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& Data Analytics
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Shortage of talent is the biggest concern that HRs
face these days. With organizational skill
demands evolving rapidly, candidates are not
able to keep up and upskill themselves at the
same pace.

However, before playing the victim and stating
that there is no talent available in the market,
have a look at the following:

So, sourcing isn't the real problem. It is the
candidates who are backing off.

Having identified the real culprit, it is important
to figure out how to reduce your candidate drop
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off rate. The main reasons for candidate’s back-
ing out are:

1: Non-mobile optimized application process

If your recruitment process is not mobile opti-
mized, you will lose more than 3/4th of your
sourced talent.

2: Difficult to navigate hiring process.

If the movement from screening to subsequent
rounds is not smooth, companies will continue
to experience a high candidate drop off rate.
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Common Challenges Faced By Candidates

O O O O O O O o o

Lack of clarity on job role

Difficulty in reaching HR or hiring manager
Non-transparency on the upcoming hiring or its duration
Schedule rounds as per their own convenience

Commute multiple times until the process is complete
No status update if one has cleared some round

Unstructured and biased interviews
Poor quality and uninteresting talent assessment methods

Lengthy hiring process

Poor Communication:

750/0 Applicants never hear back

60%

from employers (Career
Builder Survey)

Lengthy Application process

Job seekers quit in the middle of
filling out online job applications
because they are too long or too
complicated. (Career Builder Survey)

Unstructured Interview

Talent say a negative interview experi-
ence can change their mind about a role
or company they once liked. (LinkedIn
Survey)
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Reasons Behind the Issues

O O O O
Scheduling And

Unstructured . o Difficult to Source Unclear Job
I Re-Scheduling Hiring . I —_— A
Interviews Quality Candidates Description
Rounds
o O o O
Lack of Accurate Lack of Accurate No Candidate Communication Gap
Performance —  Candidate Skilllk —— Feedback Collection Between Candidate
Evaluation Criteria Assessment Method Mechanism and HR
& O O o
Lack of Data, Tools and ) -
O—— Processes To Improve Unorganized HR ——— Non-visibility of Lack of Data Based
Task List Talent Funnel Candidate Selection

Hiring Process

So, how can an organizations synchronize their hiring process to enable good
candidate experience?

Through Stl‘u Ctu I‘i n g their hiring process.
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Candidates’ Reaction to
These Issues.

Job seekers quit in the middle of filling out
online job applications because of their
length or complexity. (Career Builder)

0 Job seekers will likely reject a job offer because
63 /0 of a bad candidate experience (Source: Software
Advice).

20/ Job seekers that had a bad experience told
7 0 others about it, either online or in-person
(Source: CareerArc).

640/0 Job seekers say that a poor candidate experi-
ence would make them less likely to purchase
goods and services from that employer (Source:
CareerArc).



Expert Opinion

The Mettl research team interviewed several HRs to understand
common problems faced by them during their day-to-day work.
The below excerpts point at the major issues faced by them.

During our conversation with Callidus Cloud (India)Pvt Ltd
Talent Acquisition Manager Sirish Poondla, she men-
tioned, “Scheduling of hiring rounds is the biggest time
waster.”

What is the biggest challenge that you face while hiring?

Sirisha: The biggest challenge that we face during recruitment is
scheduling of hiring rounds. Coordinating hiring manager avail-
ability with that of the candidate’s is the biggest time waster. We
spend 40% of our daily work time in scheduling and re-scheduling
hiring rounds. This problem magnifies if the candidate is located
in a different city.
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How do you think this affects your hiring process?

Sirisha: Repeated re-scheduling of hiring rounds adversely
impacts the candidate experience, leading to high ‘candidate
back out rate’

Do you think the use of ATS or video interview can reduce
the hassle of hiring rounds?

Sirisha: An ATS by itself does not help much as candidates prefer
a personal touch to the interview invites and communication
that they receive. An ATS that cannot provide for customized
communication is ineffective in enabling meaningful communi-
cation with the candidate and can adversely impact candidate
conversion rate. However, customized video interview tools that
create a structured interview process can definitely help.
Features like remote proctoring or notepad that captures insights
by hiring manager, grading mechanism and a reference question
guide can be objectively used to interview the candidates, thus
making out task much simpler.



