half a million jobs in the month of
January 2022, with the unemployment rate
essentially unchanged from December
2021. Monthly reports from the Bureau of
Labor Statistics oﬀer estimates of recent
job openings, new hires, insights from
economists to help illuminate past and
emerging trends, and analysis from
industry-centric ﬁrms diving deep into
human capital management.

The Great Resignation gave employees
a chance to assess their priorities. A
recent research from Gallup® Workplace Solutions found that the percent of
engaged workers in the U.S. declined in
2021 – for the ﬁrst time in more than a
decade. Though the total drop was only a
couple of percentage points, the ﬁndings
align with the more signiﬁcant movement
that impacted last year's employment
landscape. With the Great Rehire in full
swing, companies now have an opportunity
to address issues that matter the most
to the workforce. As employers grapple
with the challenges of the great rehire,
there remains the fundamental need to
understand the root of turnover to support
increased engagement across industries
and organizations.
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To that end, Gallup used a multifaceted
method to measure employee engagement
in 2021 "by asking random samples of
the working population about speciﬁc
workplace elements that link to many
organizational outcomes, including proﬁtability, productivity, customer service,
retention, safety, and overall well-being."
Gallup's methodology demonstrates advancement in employee engagement as the
concept grows with today's workforce.
Global industry analyst Josh Bersin
touched on this last part in his HR Tech
Virtual Conference keynote presentation in
early March 2022. During the session,
Bersin oﬀered an update on his "Ten New
Truths About the HR Technology Market"
from September 2021 and elaborated on
the move from "Systems of Engagement,"
which he put between 2012-2017, and
"Systems of Productivity," from 2021 on.
Bersin explained a shift in the space
spurred on by the integration of work and
life these last two years. Engagement and
the systems that underlie it are not going
away so much as taking on a new form.
What was once based on surveys, feedback
and recognition will now correspond with
larger initiatives around employee listening
and career development.

In recognizing the toll of the Great
Resignation alongside what is happening in
HR technology, it becomes possible to
reimagine employee engagement eﬀorts
in line with what is happening in the
workforce. That came up again at the HR
Tech Virtual Conference in a presentation
by George LaRocque, principal analyst of
WorkTech, titled "No Room for Error: HR
Tech for 2022 & Beyond." Leveraging an
instructive approach, LaRocque endorsed
aligning people strategy with tech strategy
by understanding how market drivers
combine with market forces to promote
outcomes. For the sake of employee
engagement, this starts with going back to
basics; as Gallup suggested, "During
signiﬁcant turmoil, the basic elements of
employee engagement become vulnerable,
as was evident in 2021. Employees'
conﬁdence that they know what's expected
of them, have the right materials and
equipment, and have the opportunity to do
what they do best declined the most.
Getting these basic elements right increases resiliency." But realizing that everything is diﬀerent now, what do those basics
look like in practice?
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For starters, employers need to know what
led their workers to resign in 2021. One of
the indicators Klotz observed ahead of his
proclamation was that not many people
quit their jobs in 2020, which led him to
believe "a rush of quits might be making up
for the deﬁcit." Beyond the "missing quits,"
Klotz keyed in on the existential crisis that
the pandemic presented, with workers
questioning their purpose and happiness.
Burnout factored in, characterized by the
pressure placed on healthcare and service
workers. Employers should aim to uncover
the cause of dissatisfaction – and disengagement – among their workforce
before implementing any changes.
Once baseline gets established, there is the
matter of the basics Gallup mentioned –
and what that means for each worker. It is
well-documented that certain segments
of the workforce endured diﬀerent experiences over the course of the last two
years. In 2020, even before the Great
Resignation, ample headlines were touting
a "shecession" or "pink-collar recession" as
women were forced to choose between
caregiving and careers. Pew Research
determined that the pandemic increased
gender disparities, compounded by
education level, with fewer women in the
workforce working longer hours than men.
Hybrid work options, ﬂexible scheduling,
and access to childcare are all critical
factors in engaging and retaining workers,
especially women. Rising employment
opportunities, candidates are looking for
inclusive and diverse workplaces. A survey
by International Labor Organization (ILO)
ﬁnds that diversity and inclusion critically
impact workforce performance, businesses, economies and societies globally.
In another survey, it was found that 69% of
Gen-Z joining the workforce are more likely
to apply to racially and ethnically diverse
organizations.
12
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Likewise, through the sample conducted,
Gallup learned that many workers no longer
know what their job is despite showing up
day in and day out. Employers have been so
intent on making the work happen, no
matter the circumstances, that workers
have seen their responsibilities repeatedly
change, sometimes on the ﬂy. "In the ﬁrst
half of 2020, roughly 50 percent of employees strongly agreed that they felt well
prepared to do their job. This ﬁgure has
since declined by seven percentage points."
Two years in a position they were not
hired for or did not expect to take on
is too long. To be successful, workers
deserve clarity around their roles and their
employer's expectations. If this has not
been addressed, it should become a
priority.

