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In dedication to the people around the globe who work hard to make
themselves and their companies the best they can be, and who know
they are more than workers . . . they know they are “talent.”
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FOREWORD

No leader achieves anything of true, lasting value alone. Whatever great
things you aim to accomplish, whatever changes youre determined to
drive, you need others to make it happen: others working together in
teams. Therefore, building great teams ought to be your highest priority.

(That really ought to be self-evident. Sadly, though, I’'ve seen plenty
of organizations where it’s not. Those organizations fail: nowadays,
sooner, rather than later.)

Given their importance, how do you develop great teams? What are the
foundational elements central to success?

To begin with, great teams require talented individuals who have the speci-
fic skills and know-how to get the job done. They must receive the resources
they need: money, people, time, executive support. They need strong feed-
back mechanisms so they can track results in real time and quickly make
course corrections. Finally, great teams must be empowered with the free-
dom and flexibility to find and execute great solutions—and do it now.

Makes sense, right? But I've barely alluded to the most important
element. You need outstanding people. In the right roles. With a passion
for owning the results.

Let’s face it. Leaders really only empower people they believe in: people
with the attitude, skills, leadership, and persistence needed for success.

And there’s the rub: there’s more competition than ever before for the kind
of people you CAN believe in. It’s increasingly challenging to find and
recruit those scarce individuals. Even after you've brought them aboard,
or developed them internally, talented people have a world of choices—
and they know it. How do you keep them?

These are urgent questions. You need to address them head on. Reading
Talent Force is an excellent way to start. Rusty Rueff and Hank Stringer
crystallize the profound issues surrounding talent recruitment and
management. Their book is far more than a manifesto. It offers power-
fully innovative solutions, with real case studies to support them.
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When I had the privilege of leading PepsiCo, I came to know Rusty as
one of our most talented HR executives—and as a master recruiter.
We're several years down the road, yet I can see the origins of many of
this book’s great ideas in his work for us at PepsiCo.

As our Vice President of International HR, he took on one of our most
urgent challenges: finding people with outstanding international experi-
ence to support our global expansion. He systematically identified and
built relationships with the best general managers throughout Asia,
Europe, India, and Latin America: people who’d never worked with us,
never even considered us. We found some of our best people that way. In
fact, Rueff introduced me personally to a leader with such exceptional tal-
ent that we created a top position in China specifically for that individual.

When Rusty Rueff talks about the importance of building a talent
web—a global community of talent you can draw on whenever the
need arises—he’s been there, done that, and demonstrated the results.
When he talks about the importance of “high-touch” approaches in
recruitment and retention, he’s in a position to know.

When Hank Stringer talks about creating “talent brands” that encour-
age great people to come to you, or re-envisioning talent management
for today’s radically new business environment, or using the Web for
more than just collecting resumés, it’s not just talk. Hank, like Rusty,
has been there—whether creating compelling recruiting brand mes-
sages for an up-and-coming computer company called Dell Computer,
or innovating revolutionary Internet recruitment technology at
Hire.com for companies the world over. Rueff and Stringer are talent
experts; they’ve been out there doing these things, refining them, mak-
ing them work, driving real business value.

Back at PepsiCo, we liked to say that the soft stuff is always harder than
the hard stuff. The trick, we realized, was to make the soft stuff “hard”:
to operationalize it. When it comes to recruiting great people, Talent
Force will help you do precisely that. If you're as committed to finding
and nurturing great talent as I am, you'll find it invaluable.

Roger Enrico, Executive Chairman, DreamWorks Animation SKG;
and former Chairman and Chief Executive Officer, PepsiCo, Inc.
November 2005
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PREFACE

A few years ago, we started talking every Wednesday—two executives,
two former recruiters—just talking for an hour, an hour and a half,
with no agenda, because we share many of the same values and are pas-
sionate about what we do. During these discussions, we kept coming
back to the same topics: the changing employment landscape and inno-
vative ways that organizations are responding to build their talent cap-
ital. After a while, we decided: Someone needs to go out and say some
of these things, because it’s time. These ideas are so important that they
should be shared with a broader audience.

In case you are looking for it, this is not a manual. This is not the book
for a person who is looking for a checklist or a recipe or the next initia-
tive to launch on Monday. In the spirit of James C. Collins and Jerry I.
Porras’s book, Built to Last, we are not attempting to tell you what time
it is or make you a time-teller, but instead to give you the raw materials
and the tools to build your own clock.

What we have tried to do is write an “easy read,” a simple book with
powerful ideas that provokes your own insights and provides a frame-
work that you can apply to almost any organization. We hope it helps
you build relationships with your prospects and talent communities,
get ahead of your sourcing needs, avoid the inefficiencies of the tradi-
tional “reactive” approach to recruiting and, ultimately, put the right
person in the right place at the right time, all the time.