Giving insight into hiring challenges, LAVA Mobiles Talent
Acquisition Specialist Anshul Meshram said, “Rather than
sourcing, high candidate back out rate is the biggest hiring
challenge that HRs face these days.”

What challenges do you currently face while hiring?

Anshul: The inability of hiring managers to make themselves avail-
able as per the candidate's schedule and missing out on interviews
demotivates the candidate. Since most hiring managers are unpre-
pared for the interviews, many a times candidates sense a lack of
clarity on the HR’s part and hence develop a poor opinion of the com-

pany.
How can you improve the candidate experience while reducing
candidate back out rate?

Anshul: Leveraging HR technology tools such as an ATS integrated
with video interview tools, remote proctoring and in-built competen-
cy-based talent assessments can enable easy scheduling of interview
rounds.

Are you satisfied with your current ATS?

Anshul: Although most companies use some ATS, they are not happy
with the outcome. An ATS that does not have an in-built video inter-
view tool, competency-based talent assessments and remote
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proctoring feature, is shallow, to say the least. Also, an ATS needs
to be user-friendly, cost and time-efficient for HRs. This would
enable seamless execution of the hiring process, right from infor-
mation gathering to taking data-based selection, all integrated in a
single platform.

How useful do you find online talent assessments or video inter-
views?

Anshul: Talent assessments need to have a remote proctoring
feature to give accurate results regarding the candidate’s skill profi-
ciency, while video interview tools have to be more feature rich than
a video call app. An app that has features like reference competen-
cy-based questions, grading system, skill testing methods and
remote proctoring to provide a cheat proof result would go a long
way in solving all hiring related problems.
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What is Structured
Hiring?

Adopting a structured and comprehensive hiring process is the first step
in positioning a business for success by attracting the right talent. The
talent onboarded through such a process would possess the ability to
build the company’s culture, drive sales and eventually position the
organization as a leader in the industry. Failing to establish a structured
hiring process yields underperforming employees and exhausts
resources, time and money.

Structuring the hiring process means coming up with defined steps that
candidates will go through, in order to ensure a thorough and unbiased
skill evaluation, in a way that can be duplicated for every candidate apply-
ing for that job role; with minimal involvement of HR and hiring

The aim of structured hiring is to establish a standardized process to
onboard top talent in a scalable manner.
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How to Structure the

Hiring Process?
With the help of technology to:

Technology
~ Tools+
Analytics

Frameworks

‘ Technology Tools
‘ — + Competency



Three Pill
Hiring

Take Data Backed Decisi
Using Data Analytics

A
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ars of Structured

Develop a Competency
Framework to Standardize
the Hiring Process

Structured
Hiring

ons Leverage Technology to

Streamline the Hiring Process
and Gather Data
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A competency is a set of skills, knowledge, abilities, attributes, experi-
ence, personality traits and motivators which has a predictive value
towards an individual effectively performing in a job. Competency
frameworks provide clarification around the behaviors and perfor-
mance expected at different levels throughout the organization.

Identifying competencies is the backbone of structured
hiring. This is so because talent assessments are used
to screen candidates based on these competencies. For
example, if a job requires the candidate to have high
cognitive ability (competency), then the talent assess-
ment that will be used to screen candidates could be COMPETENCY
cognitive assessments. FRAMEWORK

Moreover, identifying competencies and creating a
competency framework for each job role helps in
creation of structured interviews. It helps in predefining
the questions that each candidate will be asked to test
their skill alignment with the job role during interviews.
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For Process Improvement:

help organizations in tracking the progress of a candi-
date from sourcing to hiring. They contribute to a
structured recruitment and effective task automation
which saves both time and money. They serve both as
an internal organization tool and a communication
point between organization and candidates.

For Talent Measurement:

also called pre-employment tests or employ-
ment screening tests, are used to help recruiters short-
list candidates who will be an ideal fit for jobs in
respective organizations, based on the skill sets they
possess. Talent assessments help predict a new hire’s
on-the-job performance and retainability.

Structuring Your Hiring Process



For Enabling Structured Interview: Video Interview Tool s
a dedicated video recruiting software that helps assess a
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Firms use real-time video interview-

candidate’s skills before they are called for a face-to-face 710/0 ing for hiring, while 50% use it for
interview. It has an in-built video recording, skill testing (sim- shortlisting candidates.
ulator) and candidate grading features that a normal video (Futurestep survey)

conferencing or video chatting tool does not have.

