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Recruit for Retention

The most successful employ-
ee-retention programs begin 
with recruiting and hiring 

the individual who best matches 
the position and best fita into the 
company’s culture.

The average Chemical Process Indus-
tries (CPI) engineer or manager spends 
about five to seven years with one com-
pany and then moves on, and typically 
has five to seven, or more. employers 
throughout his or her career. As compa-
nies reorganize, merge and downsize, 
employee loyalty is reaching record 
lows, Employers that want to keep good 
employees need to focus not only on em-
ployee retention programs. Just as im-
portantly, they must develop strategies 
to recruit the best possible individuals 
to fill specific positions and keep them. 
This srticle offers suggestions on how to 
make the hiring process part of an em-
ployee retention strategy.

Traditional retention strategies.

Certainly, CPI firms need to tune up 
their existing retention strategies, ad-
dressing the basic laws of human nature 
and every employee’s need to feel appre-
ciated and useful.

Stay bonuses, offered to a large number 
of employees when a company is un-
dergoing  a reorganization or a corpo-
rate relocation, can be effective. In other 
situations, especially for key managers, 
stock options with pay-off dates tied 
to important long-term objectives can 
work, with Management by Objectives 
(MBOs)

Used as a benchmark for middle-level 
managers as well as for extremely valu-
able or rare (i.e. hard to replace) employ-
ees.

Other retention strategies can be as sim-
ple as paying employees their annual 
bonuses in March or April of the fol-
lowing year. If the employee leaves the 
company any time before the payoff in 
March or April, he or she forfeits the 
whole year’s bonus.

For a nominal investment per employee, 
a proactive employee-retention program 
can hel a company hold on to its strong-
est and most valuable employees. This 
will save hundreds of thousands, if not 
millions, of dollars in employee turno-
ver and retraining costs. The CPI must 
first develop employee retention strate-
gies. Then they must turn their attention 
toward improving their hiring processes 
to better qualify the right candidates to 
fill currently open positions.

A New Retention Strategy - the hir-
ing process

The hiring process has proven to be one 
of the most important elements in an 
employee retention program. For con-
sistently great hires, the company’s hir-
ing managers, human resources manag-
ers and outside recruiter (if one is used) 
need to work together from the very 
start. Doin this will ensure that the em-
ployees’ basic needs are met, which will 
lead to happier and more productive 
employees who are content with their 
current positions. By following basic 
laws of human nature in recruiting and 
hiring, you ultimately provide a better 
workplace for the employees and a more 
productivr and loyal workforce for the 
company. That can prove to be a very ef-
fective retention strategy in itself.

Start the hiring process by outlining the 
description of the position according to 
the needs and interests of the potential 
candidate, as follows:

1. Focus on the position at hand by de-
scribing what the key accountabilities 
are - not just by listing the “must have” 
requirements.

2. Define the position by showing who 
(or what department) the position inter-
acts with.

3. Describe the key challenges of the po-
sition.

4. Explain the corporate culture both at 
the corporate headquarters, as well as at 
the actual location where the position is 
based.

5. Describe the background of the person 
to whom the position reports and this 
person’s management style.

6. Describe the makeup and backgrounds 
of the position’s peers and subordinates 
(if any).
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7. Outline the opportunity for advance-
ment from this position over the next 
three years to five years.

8. Describe the community where the 
position is located. Provide cost of living 
and cost of housing data for the area.

Answering these questions honestly and 
comprehensively up-front makes all the 
difference in the world to the candidate, 
as candidates ask themselves, “Is this 
the right opportunity for me, and will I 
be happy here?”

Then, before posting or publishing the 
position description, get additional in-
put from other key people in the organi-
zation who will be involved in the inter-
view process, as well as to anyone in the 
organization with whom the person in 
this position would interact. These peo-
ple can offer much good information, as 
they have a totally different perspective 
on the needs of this position than you.

Also, make sure each objective listed in 
the description (see sample). Once the 
job is defined and the objectives clearly 
spelled out, the position description can 
be published and the resume screening 
process can begin.

As resumes come in, they can be 
screened against what a person will ac-
tually do, instead of simply a candidate’s 
background and experience. The top 
few prospects based on their resumes 
can move on to the next steps in the hir-
ing process: The telephone and face-to-
face interviews.

The Behavior-based interview

In order to find a qualified candidate 
who fits into the organization and is 
likely to be around for a long time, you 
must be very thorough in the inter-
view process. Knowing that every in-
dividual has unique qualifications (not 
to mention varying levels of interview-
ing skills), a very consistent interview 
process is required to identify the most 
qualified person.

One of the best ways to ensure a con-
sistent interview process is to conduct 
the interviews according to a behav-
ior-based methodology. This involves 
looking at how a prospective employee 
actually behaved when faced with real-

world, work-related situations or prob-
lems. Bahavioral assessments provide 
a more predictable outcome when 
used for screening candidates.