Rusty Rueff, Hillsborough, California
Hank Stringer, Austin, Texas
January 2006
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INTRODUCTION

“Like everyone else, I've got the same trucks. Like everyone else, I've got
the same potatoes. Like everyone else, I've got the same machinery. The
only thing I can have different is better people.”

—Herman Lay, founder of the H.W. Lay Company,
later to become Frito-Lay, Inc.

Your company might have 10, 50, 500, 1,000, or 20,000 people, but do
you have the right talent in the right places at every key position in your
company? Do you see your employees not as a collection of bodies, but
as the best collection of talent for your business? In short, do you have
a workforce or a talent force?

Over the past 150 years, the Industrial Revolution, the exploding serv-
ices industry, and three decades of business technology have trans-
formed the workplace. Some jobs have gone the way of buggy builders
and elevator operators, whereas giant new industries have emerged
around new needs and new technologies.

How have companies faced these changes, embraced new challenges,
and prospered? Talent—people making smart decisions, solving prob-
lems, pulling together, and believing in something. What differentiates
your company is not your market position or your brand recognition.
It is not even your products. It is the talent that drives all of those
things. Quality talent (Q-Talent) within any organization has always
been the key competitive differentiator.

Whether your ERP systems were designed by Oracle, SAP, or
PeopleSoft; whether your trucks were built by Volvo, Isuzu, or Ford;
whether your back-hoes were made by Caterpillar or Komatsu; the true
competitive difference for all companies is the talent that pushes the
business forward.

This book is about how to find, attract, and retain high-quality talent in
the midst of a new, global economy that makes it more difficult and
more important than ever to have the best possible people contributing

Xix



to your organization. It is about how technology is changing the ways
that both individuals and companies approach the job market. It is
about how these forces and others will shape the talent market during
the next decade and beyond and what smart companies will do to stay
ahead. Most importantly, it is about the human factor involved in all of
this and how expectations, views, and approaches to work are changing
for participants in today’s talent market.

The topic of talent is bigger than business. Talent is about who we are
and goes to the core of what each one of us can contribute to the world.
Do you know what youre good at, what you enjoy doing, and do you
contribute these talents to your organization, your family, your team, or
community every day?

The Parable of the Talents

The concept of “talent” goes back a long way. The origins of the
word talent lie with currency. Although estimates vary, in Biblical
times, a talent was probably about 75 pounds of gold—a hefty
sum that both bankers and chiropractors could appreciate.

One of the first glimpses into our modern understanding of tal-
ent appears in the Bible in the book of Matthew (25:14-30). In
the “Parable of the Talents,” three servants are each given a dif-
ferent number of talents by their master in accordance with each
servant’s ability. The first two put their talents to work immedi-
ately, made investments, and eventually doubled their sums. The
third, fearful of failure, buried his talents in the ground.

Upon reporting back to the master, the first servant had turned
his 5 talents into 10. The second servant had turned his 2 talents
into 4. But the third servant still had only 1 talent, the one he had
buried in the ground. Upset, angry, and disappointed with this
lackluster return, the master ordered the third servant thrown
“outside, where there will be weeping and gnashing of teeth.”

This might sound like a simple reorganization of investment fund
managers, but it is easy to see how this parable helped shape our
understanding of the concept of talent, and subsequently, how the
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word itself acquired its modern meaning. Whether your talent is
singing, sewing, calculus, or mergers and acquisitions, you have a
choice to make—you can either take your talent out into the
world and make something of it, or you can listen to your nag-
ging fear of failure and stow it in the ground. Fate plays the role
of master, rewarding those who develop their talents and taking
away from those who do not.

This book takes the concept of talent beyond the individual to commu-

nities, companies, and even nations. As a leader in any setting, the more

you work to recognize, attain, nurture, and develop the spectrum of

talent in your organization, the more the organization will realize its

potential and the more successful it will be.

On a more pragmatic level, this book addresses some real-world busi-

ness issues, such as the following:

Building a new, more effective talent organization that knows
how to find and attract quality talent quickly and build new
forms of value for the business along the way

Putting a solid talent plan in place that aligns with business
objectives

Creating a talent brand that communicates your company’s
value and attracts the types of candidates you desire

Using technology, effective communications, and imagination to
build large talent communities, generate efficiency in your hir-
ing process, and tap into new sources of competitive intelligence,
promotional opportunities, and even new revenue streams

Measuring talent acquisition and retention efforts so that you
can more effectively understand and respond to your talent
needs

Understanding how candidates are using technology to find
opportunities, learn about companies, benchmark their com-
pensation and communicate with one another about work
life—and how you should respond

Introduction XX1



Looking at new ways that companies and candidates will com-
municate with one another, both in the mass media and with
advanced communications technologies

Along the way, Talent Force discusses these issues, which describe devel-
opments and challenges in managing talent capital:

Quality talent is always scarce. Having the right talent in the
right place at the right time is a make-or-break factor for
organizations of all sizes—companies and nations alike.