’7 Leverage the Right Tools to MeasureCompetencies Precisely

% Personality & Behavioral Traits
3 o i Holistic —
Cognitive Abilities — Assessment o — «»
> Domain & Technical Skills A?A

Talent Measurement Based on Your Customized Competency Framework

Soft Skill Measurement via Live Video
Domain Knowledge via Simulators

Business Acumen via Whiteboard

_
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There is a lot of data that is collected during the hiring
process including applicants’ list, information and skill
set. This information needs to be analyzed to create the
recruiting funnel, that further helps in evaluating appli-
cants objectively. Additionally, information needs to be
organized to enable the recruiter to be appraised of all
upcoming tasks. Use of analytics during hiring (via ATS,
talent assessment and video interview tools) helps in:

1) Candidate Evaluation and Selection

Creation of candidate diagnostic report based on
their performance in each talent assessment and
interview round.

Shortlisting applicants based on benchmark scores
and weightages assigned to each assessment and
interview round.

Integration of the results of all hiring rounds to
create a candidate integrated report (candidate
dossier).
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2) Recruiting Funnel Creation:

Use of analytics helps in creation of recruit-
er’s dashboard which informs the recruiter
about how many candidates are present at
each stage of the hiring process. It also
informs the recruiter about how many open
and closed positions are there in each job
role.



By making use of data collected throughout the funnel, recruiters position
themselves to create a better quality talent pool, as well as leverage their
existing talent pool in the best possible way. It also helps in continuous
process improvement to optimize the hiring process for future

=

Career Website Visitors Employment Branding

Applications

Sourcing

Candidate Selection

W Candidate Experience

Insights

I
Recruiting Funnel
119% Visitors to Applicants

59 Average Number of Applicants
per Open Requisition

12% A licatio stol terviewees
17% Interviews to Offers

899% Offers to Hires

0.2% Top-Bottom

43 Average Time to Hire (Days)




Benefits of Structured

Hiring
Cost Effectiveness:

o Save logistical cost by giving the option to carry out the entire
hiring process remotely.

© Reduce the workforce required to carry out hiring by allow-
ing technology to take over major time and effort consuming
chunks of the hiring process, such as candidate screening,
planning and scheduling.

Faster Process:

© Reduce the hiring process timeline by eliminating unproduc-
tive steps, such as manual screening and constant scheduling
and re-scheduling of hiring rounds.

© Enable fast and easy hiring decision making by basing them
on insights backed by data.

Structuring Your Hiring Process

Higher Quality Talent:

o ldentification of top talent easily with the help of accurate talent
assessment methods.

© Achieving higher candidate conversion rate by improving the
candidate experience during hiring by making it shorter, unbiased,
interesting and streamlined.

| Reap Multiple Benefits Across Organization

Cost Efficient
Reduce logistical cost
Save interview hours

Faster Process

Reduce operational work
Make data-backed hiring
decisions

Higher Quality

Find the ideal candidate
Enhance applicant’s
experience

||
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Step-by-step Guide to Structure
Your Hiring Process
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Job Opening Kick Off is the first step in the hiring process. Before
a job opening is advertised, there is a lot of background work &

involved, which includes: X

The first step is creating a job
description that is short, precise and clearly states what
skill sets you are looking for in the candidate and what
responsibilities/ KRAs will be a part of the job role. The
best way to create a job description is to have a
‘ready-to-use’ job description template with predefined
fields that can be easily customized for any job role.

Decide the number of days required to com-
pleted the hiring process.

The number and complexity of hiring
rounds will be based on the budget allocated for hiring per
candidate.

Deciding the salary range and criteria for allocating
salary in the given job role.

<Role name>e.g. Receptionist, Sales assis-
tant

<Type of employment>e.g. Full-time; Part-time;
Casual

<The physical address that the employee will
work at. If the job requires travel, state the primary loca-
tion>e.g. Smithton office

<Who the employee will report
to>e.g. Office Manager; Shift Supervisor
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<Outline duties and responsibilities of the position>

e.g.

Coordinate and carry out all office administration including
reception, mail, couriers, greeting clients and filing

Maintain a clean and safe workspace, and abide by workplace
health and safety policies and procedures

Other tasks as directed

Qualifications:<What qualifications, licensor education level
does the employee need?>

e.g.

