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Session 10

Selecting 
Engaged Employees
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Who is Responsible?
	Hiring task
	Human Resources
	Manager

	Conduct analysis (consider your succession plan and HIPOs)
	
	

	Create a job requisition
	
	

	Share opportunities with other offices, areas, and company
	
	

	Post all positions internally
	
	

	Encourage employee referrals
	
	

	Initiate social media recruiting
	
	

	Ongoing proactive structured recruiting
	
	

	Manage on-line postings (e.g., Monster, Craig’s List, etc)
	
	

	Manage recruiting firms (e.g., headhunters)
	
	

	Other
	
	

	Other
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B.E.S.T. Profile

The B.E.S.T. Profile is an employee requisition form designed to provide hiring managers with the guidelines necessary to describe the ideal employee for the position he/she requires.  It focuses on the B.E.S.T. model that moves the hiring focus from education and skills to behaviors and traits.  Employees with appropriate behaviors and traits will be able to learn the job and obtain the skills needed.  Employees with the ideal skills but poor behavior and traits create conflict within the team and organization and often become short-term investments.

The B.E.S.T. model is detailed below:

	Behavior
	Education
	Skills
	Traits

	How one acts or reacts to specific circumstances
	The knowledge one carries with him/her.  Includes the experience someone brings

	The ability to put knowledge into action
	Characteristics that define someone’s personal nature

	Demonstrated through: 
· Performance
· Actions
· Conduct

	Demonstrated through: 
· Diplomas
· Certificates
· Years of success
	Demonstrated through:
· Activities
· Assignments 
	Demonstrated through:  
· Presentation
· Actions


	Examples:
· Expressing self clearly
· Meeting project deadlines
· Calm under pressure
· Handling conflict 
	Examples:
· Bachelor of Science
· Master’s in Business Administration
· HazMat Certificate
· Habitat for Humanity volunteer

	Examples:
· Technical writing
· Accurately interprets results
· Proficient in Excel and Access
	Examples:
· Accountability
· Integrity
· Enthusiasm
· Optimism
· Collaborative




Focusing on the B.E.S.T. model will require a change in how managers look to hire people.  By bringing a focus to the behaviors and traits, the hiring manager will need to focus less on the skills and education.  That’s not to say the skills and education of a candidate aren’t important, but they are not the only aspects of the selection process.  
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Although the template is one page, it’s common that it wraps into two pages to provide thorough descriptions.  The value of describing the ideal candidate to HR and recruiters is incalculable and could be the difference between hiring a long term and short-term employee.
The hiring manager may have some suggestions of where to advertise for candidates, such as professional publications or web sites.
Although this document emphasizes the importance of behaviors and traits, the value of experience, education, and skills are not ignored.  Complete the skills, education, and experience sections as you would any employee requisition form
List as many behaviors and traits as you can think of.  One way to complete this exercise is to ask “What would the ideal employee in this position act?  What would he/she do to be successful? 
What are 5 – 6 accomplishments you want to see in the first 6 – 12 months.  By understanding what you expect, you are in a better position to identify the traits required to meet your expectations

B.E.S.T. Profile
	
	Requisition / Position Description
	Req. #:
	

	
	
	Date Posted:
	



	Person Requesting
	
	Date Requested
	
	Desired Start Date
	



	Complete the Appropriate Information about the Position



	Replacement for: 
	
	
	Full-Time (36 – 40 hours)
	

	New Position:
	
	
	Part-Time  (number of hours)
	

	Budgeted (salary):
	
	
	On-Call (number of hours)
	

	
	
	Temporary (length of service)
	



	Position Description



	Title: 
	
	Grade:
	
	     Reports To: 
	

	Location of Position: 
	
	Service Line:
	
	  Dept. #: 
	
	 Section #:
	


						                
Describe at least 6 performance objectives expected (long and short term): 
	1
	

	2
	

	3
	

	4
	

	5
	

	6
	



	Behaviors, Education, Skills, Traits (B.E.S.T.) Requirements



Competencies required for this position (see page 3 for examples):

	Behaviors  and Traits Required:
	



	Degree or education level:
	
	Focus of study or discipline:
	
	Professional Certifications or Registrations:
	



	Yrs. Experience in similar position:
	
	Years Total Experience:
	



	Skills Needed (such as software, language, special equipment, etc,
	



	Prospects



	Any internal candidates?  Name(s): 
	
	External candidates? Name(s):
	



	Candidate Sourcing Options



	For advertising purposes, describe what the employee will be doing in the position, primary responsibilities, selling points, etc.:

	



All positions will be posted on [list sites].  Please list other potential sourcing opportunities (e.g. AWMA website, Monster.com, specific organization/association websites, journal ads, newspaper ads, etc.) 



	

	Approvals



	Person requesting:
	
	
	HR Manager:
	

	
	
	
	
	

	Supervisor:
	
	
	VP or other:
	



[bookmark: Sample]Sample Performance Objectives

These are examples of performance objectives from each typical job categories.  There is overlap between job functions and performance objectives from one category may fit another category; feel free to combine.

When writing your own performance objectives, remember to use action verbs at the beginning, e.g., build, change, improve, establish, develop, design, analyze, identify, prepare, conduct, and lead.