Evolving demographics, technologies, and economies create
both challenges and opportunities for finding the best talent.

Companies develop their strategic recruiting capabilities and a
new type of recruiter emerges at the corporate-strategy and
operational levels. This role becomes a critical component of
any competitive business.

The quest for better jobs becomes a public obsession. Talent is
recruited at every opportunity. It takes a finely tuned and tar-
geted talent brand to cut through the clutter.

Everyone is available all the time, waiting for that next oppor-
tunity to come along and capture his or her attention. The Web
is the recruiting weapon of choice.

Smart companies realize a competitive advantage by measuring
their talent efforts to help them improve. Shareholders, ana-
lysts, and business leaders factor new talent measurements into
investment strategies and policy decisions. State and local gov-
ernments explore talent-oriented economic programs.

Like high-value free agents, talent can and will articulate its
worth. Companies now have the burden of putting up or
losing out.

Even with an online talent community of millions—a group of
prospective candidates who have expressed interest in your
organization—relationship recruiting remains a competitive
advantage and differentiator. Talent must still have a name and
a face for you to win them over. Continuous recruitment is

[
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required not only to attract the next generation of Q-Talent,
but also to retain your existing Q-Talent.

+ Changes in behavior, technology, demographics, natural
resources, and other areas force businesses to continually look
ahead and adapt. Wherever talent scarcity takes hold, recruiting
innovation responds. The most competitive organizations will
be leaders in this space.

+ If you are a CEQ, this book is required reading. It will give you
the conceptual framework to push a strategic agenda with your
human resources leaders and hiring managers and new ideas to
position your company for growth in any economy.

+ If you are a hiring manager, this book will help you see the big
picture in planning for your talent needs, filling in the holes on
your team, and getting the most out of each and every hire. It
will help you understand the pent-up demand for jobs that has
been on hold during the economic slowdown and help you get
a leg up in retaining your top performers when the climate
improves.

+ If you are a job seeker, this book shows you how to be more
competitive in the marketplace and how to put yourself on a
path toward your dream job, armed with the understanding
you need to take full advantage of the opportunities that lie
ahead.

+ And for HR professionals, this book is nothing less than the
future of your profession. Put it down and you might just get
left behind.

Talent Force represents a huge opportunity for companies to build
something that their competitors do not have. The choice is yours. The
future is now. Are you ready?
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1

THE QUALITY TALENT
IMPERATIVE

Forces in Play: Quality talent is always scarce. Having the right
talent in the right place at the right time is a make-or-break
factor for entities of all types and sizes—companies

and nations alike.

“We’re under-investing in the business because of the limitations of
hiring ... We are unquestionably not getting the quantity
of top applicants that the company seeks.”

—Sergey Brin, Google co-founder, at the company’s
first analyst conference on February 9, 2005
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of the past 50 years, there has been—and always will be—a
shortage of quality talent. Think about it. Do your colleagues,
directors, and managers—each one of them—continuously exceed
expectations? Have you turned away ideal job candidates because your
organization already overflows with stellar talent? When a new oppor-

U uality talent is always scarce. Even during the employers’ market

tunity arises, is a highly qualified person immediately available to
embrace it? No leader of any company, country, or economy has ever
claimed that his people are just too effective and that he does not know
what to do with all of their skills.

When you internalize the fact that there is always a shortage of quality
talent, you can plan accordingly. When former General Electric
Company chairman Jack Welch retired in 2000, there were several
excellent potential successors inside of his executive branch. He picked
his successor, and those who were not selected either retired or became
company leaders elsewhere.

The departure of those who were not chosen to succeed Welch might
seem like a backfire of sorts, but it shows that GE “gets it”—there is
always a shortage of quality talent, so they planned and invested to have a
deep bench of executives available when needed. This bench of senior
leaders had been well trained, groomed, and developed. Each was capable
of running the company. They were CEOs in the making, and in waiting.