Diploma or Certificate IV in Business Admin or relevant experi-
ence
First aid certificate

Experience:<What type and how much experience is needed?>
e.g. 3 years previous experience in an similar role/industry

Skills: <List skills needed for the job, including any technical or inter-
personal skills>

e.g

Intermediate to advanced Microsoft Office skills (Word,
Excel, PowerPoint and Outlook)

Excellent verbal and written communication

Organized and able to meet deadlines

mettl
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Matt] Recrult My Tests

Define Hiring Process 6

L Create Jobrobe | 2 Create Hiring Steps | 3. Add Applicants
Job Role Hame:

Softwane Developes

N, Of Position:
- 4 Fs

Competencies For Grading:
+ Add

Amach Job Dessription [Optionall

& sam _Core Java Developer Asse.. @ Wpload File
S File Uploaded Successhully

File foerrat sfowed see Poi Do, Doc Peges Q0T HTF MlF 20N TETWPS of nmax B0
size.

<The level of performance you expect from the employee >

e.g.

Complete administration tasks on time

Deal with clients, suppliers and other employees profes-
sionally at all times

Ensure office is clean and presentable at all times
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Competency framework serves as the bedrock for all HR applications. As a result of competency mapping, all the HR processes like talent
induction, management development, appraisals and training yield much better results.

A competency framework defines knowledge, skills, and attributes needed for people within an organization. Each individual role will
have its own set of competencies needed to perform the job effectively. To develop this framework, you need to have an in-depth under-
standing of the roles within your business.

To do this, you can take a few different ] e v rae Comserencies x
approaches: T Competency tame
Define Hing Process

Use a pre-set list of common, standard com-
petencies, and then customize them to the
specific needs of your organization.

Use outside consultants to develop the
framework for you.

Create a general organizational framework
and use it as the basis for other frameworks
as needed.

Developing a competency framework can take
considerable effort. To make sure the framework
is used as needed, it's important to make it rele-
vant to the people who will use it and take own-
ership of it.

LCreste Jobrole | ZCreats HingSieps | L Add Apsicants
Job Bole Mamse
Software Deveieper
o Of Positiond
- & ¥
Compatencins For Grading
# hod
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Leadership
Skills

Motivating Peers
Developing
People

Change Agent
Visionary
Perspective
Entrepreneurial
Mindset

Influence

Interpersonal
Skills

Effective
Communication
Active

Listening
Teamwork

Networking
Delegation
Establish Trust
Effective
Presentation
Negotiation
Empathy
Openness to
Diversity
Conflict
Management

Behavioral
Competency
Framework

[ Entry Level
B Mid-Senior Level

[l Senior Level
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Analytical
Ability

Attention to
Detail

Critical

Thinking
Problem Solving
Planning &
Organization

Decision Making
Strategic Thinking

Ambiguity
Management
Innovative
Thinking

Personality
Attributes

Curiosity
Adaptability
Discipline
Self-Confidence
Optimism
Enthusiasm
Loyalty
Open-Mindedness
Temperamental
Self-Obsession
Accountability
Quality Focus
Resilience
Self-Awareness
Result
Orientation
Perseverance
Ambitious
Opportunist
Insensitive
Thrill-Seeking

Proactive
Stress
Management
Impulsive


https://pages.mettl.com/structuring-your-hiring-process

This step involves choosing how many hiring rounds will be
there and what selection medium will be used in each round.

WHICH SCREENING TOOL TO USE?

The Recruitment Tool Selection Chart is designed to give you
an overview of the four different kinds of tools used in the
selection process, i.e

¢ Assessments and Simulators - The modern methodology
clearly demands least of time investment and simultane-
ously gives the most accurate results.

© Pen and Paper Tests - Though the methodology gives you
an advantage on accuracy, it demands a lot of time.

© Telephonic Interviews - Even though they take less time,
judging the candidate over phone is quite a dicey play.
Often candidates can be quite expressive over the phone
but when it comes to the application of concepts in
real-time situations, they often fail.

O Face-to-Face Interviews- Similar to telephonic interviews,
face-to-face interview methodology does not just demand
more time, but accuracy becomes a risk-factor.