	All
	· Maintain work quality and quantity at or above standards of the department; demonstrate ongoing improvements in quality and quantity after achieving standard levels.
· Attend and participate in all department meetings and company information meetings.
· Develop performance objectives for first year; work with supervisor to identify and set goals.


	Admin
	· Provide administrative support such as word processing and production of reports and proposals using Word, entering data in Excel spreadsheets, etc for 6 project managers on multiple projects.
· Improve organization of department by creating and maintaining an accurate filing system for both hard copy and electronic version of material.
· Create and lead team of admin personnel in same job function to share information and resources in order to improve efficiency within all departments.
· Evaluate and create plan to improve Intranet site for ease of use, aesthetics, and navigation.


	Project Manager
	· Successfully manage at least 4 projects to conclusion; manage to within ______% of budget and _____% of deadline.
· Create and develop team of 4 people to share work and reach utilization of ________%.
· Recognize and propose at least 5 new contracts with established clients; win 2 of the contracts by working with sales and client.
· Refer 2 legitimate prospective clients to sales for follow-up and promotion.
· Conduct detailed analysis of current project teams to improve resource allocation.
· Attend at least 3 company Project Management workshops.


	Line Manager
	· Reengineer team structure to prepare for _____% increased [production, backlog, etc.] first year
· Hire and train 2 new employees within 9 months of hire date.
· Provide mentoring and developmental feedback to staff on a regular basis and via the company’s 3-month, 6-month, and annual EDP.
· Complete and conduct 100% of employee evaluations by [date].


	Sales 
	· Close _____% of all sales opportunities 
· Increase sales revenues by $__________ in the first year from previous level
· Identify _#_ new clients/opportunities.
· Regularly participate in key account meetings and play an active role in proposal development.
· Develop $ _____  in new business bookings each year.


	[other]
	· 

	[other]
	· 

	[other]
	· 




[bookmark: Best]
B.E.S.T. Characteristics Matrix

These are examples of characteristics of high performance employees; this is meant to be a guideline for creating the B.E.S.T. Profile

	Position
	Behavior and Traits
	Education/Experience
	Skills

	All employees
	· Demonstrates integrity, optimism, confidence, and extra-mile mentality
· Open to feedback and is willing to learn
· Expresses self clearly
· Proactive and innovative
· Follows health and safety guidelines appropriately
· Treats others/self with respect
· Responds to adversity and change appropriately
· Promotes the company
· Works well with others
· Sets and achieves realistic goals
· Focuses on results and is accountable for outcomes

	· Specific to job function (see below)
	· Specific to job function (see below)

	Admin
	· Takes initiative in looking for additional work
· Communicates amicably with other admin personnel

	· Some administrative experience
· Coursework in MS Office or equivalent experience
	· Minor maintenance on office equipment
· Proficient in Microsoft Office programs

	Project
Manager
	· Changes communication style for technical and non-technical conversations
· Anticipates potential problems and plans contingencies with teams and clients
· Maintains self control
· Provides clear, specific direction and feedback
· Efficient in time, cost, and safety management

	· Degree in technical field
· Certificate in Project Management
· Prior experience as PM in similar industry
· Professional certifications (PE, RG, etc)

	· Technical writing
· Proposal writing
· Able to use time management tool(s) effectively

	Line Manager
	· Hires high performance employees
· Provides clear, specific direction and feedback
· Maintains open communication
· Creates environment that motivates and inspires
· Creates and facilitates productive team
· Coaches and counsels employee development
· Analyzes situations and responds appropriately
· Efficient in time, cost, and budget management
· Exemplifies and accountable for compliance of safety guidelines

	· Degree in technical field
· Certificate or classes in supervisory skills
· Experience in industry
· Some experience in management preferred
· In-house: Attended company’s leadership training
	Same as Project Manager plus:
· Facilitate team meetings
· Follow a problem-solving process

	Sales
	· Creates and builds relation-ships with clients/prospects as well as within the company
· Demonstrates indomitable ‘must win’ approach
· Handles rejection objectively
· Attends networking functions to proactively build contacts
· Addresses customer concerns
· Looks for opportunity
· Recognizes sales maturity and process
· Efficient in time and cost management
· Represents the company with passion and enthusiasm

	· Degree in technical field
· Certificate in Sales Training Program
· In-house: Completed company’s Sales Training
	Same as Project Manager plus:
· Build long-lasting relationships with clients and potential clients
· Use appropriate sales software

	Technical
	· Completes tasks in a logical manner
· Documents time and effort accurately
· Works productively win a collaborative team environment
· Listens for potential business opportunities
· Demonstrates growth potential and is eager to learn
· Accountable for safety compliance
	· Degree in technical field
· Certifications a plus
· 8 years experience in field 
· 40 Hour OSHA Health & Safety training
· Professional Certifications (PE, RG, etc)

	· Use appropriate computer software
· Use applicable measurement tools

	[other]
	· 
	· 
	· 

	[other]
	· 
	· 
	· 
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Recruiting Sources Planning Guide
Automatic Posting:
· [name of site]
· [name of site]

Standard Posting:
· Internet:  Monster.com,  CareerBuilder.com, other: ____________________
· Hiring Manager sends email with posting to department staff and other people outside department with potential access to internal/external candidates.  