Migration of CEO-Level Talent from GE

The following list shows the track record of some GE executives
who were being readied for the CEO position from 2000 to 2004,
when there was CEO succession:

2000 2004
Jack Welch Chairman and CEO Retired
Jeff Immelt Senior VP, GE Chairman and

Medical Systems CEO, GE




Lewis Edelheit

Lawrence Johnston

James McNerney

Robert L. Nardelli

Senior VP, R&D

Senior VP, GE
Appliances

Senior VP, GE
Aircraft Engines

Senior VP, GE
Power Systems

Retired; serves on
multiple advisory
boards and boards of
directors

Chairman and CEQ,
Albertson’s, Inc.

Chairman and
CEO, 3M

President, Chairman
and CEO, Home

Depot, Inc.
John D. Opie Vice Chairman Retired; serves on the
of the Board boards of Delphi
Corp. and Wal-Mart
Mike Zafirovski Senior VP, GE President and COO,
Lighting Motorola

This kind of depth at the executive level, or at any level, cannot occur with-
out the belief that great people are always hard to find—and keep. And
this depth of talent will never materialize without the processes to put that
belief into action. GE had the belief and processes in place, making a crit-
ical difference to one of the most strategic elements of the company.

A 1995 article on the subject in Fortune magazine quoted the University
of Michigan’s Noel Tichy, who described GE’s system for identifying
and developing talent as “so comprehensive that it is rivaled only by the
military” Tichy’s observation was validated in the January 2005 issue of
BusinessWeek magazine, which listed both Immelt and Nardelli, the lat-
ter in his new role as chairman of Home Depot, as part of its “Best
Managers of the Year” feature. With a systematic, methodical approach,
it is no wonder GE had half a dozen managers who were genuinely
ready to lead the company.

This high-profile example features high-profile executives, but the
quest for the best talent extends to all levels of an organization.
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As previously stated, quality talent is always difficult to find. Here’s
another reality about talent: At every level, quality talent matters.

For your organization to thrive, you need quality talent in everyone
from the CEO to the custodian. How many stories have we all heard
about the clerk who rises to become head of a company or department?
Not only does the clerk have great talent, so does the person who hired
the clerk—with this hire, he has made an incalculable contribution to
the business.

Where quality talent is lacking, organizations suffer. Middle-managers
who focus too heavily on numbers rather than people can lead to sys-
temic morale problems and lost productivity. Design flaws overlooked
by an engineer can lead to costly recalls and extensive liability. Errors in
accounting can lead to write-downs, sanctions, and unhappy investors.
Inefficient drivers can waste fuel and increase overtime expenditures.
Inattentive receptionists can lead to irritated clients checking their
watches in your lobby. Dirty, wet floors can lead to accidents and law-
suits. Unmotivated clerks can lead to lost mail, or worse, bad coffee.

What do we mean by quality talent? Quality talent is valuable knowl-
edge and skills applied to the needs of an organization. Quality talent is
an experienced veteran who simply knows how to make things work, a
savvy manager who can motivate and build consensus, a jovial co-
worker who does her job well and keeps the team on an even keel, the
receptionist who just knows how to keep everyone happy. Superstars
such as these might comprise only a small percentage of the company,
but if any of them left today, it would affect the business in ways you
might not even realize. Sure, the vacated position can be filled, but how
do you find another person with equal or greater talent in two weeks?

For purposes of this book, we will refer to quality talent going forward
as Q-Talent.

At every level in the organization, finding, hiring, and retaining
Q-Talent is a huge challenge, fraught with intangibles—and critical to
success. The Q-Talent imperative will never go away, and those who get
it right will always have an edge. The more you can put the right person
with the right attitude, experience, and skills in the right place at the
right time, the better off your business will be.
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Before going further, let’s look at how important it is to have the right
people in the right place at the right time.

In this age of technology, after decades of relatively abundant labor, the
value of individual human contributions has been commoditized in
some places and trivialized in others. Computer programs, heavy
machinery, and other technologies can quickly and easily do the work
of many human beings. Arrogance of supply, the pervasive notion that
there will always be another warm body to throw at problems and
opportunities as they arise, has reigned. Often lost in this abundant
quantity of workers has been a discerning eye for quality.

The reality is that it is not enough just to have a person in place. Only
the right person with the right skills, attitude, and attributes can real-
ize the potential of any given role at any given point in time. The reali-
ty is that the fate of nations and entire economies has hinged on the
simple-sounding concept of “right person, right place, right time.” The
following are just a few examples. If you look for them, you can find
these kinds of stories throughout human history.

The Talent to Move a Nation

In the middle of the nineteenth century, one of the greatest U.S. presi-
dents, Abraham Lincoln, acted on a vision to connect his vast country
from east to west via railroad. To make this vision a reality, he needed
strong backs and arms to drive the spikes and lay down the rails.
Without heavy machinery, the entire line would have to be cleared,
leveled, and graded using shovels, picks, black powder, and, quite literally,
horsepower. The project required thousands of men with the skills,
muscle, and work ethic to physically move mountains.