Structuring Your Hiring Process

Define Hiring Process Rounds

e Assessments &
Simulators

e Video Interview o Pen-&Paper Tests

Tools

e [ace-to-Face
Interviews

Accuracy ——p

e Telephonic
Interviews

Time Required for Organization Recruitment ——p

The Recruitment Tool Selection Matrix indicates that
modern approach of assessments & simulators and
video interview tools not only have an edge over the
traditional approaches but also gives better and accu-
rate results.
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Feasibility
Sources Accuracy
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entry-level hires or senior-level hires. This gives
you a fair idea of which tool to use when hiring
for different experience and seniority. T Round 1 L
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a) Use competency based talent assessments to assess each competency
included in the competency framework for a job role. This will be a good
predictor of how the candidate will perform on the job.

b) Create a structured interview process which involves standard inter-
view questions (based on competencies needed in the job role) for all
candidates being hired for a job role, to ensure unbiased, objective, time
saving and accurate skill assessment.

\
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Here is an example to illustrate the talent assessment selection for
hiring a Java Developer:

Select talent assessments as per the java developer job role
competency framework.

Select an assessment provider who can create a customized
talent assessment battery that will test if the candidate
possess all the skills included in the java developer compe-
tency framework.

to test their skill assessment accuracy and ability to

identify top talent.
that can

be used to assess the candidates on all the competencies
required in a particular job role.

Making an in-house battery of assessments is expensive and time to prevent cheating during the
consuming. Hence, choosing an assessment provider will give you assessment process.
access to a wide array of assessments that can be used to test all the that can run on all major
competencies required in different job roles. operating systems, so that the candidate can remotely
. . - take assessment in a safe, unbiased and hassle free
Top requirements an assessment provider should fulfill: nanner
that you .
intend to use talent assessments for during hiring. in each assessment, identify skill profi-
to meet your specific job ciencies, skill gaps and rate the candidate to render accu-

role needs . rate and unbiased hiring decision.
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Structured interviews help in standardizing the interview
questions to reduce biases and take more objective deci-
sions, by basing the questions on competencies related to
the job role.

A structured interview process has:

¢ a prettt-defined set of questions based on compe-
tencies.

¢ benchmark scores for the interview.

© asystem for collecting and passing on candidate
feedback.

Video interview tools can help create a structured interview
process by providing the following features:

Standardized competency-based questions:
The video interview screen has a side section
that contains the list of competencies pertaining
to the job role and sample questions that can be
asked to assess the candidate on those compe-
tencies.

Creating a Structured Interview Process
Using Video Interview Tools

AR NN

“
'L%
S
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Standard grading: The video interview tool allows the
interviewer to assign weightages to each competency
depending on which competency is more critical. All
candidates are graded after each interview round, based
on the assigned weightages.

On-the-job skill assessment: The tool has a simulatio
screen that can be used to assess technical skills &g
allowing the candidate to execute codes during

interview itself. This allows for practical real time ¢
assessment.

D




The tool has an in-built proctor-
ing feature, which can be set at different levels (very
strict, strict, lenient) as per interviewer’s discretion to
prevent cheating.

The whole video interview
can be recorded and used later to make decisions
regarding selection/rejection.

Structuring Your Hiring Process

The tool has an in-built notepad to allow the
interviewer to capture insights regarding candidate behav-
ior, performance, body language and attitude during the
interview.

After the interview is
over, interviewer can grade candidates on different com-
petencies included in the job role. The tool will integrate
grades and interviewer notes to create a candidate diag-
nostic report and candidate integrated report.
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Sourcing the Candidate

Talent sourcing is a method of creating candidate flow, finding,
and networking with prospective hires. It aims at converting
individuals into job applicants or for providing additional referrals.

Talent sourcing can be done through the following methods:

Recruitment Database: Companies maintain their own
recruiting database to source candidates, based on previous
applications received and referrals.

Social Media: Nowadays more than 97% of job seekers
search for career opportunities online. Using social media is
now a popular and effective way of recruiting with 73% of
companies successfully hiring candidates in this way.

Online Job Postings: Using job portals to source candidates
has been an age old method of sourcing talent. However, it is
only effective in tracking active applicants. It does not provide
access to database of passive applicant who in most cases, is
the top talent and perform well at his current job.
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It is considered one of the most effective methods
of sourcing talent. Almost all organizations have a referral
program with lucrative rewards to urge employees to refer
their friends, who in most cases are just as capable and
skilled.

Campus hiring is one of the biggest sources used by
recruiters, especially when bulk hiring, although, it cannot be
used to source talent all year around.

Social media platforms like Linke-
dIn, are gaining popularity, since they are easy and interesting
to use and having a very large pool of talent as well as recruit-
ers registered on it.