Optional Recruiting Sources:
· Social Media
· LinkedIn
· Twitter
· Facebook
· YouTube
· Professional Associations: ________________________________________
· Recruiting at Association meetings in person: ___________________
· Recruiting on Association websites: ___________________________
· Upcoming Conferences: _________________________________________
· Newspapers: __________________________________________________
· Competitors who are laying off: ____________________________________
· High school or college interns: (list schools) __________________________
· Seniors or recent retirees considering workforce re-entry: _______________
______________________________________________________________
· Acquaintances from college or previous place of employment (email JobNet posting with personal message): ___________________________________
· Potential re-hires: _______________________________________________
· On-campus recruiting: (list colleges): ________________________________
· Alumni outreach / newsletter
· (last resort):  Professional Recruiter: ________________________________

After the report is complete, Right Click the following field and choose “Update Field” to generate TOC.
Employee Referral Program
	Listen to employees
Track successes
Communicate progress

	Encourage social media
     Their motivations
         Improvements
             Overall program
                Who’s eligible?
[image: ]

	Generations
Keep it simple
Demonstrate how
Positions available
Identify who makes a good referral
	                Cash          
              Donations
           Drawings
      Hardware (i.e., iPad)
Time off




B.E.S.T. Resume Screening Tips
Cover Letter  (often reveals as much as the resume itself)
· Is it an original letter (if not sent electronically)?
· Is the greeting personalized? (tells you about the candidate’s level of sophistication)
· Does it show insight into the company?
· Is it clear, clean, and visually appealing?
· Is it well-organized? Written concisely?  (Judge this as the first “writing sample”)
· Is it responsive to the B.E.S.T./job description? (responsive to our needs)
· Does it get your attention and sell you on the applicant?

Resume – General Qualifiers
· If there’s a career objective, is it specific or general?
· Does the resume include statements citing qualifications resulting in significant accomplishments, or is it merely a string of job descriptions?
· Does each sentence start with an action verb that clearly conveys thoughts that grab your attention?
· Is the resume more than two pages in length?
· Is it visually appealing – not too crowded?
· How willing are you to forgive spelling and grammatical errors?
· Do the dates and sequences of events that apply to education, training, and work experience make sense?
· Does the resume succeed in getting the message across?

Resume – Yellow Flags (areas to probe the candidate)
· Gaps in work history
· Regression in job responsibilities and job title
· Many jobs in a short period of time
· Salary inconsistencies (if salary history is provided)
· Appearance of inflated credentials (e.g. degree earned, but no institution listed: includes the word “attended” with regard to a school in the hope that you may not recognize that they did not graduate)
· Is a stated accomplishment too good to be true? (check in interview)
· Qualifiers such as:  “Had exposure to,”  “Have knowledge of,”  “Assisted with,”  “Worked with”
· More than one reference that is “out of business”


[bookmark: _GoBack][image: ]Selling Your Organization
What would you highlight about your organization?  What do you think is important to your candidates?
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Crisis Recruiting

When should you be recruiting new employees? ALWAYS!

Proactive Recruiting

Hire Hard, Live Easy, Hire Easy, Live Hard
Bob Kelleher
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COMPANY ABC isaGreatPlace to Work!

Company Overview

# Since 1958, one of the pioneer firms in the environmental industry

# Financially and strategically stable company with worldwide brank recognition

# Top 20 all-environmental firms (Engineering News Record, 1995 — 2005)

% 1700 employees in 70 offices around the world

# Operating as a seamless organization

# Cross-border work sharing is strongly encouraged and a competitive
differentiator

 Expertise in 60 different technical and management disciplines

# strong, stable and experienced senior management leadership

our culture

 Industry-leading employee retention — annual turover in single digits.

# Employee-centric business model

# Strong emphasis on learning/professional development (Project Management,
Leadership, Sales, on-the-job training, tution reimbursement, external technical
training, conferences/seminars) documented in annual Employee Development
Plan and reviewed every 6 months

# Conduct Employee Satisfaction Survey every 2 years — resulting in dynamic
employee feedbackto help focus driving issues. Each location creates employee
generated responsive Action Plan implemented by employees

# innovation Committee with over 1000 ideas regarding new markets and business
‘operations submitted by our ‘idea website” with one-third of them implemented
Al ideas rewarded

# Technical Paper Cash Bonus awarded to employees who publish n a book or
technical journal, or present published paper at a conference

# Employee recognition program ensures all employees are appropriately
recognized for outstanding efforts

Career Opportunities

# Diverse service lines provide cross-training opportunities

# National and international locations offer opportunities in over 70 worldwide.
locations

# Philosophy of promoting from within: about 15% of employee base promoted
annually

# Prestigious client list - some of the largest and most successful companies
worldwide

# Key Account strategy enables employees to work nationally and internationally.

Wete part of a company with 24,000 employees operating in 60 companies woridwide,
providing design and management services in the transportation, faciltes, and
‘environmental markets through & family of operating companies.
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