However, by 1865, the Central Pacific Railroad had five times as much
work as it had laborers to perform it. Finding Q-Talent with the right
skills to do the job was proving enormously problematic. In addition,
turnover was high due to long hours, hard work, the peril associated
with the “Old West,” and the inherent difficulties of managing such a
complex project. Creating an effective talent force had become one of
the biggest obstacles to meeting this historic challenge.
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At the same time, on the U.S. West Coast, due mostly to the 1849
California gold rush, a large population of Chinese immigrants had
sprung up. After long, difficult stints in the mines seeking the Gum
Sham, the “Mountain of Gold,” many of these immigrants were taking
whatever other jobs they could find. On the East Coast, waves of Irish
immigrants had been arriving for decades, and thousands of Civil War
soldiers and freed slaves shared their common need—wages.

The result? A vast, untapped, available talent force collided serendipi-
tously with one of the most ambitious development projects in the his-
tory of mankind. Had this talent force not been available, one of the
greatest accomplishments in U.S. history might never have happened.

The recruitment of Irish laborers, Civil War veterans, and freed slaves
along the eastern seaboard provided the necessary brawn to get the
project moving, but it was the influx of Chinese workers that single-
handedly changed the complexion of this enormous undertaking. The
Chinese workers brought a new cultural perspective and a fresh atti-
tude. They were on time. They worked hard. They agreed to their com-
pensation up front and stuck to those commitments while other groups
held out for higher wages. They had a healthier diet than most of the
Irish and American workers, too, incorporating vegetables and fish.
They drank tea rather than water, which helped them avoid dysentery.
Unlike many of their contemporaries, they bathed regularly, washed
their clothes, and stayed away from alcohol. As any modern-day line
manager knows, factors such as these can really add up when it comes
to job performance.

Soon, labor recruiters were scouring California, and the railroad’s pri-
mary contractor, Charles Crocker, began to advertise the work in the
Canton province of China. Several thousand Chinese men signed on,
and by 1868, they numbered more than 12,000, or roughly 80 percent
of Central Pacific’s talent force.

By this time, Central Pacific’s teams had jelled into a precise, cohesive
unit. On the other side of the country, the Union Pacific Railroad and its
legions of men were also picking up steam. As the tracks drew closer, they
began to converge at a rate of 7 to 9 miles per day—nearly as fast as a
family could travel across the country using a team of oxen. Talk about
an effective talent force! The talk today is about it being a “Flat World.”
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Indeed, we subscribe to Friedman’s hypothesis. The example above is
one where, for talent, the world began to flatten long before the technol-
ogy revolution. Work has sought out, regardless of geography, Q-Talent,
for a long time. It is now that we are clearly seeing the advancements due
to the open global communication and information sharing.

In the end, this single project transformed a nation, and the ripples of
that change touched most of the world. Before the transcontinental
railroad, a trip from New York to San Francisco could take anywhere
from six months to a year. After the railroad was complete, the trip
took seven days. This accessibility has profoundly impacted the U.S.
economy and every other country that depends on its products and
resources.

Zimbabwe’s Displaced Agricultural Talent Force

In 2000, President Robert Mugabe of Zimbabwe mandated that, under
his leadership, the country would take a dramatic step. White farmers
who had been farming in the country for more than a century would be
forced to give up their lands to the region’s indigenous Africans.
Mugabe insisted this step was necessary to reverse the effects of British
colonialism, which had left whites in control of a majority of
Zimbabwe’s most fertile farmlands.

Enforced by a militia loosely known as “war veterans,” who squatted on
properties to harass and threaten the occupants into leaving, Mugabe’s
land-reclamation initiative largely achieved its goal.

However, during the struggle, several white farmers who had worked
the land for generations were attacked and killed. Hundreds of millions
of dollars in crops were either abandoned as farmers were forced to
hastily relocate, or neglected as Mugabe’s war veterans fought with the
farmers and prevented workers from doing their jobs.

Not surprisingly, agricultural production plummeted immediately in a
country once considered a breadbasket for the region. Once an exporter
of maize, Zimbabwe began to face a dire maize shortage and could not
import enough of it to keep up with demand. Mugabe blamed the cri-
sis on a prolonged drought in the region, and his supporters dismissed
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any connection between the famine and the administration’s policies,
saying that the displaced white farmers had primarily grown tobacco.

The lost agricultural production threatened the entire region’s popula-
tion. Neighboring countries, such as Zambia and Malawi, depended on
Zimbabwe for its exports of the staple crop maize since their own
agricultural programs were on shaky ground. As many as 13 million
people across Africa were affected by the sudden shortage. Many were
starving.