An R&D leader at a major chemical 
manufacturer said that although his 
company usually conducts traditional, 
straightforward interviews, he believes 
that special positions require the more-
specific, behavioral-based assessment. 
When they need to recruit specifically 
for a certain skill or experience, they 
use an executive recruiter, who helps 
them develop the position descrip-
tion and a list of questions designed 
to identify how well the candidate fits 
the open position before they are aven 
interviewed.

This approach benefits the prospective 
employee, as well. being asked specific 
questions about likely work situations 
gives him or her a much better idea 
of what the job will really entail. One 
marketing vice president noted that 
this type of interview process made 
him more confident about his qualifica-
tions when joining his current employ-
er. Other companies would simply ask 
“Tell me about yourself.” or “Do you 
have experience with our products or 
markets?” which made it hard for him 
to feel like he would have any real im-
pact. But the bahavior-based interview 
process was much more focused. The 
company had a specific background 
in mind that they thought would bal-
ance out the group and the questions 
planned to identify the appropriate ba-
haviors that would improve the likeli-
hood of the fit.

Asking the right kinds of ques-
tions

The structured interview, or behavioral 
interviewing, is a very subjective pro-
cess. By using validated assessments, a 
company adds an element of objectiv-
ity. This should be the primary focus 
of the interview. Of course, dress, ap-
pearance, personality, background and 
experience are important factors. It is 
still crucial to keep the question. “Can 
this person follow and complete these 
specific objectives?” at the forefront of 
your mind during the interview stage 
of the hiring process.

By outlining the ideal candidate (bench-
marking) and then comparing each can-
didate to one another, you will see who 
can most improve the organization’s 
performance. For the sake of continuity, 
and to make the interview process much 
easier, ask every candidate the same 
questions. An excellent tool to aid in 
screening and qualifying candidates is 
to use a custom-developed application 
for the position. Turn the specifications, 
needs and wants as oulined in the posi-
tion description into questions.

Email this list of questions to the candi-
dates who have been screened as viable 
prospects through a resume review and/
or phone interview, Ask them to invest 
some time in filling out the application, 
as it will aid both you and the candi-
date in having a more in-depth face-to-
face interview. Tell the candidate that 
it needs to be completed as quickly as 
possible, and before the next step takes 
place.

Make sure the candidate understands 
that many of the questions in the appli-
cation are key issues that you intend to 
cover in greater depth during the inter-
view. Having the prospect answer them 
in writing before the interview takes 
place allows the discussion during the 
actual interview to be much more mean-
ingful. It eliminates wasted time spent 
during the interview gathering infor-
mation, and it allows you to get straight 
to evaluating key strengths and weak-
nesses.

Ask open-ended questions that require 
an answer beyond yes or no. Such ques-
tions produce the most revealing and 
accurate abswers, Examples include: 
“Who have you worked with?” “What 
could you...?” When would you ...?” 
Where did you...?” and “How does...?”

Don’t forget the most overlooked - and 
perhaps most important - question 
when interviewing with retention in 
mind: “Why would you be happy do-
ing this job?” Record all responses accu-
rately for subsequent comparisons and 
candidate evaluations.

If more than one person will be inter-
viewing the candidates, make sure they 
are all of like mind regarding the entire 
interviewing process. Only then will the 
information be uniformly accurate and 
produce menaingful results.
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After the interviewing process is com-
plete, select the top two or three can-
didates and evaluate what their refer-
ences reveal.

Are they who they say they are?

Additional techniques can tell if a can-
didate is who he or she says they are, or 
who the appear to be in an interview. 
Talk to former coworkers and cus-
tomers. Always chack the prospect’s 
former work-supervisor references, 
even if you expect to get no more than 
“Yes, the employee worked here.” By 
probing, you can often get them talk-
ing, and you may be surprised at how 
much they will tell you as they warm 
up to your call. Many times, the bahav-
iors you’re searching for can be con-
firmed through reference checks - by 
asking former managers or coworkers 
how an applicant actually addressed 
real-world work situations.

Reference calls are a crucial part of the 
hiring process and will definitely help 
you recruit for retention. To expedite 
the entire hiring process, reference 
checking should be started at the very 
beginning whenever possible.

When calling the candidate’s past em-
ployers, its important to ask the pointed 
question. “Can this candidate perform 
these specific skills?” This question 
also eliminates the former employer’s 
or coworker’s personal opinion of the 
candidate because they are only being 
asked whether or not that person could 
perform the job they had when report-
ing to this supervisor. You’ll get a more 
accurate candidate evaluation using 
this method.

After the reference checks are all com-
pleted, you are ready to make an offer 
to the candidate that has proven to be 
the best fit for your organization.

There are maby ways to continually 
improve employment retention in your 
organization. The hiring process is an 
important one. By adjusting your focus 
to retention from the start of the hiring 
process, you will save not only money 
but also significant personal invest-
ment in the time required.

Although the day of the faithful, life-
long employee seems to have bacome 
a thing of the past, companies that turn 
their focus to employee retention - es-
pecially during the crucial hiring pro-
cess - may find themselves in need of 
gold watch catalog once again.