Many organizations outsource the candi-
date sourcing process to third party HR consultants, who
provide the company with a relevant pool of candidates
based on the job role requirement and eligibility criteria
shared with them.

o=

Structuring Your Hiring Process

TALENT
SEARCH
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A hiring process majorly encompasses these three functions:

This involves coordinating
with the candidate and hiring manager to come up with a
common time slot when the interview and other hiring rounds
can be scheduled.

This involves assigning
weightages to each hiring round, deciding benchmark scores for
each hiring round and overall cutoff grades on which candidate
selection will be based.

Taking data backed decision based on candidate
integrated report and talent availability in the talent funnel.
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The biggest challenge with scheduling of hiring rounds is coming up with a timeslot that is suitable for both the interviewer and the
candidate. HR’s spend 40-50% of their daily worktime scheduling and re-scheduling hiring rounds. Difficulties in scheduling and
re-scheduling cause wastage of HR’s, hiring manager’s and candidate’s time, contributes to poor candidate experience (leading to
decrease in quality of hire), and increases time and cost of hiring.

to allow for remote interviewing. This will increase the metll MRt vy
bandwidth of availability for both candidate and the hiring man-
ager as they can take/give the interview from anywhere and at
anytime. It will also make re-scheduling an interview or assess-
ment round much less of a hassle.

Drefiree Hiring Process O

PO 1 Edi Jon@oe | Edt HinngSteps | T Add Applicants

Wipload spplieands in hullc

£ Bulk Upicad

that provides your HR

Wlth :‘:::'M Enail B L aige
that helps them keep track of all the saddarn ssstimnumingmesicon | | koo Englan
hiring process scheduling related tasks in one place and + dcgracee

helps them in being more organized

that allows for bulk upload of
applicant’s list for a job role followed by bulk scheduling of
hiring rounds, thereby helping save HR’s time and effort.
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Content Structuring Your Hiring Process

It provides the HR with information on the number
of candidates that are there at different stages of hiring in each job role. Addi-
tionally it has a task section that contains the list of tasks that are allocated to
the HR and how many of them are due for completion each day. The recruiter
can easily have a look at:

All the assessments and inter-
views that they have to sched-

ule everyday. o R elake —

Which candidate and hiring P -

manager is due to attend F Bropres:

which hiring process and send € Has ¥ WD e
them reminder mails. PRI Asslisants/ Progress Esuil & s
Float offer/rejection letters. e = = n;um
Follow up with candidates and L 0 e s :

IPBEriERL 12 B 3

hiring managers about their
experience and collect feed-
back.

Bratuss Soheduied




Content Structuring Your Hiring Process

Evaluation process consists of collecting performance feedback after candidate assessment/interview.
An objective, unbiased and standardized data driven evaluation method involves:

Setting benchmark scores/weightages for
each assessment and interview round

Creating a candidate performance report
that has details on how the candidate
performed in each hiring round (candidate’s
proficiency level for each competency being

. .. . westl Benait oy T Edi Cormpanencaes u
tested in the hiring round, candidate's score metil P
. .. aecy hliTiE WL n
based on overall performance in that hiring Define Hiring Process®
| nanageial Sk 20 2 m
rou nd) LEdedchmole |- 2 AddHirngSwps | SAddAppicants 4:_,':;__'
Weighing the candidate score agalpst th.e I = — — = &
benchmark score to see if the candidate is z = Frvm—
. . o . B Templane
eligible to move to the next hiring round. " - oo o IR
B ltI:;melll Foand 2 L - TS
Use of technology tools such as * ' -
. . . . Sheps For Vour Raoosss YOl atiew | 0 Mo choompatnciesc S Tot 120
online talent assessments and video interview n o P R i i i
. .. . Sasemant * LidMon
tools, provides the HR/Hiring manager with an arageal ks a0 i hancran
e Ik Pecsonaliey 0% Hachiata Chandes

auto-generated s [
based on the candidate's performance during the el s 2
hiring round. This report is either created by the T
technology tool itself (in case of online talent
assessments) or based on the hiring manager feed-

back (in case of interviews) e NG AT
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Content Structuring Your Hiring Process

Once the talent measurement and evaluation has been done, data is collated from the evaluation process. It is then used to make the

right talent selection by allowing hiring manager to have a holistic view of how a candidate scores in each competency as compared
to other candidates.