Compounding the problem, these farms had employed thousands of
people who suddenly found themselves without jobs. Some groups esti-
mated that as many as 70,000 people were without work. In addition,
much of the “redistributed” land was given not to farmers, but to high-
ranking soldiers, diplomats, and other insiders who did not work the
land to its capacity, leaving unfilled holes in agricultural production
and employment.

Interestingly, several neighboring countries understood the value of
this newly available pool of skilled talent. In Mozambique, where all
farmland is owned by the government and leased to farmers, only
4 million of the country’s estimated 36 million hectares of usable farm-
land were being utilized. Some displaced farmers moved there and
leased farmland from the government. Angola, whose maize produc-
tion was long stunted by civil war, recruited the unemployed
Zimbabwean farmers to help increase output there. Officials in Malawi
and Botswana encouraged the farmers to invest and form joint ventures
with existing farmers in their countries. All of these countries opened
their arms to the farmers in one way or another.

About 300 of the farmers settled just across the Zambezi River in neigh-
boring Zambia. The Economist said it succinctly: “Zim’s loss, Zam’s
gain.” These former Zimbabwean farmers are now running about 150
farms in Zambia, many of which employ dozens or even hundreds of
people. In 2004, for the first time since 1978, Zambia was able to export
more corn than it imported. Nineteen thousand tons of that crop were
sent to Zimbabwe.

And what about the claim by Mugabe’s supporters that the displaced
farmers primarily grew tobacco? It is estimated that about one third of
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the farms seized in Zimbabwe’s land redistribution were growing pri-
marily tobacco. In the year 2000, Zimbabwe, a powerhouse of tobacco
production, produced a whopping 237,000 tons of the gold leaf. After
that record crop, the country saw 4 straight years of decline until, in
2004, it produced an estimated 65,000 tons. Meanwhile, neighboring
countries have become rising stars in tobacco production. From 2000
to 2004, Zambia’s tobacco output increased fourfold.

In all, the displacement of a few thousand farm owners caused major
shifts in the gross domestic product of several African countries, as well
as dramatic fluctuations in the prosperity of entire populations.

New Zealand’s Muffled Boom

With a highly skilled population willing to work hard, stable agricul-
ture, and thriving industry, New Zealand can weather almost any eco-
nomic storm. The economic slowdown of the early millennium did not
affect this southern country as harshly as many others. Soon on the
rebound, New Zealand found itself experiencing a boom of sorts.

Good news? Most would say yes, but the growth required a massive
expansion of infrastructure, which in turn depended on skilled con-
struction labor. And there was not enough of that needed labor to do
the work.

In May 2004, the headline from Auckland was direct: “Builders plead
for help as workload crisis threatens projects.” The threatened projects
included vital public works, such as hospitals, schools, universities, and
prisons. Already short 3,000 workers, Auckland’s construction docket
was slated to double in the next year, with $3.2 billion in work pro-
posed. As a result, construction workers who were making $20NZ per
hour in 2000 now commanded $32NZ, a 60 percent increase over
4 years. The rising costs had already forced some projects to redesign
and others to scale back. Some apartment developers had even been
forced to ask for more money on units already sold.

As a result, builders turned to the government for help in finding this
vital talent force of construction workers, wherever in the world they
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were located, and in getting them to the job sites. Some companies even
asked for governmental relief with their payrolls as wages skyrocketed.

The government has responded by offering incentives to expatriates
who return home to work. New Zealand is also considering unique
work visas for construction workers interested in visiting the country,
which many consider the most beautiful in the world. As this example
illustrates, the scarcity of Q-Talent can hinder progress, even an eco-
nomic boom. To find Q-Talent, creative solutions, such as the ones that
New Zealand’s government introduced, are required.

If having the right talent in the right place at the right time can affect
the fate of nations, how can it not affect your company and your indus-
try? In fact, the people you need to solve your most pressing issues and
embrace your greatest opportunities are not that different from the
CEO of GE, railroad laborers in nineteenth-century America, farm
workers in Zimbabwe, or construction workers in New Zealand. These
people all represent Q-Talent, those who apply valuable knowledge and
skills to the needs of a project, organization, or even a country.

Every organization that wants to remain competitive must create a plan
to acquire the right talent and ensure that talent is available for
the work that needs to be done today and in the future. The next chap-
ter looks at major worldwide trends that you need to consider as you
begin planning your organization’s approach to acquiring and retaining
Q-Talent.
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TALENT MARKET
DEMANDS

Forces in Play: Evolving demographics, technologies, and
economies create both challenges and opportunities for finding

the best people.




efore you evaluate your specific need for Q-Talent and begin devel-

oping plans to acquire it, you need to understand how your

approach will be—and perhaps already is—fundamentally affected
by major changes and trends worldwide. Take a good look around. Look
beyond your organization to what is happening in your community, but
do not stop there. Look at what is happening across your country and
around the globe.