Part of this involves exploring the everyday
strengths of workers, repeatedly proven to
boost engagement levels over the last
decade. Strengths are highly personal and
speak to appreciating workers for who they
are and what they bring to the organization.
That also plays directly into increased
concern around skill gaps, which both
Bersin and LaRocque spoke about this in
terms of business-critical strategies and
technology stacks. There are countless
ways to go about skilling, reskilling, and
upskilling, but for engagement, the focus
should be on enhancing workers' strengths
to ensure they remain fulﬁlled in their work.
Otherwise, this will serve the organization
over the worker, putting engagement at risk.

Of course, the reason roles, and
consequently the need for speciﬁc skills,
have shifted over time goes back to the
period of sustained uncertainty that
underpinned every business decision that
has taken place since March 2020. It is
unclear if that is lifting or if this will be a brief
moment between variants. Either way, not
knowing what is next correlates with
engagement. When a worker hears, "We're
reopening the ofﬁces on May 1, you will be
expected to return to in-person, full time –
and vaccinated," they will know whether or
not that works for them and their life in
2022. If it does not, they will disengage and
look elsewhere. If a worker (or job seeker)
hears, "This position is remote for now," it
is immediately harder for them to decide
whether or not to commit long term. As
much as humanly possible, clear communication is the way forward.
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Building on this is the question of the
experience. Employee experience is
another aspect of talent management and
HR technology that looks vastly diﬀerent in
2022 than before. Still, connections can be
forged regardless of physical location; it
just takes additional eﬀort on the employer's side. The more a company can invest
in its workers, get to see them as individuals, provide resources, and develop
personalized plans, the stickier the
relationship becomes. Even the simplest
tasks can promote higher engagement, like
ﬁnding the answer to an essential question
in real-time or getting a gift card from a
manager after ﬁnishing a project. Or, as
Bersin said in his talk, "Ignore [employee
experience] at your peril."

Organizations are scaling their hiring
to meet the talent demands after the
great resignation. However, it is not
only important to hire but also to retain
employees. As businesses evaluate their
hiring process, metrics like time to hire
and quality of hire become necessary
to measure. Additionally, decreasing
employee engagement leads to high
attrition and turnover. While hiring, employers now need to consider the importance
of ﬁrst impressions, and to address workforce issues head on to boost commitment
and engagement.

Moreover, the holistic nature of employee
experience runs parallel to nearly all facets
of engagement described above. Empathy
and compassion, personalized support, the
ability to perform and develop one's skills,
open communication, and strengthened
connections all dovetail into well-being –
perhaps the most basic need to meet. While
total well-being accounts for physical,
mental, emotional, ﬁnancial, and more,
each factor into overall productivity and
engagement. Given the collective trauma of
the last few years, it comes as no surprise
that trust and safety have reemerged as
part of employee engagement and any
related strategies.
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