In order to accomplish this, it is
recommended to use a recruitment software that
integrates the candidate’s scores of all the hiring mafﬂ_ i | —
rounds, and for all the competencies, together in sy
one integrated report —~candidate dossier.

B Regart: skl

This is an integrated candidate B3 somare Deveispar @ view 365 Daseriprion ook o
performance report that contains all the details R
(assessment performance, interview performance, Narme: ackis Email ankrtandongerwzic  Phone 104220280

job suitability, behavioral alignment and skill profi-
ciency and compares it to set benchmarks for the
job to decide if the candidate should be hired or
not). These diagnostic report is the main docu-
ment used by recruiters to differentiate between
different candidates and take a call regarding
hiring or rejecting.

Fawnd 1 Test Complited © 2REM30 Vi Datadly s
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Analyzing your Hiring Process

After the selection has been made, the recruiter is required to take a holis-
tic view of the entire hiring process and figure out the number of closed
opening and the vacant ones. They also need to analyze how the hiring

process performed, based on certain metrics such as time to hire, cost per
hire and quality of hire.

1) Time to Hire: Chosen by 62% recruiters as the top most metric for mea-
suring recruitment success, time to hire is the time taken from sourcing a

candidate to onboarding them. According to recent studies, the average time
to hire is 42 days (SHRM, 2016)

Using a structured hiring process by making use of technology tools will
provide an HR with a clear picture of how many days it takes to close an

open position and hence, identify the bottlenecks that are contributing to
increased time to hire.
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Factors contributing to longer than usual ‘time to hire’:

Careers Site Conversion: [t refers to the percentage of candi-
dates that visit a company’s career site page and apply for a job
opening from there. According to research career page conver-
sion rates - the number of site visitors who take the next step

and become applicants - fell 22% from 2016 (from 11% to 8.6%).

Candidate Response Rate: It refers to the percentage of candi-
dates that respond to a recruiter’s email about a job opening.
According to recent studies, only 6% of recruiters consistently
get response rates of 50% or better.

2) Cost of Hire: refers to the cost incurred by the organization for
hiring one candidate (right from sourcing till onboarding). According
to recent research by LinkedIn, the average cost of hire in India per
candidate is INR 25,500.

Structured hiring can help substantially reduce the cost to hire by
automating a lot of processes and hence, save up on manual labor
costincurred by large investment of HR and hiring manager’s time
in planning and executing the hiring process. It can also lessen the
costincurred during hiring by reducing the candidate drop off rate
and increase in offer acceptance rate and retention by improving
candidate experience during hiring process.

Structuring Your Hiring Process

Cost of hire is dependent on:

Application Drop-off rate: It refers to the percentage of candi-
dates who applied for the job opening, but did not go through
with the entire hiring process, by their own choice, without
facing rejection. According to statistics 3/4th of the candidates
that apply for a job, do not go through the entire process.

Offer Acceptance Rate: It refers to the percentage of candidates
who are offered a job and choice to accept. On an average, fresh
college graduates have an offer acceptance rate of 68% in 2018,
down from 71% in 2017. This shows that candidates have more
options to choose from and thus, there is a crunch of skilled
talent.

Retention: It refers to the percentage of candidates who stay in
the job one year after being hired. According to recent studies,
the average employee retention rate is 85-90%.




3) Quality of Hire: is defined by the alignment between the skill sets
that the candidate has and those that the organization needs. Quali-
ty of hire is determined by the source from which the candidate is
sourced and the process by which the candidate is evaluated.

Structured hiring can help in improving the quality of hire by
proving an objective data backed candidate evaluation and
selection mechanism that identifies top talent accurately.

Quality of hire is impacted by the following factors:

Talent Pipeline Growth: A talent pipeline is a pool of candidates
who are ready to fill a position. These can be company employees
who are ready for promotion or external candidates (job appli-
cants). Talent pipeline growth refers to increase in the number of
candidates available to fill one single job vacancy. Higher the talent
pipeline growth, more will be the choice of candidates that the orga-
nization will have to choose from, and higher will be the quality of

hire

Structuring Your Hiring Process

Source of Hire: refers to the medium from which the organi-
zation came to know about a candidate’s profile and avail-
ability. Sources could be social media, job portals, compa-
ny’s career page, referrals, walk-ins, advertisements, HR
consultancy etc. According to recent statistics, social media
is the biggest source of candidates for most organizations.
94% of hiring experts use social media to find candidates
these days and 59% candidates said that they look up for
information on the companies on such platforms. Compa-
nies such as Ernst & Young and Sodexo are projecting them-
selves as the best place to work on the social media
platforms and also touch base with potential candidates.