This chapter explores five major, worldwide trends that will increasingly
influence efforts to find and acquire Q-Talent: an aging workforce,
young workers entering the workforce for the first time, immigration,
offshoring, and emerging talent markets. This chapter also touches on
two recruiting-specific trends: recruitment process outsourcing and
talent measurement.

The Only Constant Is Change

We have established one constant—the scarcity of Q-Talent. Another
significant constant for business is change. Successful companies are
always prepared for change because the ability to manage change is
built into their cultures and their processes.

On a macro level, the world today faces dramatic changes. Cultural evo-
lution, population changes, and economic shifts interact to create con-
stant displacement and churn.

Population growth in developed nations has long been flat, whereas in
many developing countries, the population is exploding. Technology
has enabled broad information access, global communications, and
synchronicity. Industrialized nations have moved toward a knowledge-
and service-based economy while outsourcing many of their manufac-
turing activities. Combine all that with the establishment of free-trade
zones, terrorism, the global rise of democracy, the influence of the
media, higher prices for oil, and as many other factors as you can think
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of, and you begin to see the enormity of the changes facing the global
economy. The mere fact that we now talk about “global economy” is a
change.

As these macro forces converge, they will profoundly affect all aspects
of talent—finding it, hiring it, developing it, and retaining it. Further, a
shift will occur in the balance of power in the hiring equation. In some
places, broad changes are already reshaping the traditional recruiting
model in new ways. It is important to understand these changes so that
you can begin to think differently about talent and plan to acquire and
retain the talent you need to stay competitive.

Although many of these trends and conditions are new to us, the prin-
ciples are not. Think of the dramatic changes in work and cultural life
that occurred during the twentieth century and try to imagine what
another 100 years will bring.

For example, at the beginning of the twentieth century in the United
States, more than 30 percent of Americans worked on the farm.
Today, less than 3 percent do. Over the span of a dozen decades, one
of the largest economies in the world transformed from one based
primarily on agriculture and natural resources, to one based on man-
ufacturing and industry, to one based on information, management,
and services.

Along the way, workers were displaced. Many were forced to move
from their rural environments to urban industrial hubs. The ability to
read and write took on new importance that it did not have on the
farm. Literacy rates rose. New occupations and professions emerged.
Children, women, and minority groups gained new rights and status.

With each generation, a new set of expectations arose. Kids did not
want to become cobblers, coopers, blacksmiths, or stable tenders. They
wanted to become factory workers, lawyers, scientists, and movie stars.
Later, their kids wanted to become astronauts, athletes, consultants, and
computer programmers. Each generation’s talent wanted less dirt
under their fingernails and more money in their pockets. Then, as now,
there was no going back.

We have seen sweeping, worldwide economic changes before. We
have seen technology send shockwaves across the world before. We have
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seen new industries and initiatives drive intense demand for certain
skills—and have seen entire workforces compelled to provide them.
The situation facing twenty-first—century business is unique, but the
reality is that the global economy is constantly changing and evolv-
ing. And businesses and talent are constantly responding to these
changes.

As was the case a century ago, new skills are required today. New
types of careers are emerging. New types of talent are coveted and
pursued. New talent pools are being found and tapped into. The
supply of and demand for great talent—Q-Talent—is shifting from
industry to industry, from region to region, and both people and
companies are compelled to adapt. A major difference today is that
the entire world can play the same game on an increasingly level play-
ing field.

Generational Change

Sweeping demographic changes at both ends of the generational spec-
trum are affecting the talent market in new ways. At one end, an aging
workforce is shrinking the available pool of Q-Talent; at the other end,
young workers entering the talent market for the first time are bring-
ing priorities and expectations that need to be understood and
addressed.

One of the most profound trends facing the talent arena is worldwide
aging of the population in developed nations. In Japan, the labor force
is expected to fall by 1.6 million persons by 2007, another million shy of
where they were in the mid-1990s. Germany is expected to lose nearly
half a million workers in the same time frame. Italy, too, is witnessing a
slow and steady decline in its working-age population. U.S. Bureau of
Labor Statistics projections show that the number of people 55 or older
in the U.S. workforce will increase more than 49 percent by 2010,
whereas the number of workers between the ages of 35 and 54 will
increase only 5 percent.