Recruiter Performance: It refers to the ability of the
recruiter to onboard quality talentin a timely, cost and
effort efficient manner. Recruiter performance is
based on many metrics such as candidate experience,
cost per hire, time per hire, application drop off rate,
offer acceptance rate, retention, talent pipeline
growth, hiring manager satisfaction, candidate job
satisfaction and sourcing channel efficiency.
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Structuring Your Hiring Process

By analyzing data that is generated at every stage of the hiring process, organizations can
continuously keep track of the metrics that determine a successful hiring process. Further-
more, they help in continuously improving the hiring process by helping in identification of
bottlenecks faced during hiring process planning and execution.

Continuously Improve Your Hiring Process With Deep Learning

Customized Competency
Framework

Assessment Interview

Correlate applicant’s performance Correlate your hiring decisions with
with different competency scores different competency scores to
to improve your Hiring Decisions improve your Competency Framework
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Closing a Job Opening

Closing a job opening involves:

1) Offer roll out to selected candidates

2) Taking account of available talent in the pipeline and open positions in given
job roles via recruiter and job-role dashboards

3) Restarting the candidate sourcing process in case all positions are not filled

Take HR Decision

1) Offer roll out to selected candidates




2) Assessing the number of open and closed positions in every job
role vis-a-vis the talent available in the pipeline via a job-role dash-

board

Job Role Dashboard: It provides a
snapshot of all the open and closed
positions in a job role. It also
provides an overview of how many
candidates were invited, shortlist-
ed, put on hold, offered a job, hired
and rejected (Talent Pipeline). In the
talent context, pipeline is a collec-
tion of candidates that are engaged
and can be contacted when
relevant roles are created. It's ‘rela-
tionship-centric” hiring at its best.
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3) Make the decision of restarting the candidate sourcing process
for a job role(in case all job openings are not filled) or close a job
role by stopping candidate sourcing(if all vacancies are filled).

Job Opening Define Define Hiring

Kick Off Competency Process
Frameworks Rounds

Sourcing the Implementing Analyzing your

Candidate the Hiring Hiring Process
Process

All Job opening not filled  All Job opening filled

Closing the
Opening
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Content

A structured hiring process should be based
on a thorough review of knowledge, skills,
and abilities required for the position, as well
as organizational and cultural fit. By analyzing
the hiring needs in depth, organizations can
create hiring practices that best fit the require-
ments of the position.

But most importantly for HRs and hiring man-
agers, creating a structured hiring process
makes hiring much easier, less time and cost
consuming, especially when it is being used
for bulk hiring. This is because, once the hiring
process for a job role has been designed, the
efforts do not need to be duplicated every
time hiring for that job role takes place.

Structuring Your Hiring Process

In conclusion, structured hiring helps in two
major ways:

The typical interview process leaves a lot on
chance: who performs the interview, which
questions are asked, and how the questions
are evaluated. You can hope that interview-
ers ask relevant questions and assess candi-
dates against appropriate criteria, but what
would stop them from talking about rock
climbing for 45 minutes?

And in case where you have multiple people
performing interviews, will you be able to
ensure that they evaluate candidates consis-
tently?



Content

Taking a structured approach will help you select for
long-term success (not just short-term needs), make
evidence based decisions, mitigate interviewer bias,
enable consistent candidate evaluation, and reduce
redundancy and total interview time

Adding structure to the hiring process creates a better
experience for everyone who’s involved. Candidates feel
like they are being treated with honesty and respect.
Recruiters can oversee the process, keep everyone on
track, and better predict when to expect the role will be
filled. Interviewers know exactly what’s expected of
them and how to perform their duties. And hiring man-
agers get candidates who meet their criteria and have a

much higher chance of success once they begin working.

Structuring Your Hiring Process

Two-Pronged Approach to Smarter Hiring

Precise Structured
Talent Measurement Hiring Process
Measure the right skills and competen- Standardize your hiring process using

cies to predict on-the-job performance the platform to save time and cost, and
of the applicant more accurately brings uniformity across organization
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