In industrialized nations around the world, population growth is
either flat or declining. In the top 50 industrial countries worldwide,
mortality rates have been approaching or exceeding birth rates for
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years, creating a dwindling supply of new talent going into the next
decade as the existing population continues to age. In the United States
alone, Bureau of Labor Statistics data indicate a shortfall of 5 to
10 million workers as the twenty-first century moves through its second
decade.

Will the United States Experience a Labor Shortage?

The U.S. Bureau of Labor Statistics cautions against predicting
any labor shortage from its raw data. Too many variables are at
stake, says the bureau, for simple arithmetic to resolve. Those who
hold multiple jobs, for example, are not factored in. However,
others have sounded the alarm. A 2001 study from the non-
profit, U.S.-based Employment Policy Foundation points to

a shortfall in the United States of 35 million workers by 2030,
when nearly a quarter of the country’s population will be over
the age of 65.

Regardless of any possible shortfall in the number of “warm
bodies” in any industrialized nation, few would argue that
certain industries worldwide are headed toward a dire skills
shortage. Medicine is one, along with other science-related
disciplines. Countries and communities that can solve this
labor shortage problem early and get more young people
interested in acquiring the necessary skills will be well ahead
of the curve.

For our part, we will repeat, there is always a shortage of
Q-Talent. Consider this revealing statistic, also from the United
States: According to the Employment Policy Foundation’s July
2004 update, while overall unemployment in the United States
hovered around 5.5 percent for individuals age 35 and older, for
those with a 4-year degree or higher, the unemployment rate
was 2.7 percent. For those with some college education but less
than a 4-year degree, the unemployment rate in July 2004 was
4.2 percent. During the same period, for those with only a high
school diploma, the unemployment rate was 5.1 percent, and the
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was 8.3 percent.

unemployment rate for those who had not completed high school
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This data leads to two conclusions:

+ The U.S. economy, as with many advanced nations, is increas-

ingly geared toward educated workers with well-developed
problem-solving and information-literacy skills. There are sim-
ply more opportunities for college-educated workers because

the global economy has evolved in a direction that requires the

abilities of a more educated workforce.

+ With only 2.7 percent of college-educated workers unemployed

in the United States in July 2004, these workers are already
scarce, and competition for them is already a major challenge
for organizations.

The message for job seekers is the same as it is always been: Stay in
school, be it a two-year college, four-year university, or vocational insti-
tute. Develop your skills. The market for skilled, educated, high-quality

talent is always competitive.

If the population in industrialized nations remains flat or declines,
while the respective economies in those nations continue to grow,

sooner or later a tipping point will occur.
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The impact on the health-care industry alone will be huge over the next
decades, as the “Baby Boom” generation (not just in the United States,
but worldwide) surpasses 55 years of age, enters retirement, and even-
tually reaches old age. Hospitals, pharmaceutical companies, and
health-care systems across the globe—already facing a shortage of great
talent—will need more people to keep up with the demand that this
demographic shift will place on their services. That means more facili-
ties, staffed by more nurses, more doctors, more laboratory technicians,
more nutritionists, more biochemists, and more janitors.

And that is just one industry. According to Kevin Wheeler, president of
Global Learning Resources, the United States should also expect local
shortages of talent in the technology, accounting, and finance indus-
tries and in positions requiring expertise in science or math.

These demographic shifts will also bring about changes in work habits,
expectations, and lifestyle priorities. For example, many older workers,
by will or by circumstance, will decide to work beyond traditional
retirement age. The results of a February 2005 survey of U.S. adults
found that 63 percent of those who have not yet retired predict that
they will continue to work for pay in retirement. About a third said they
would work to “stay busy,” and about a quarter said they would need to
continue working for the money.!

At the other end of the spectrum, younger generations, in addition to
being fewer in number, will bring about a different set of changes. Every
generation learns from its parents, world events, the socio-political
environment, and from the technology and culture of its time. Joined
by these factors, each generation in each culture makes a shift in its val-
ues, goals, work ethic, philosophy, and activities.

Today, the focus of younger generations might be on results over
processes, friends more than family, and happiness as opposed to mere
financial success. The generation after them, having never known a
world without cell phones, global positioning, instant messaging, and
the Internet, will have entirely different expectations for how business
and social interactions take place.

I Source: Ipsos-Public Affairs for the Associated Press, http://www.ipsos-na.com/news/pressrelease
.cfm?id=2593.
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The global workforce is graying, and talent force demographics are
shifting. To remain competitive, businesses and governments must con-
sider how they are affected by both an aging population and the new
priorities of young workers:

What will happen when there is a burgeoning retirement and
care industry?

+ More demand for pharmaceuticals

+ Fewer people able to stand on their feet 8 hours a day or lift
50-pound boxes

+ More people who would rather use their minds and their
experience than their backs

*  More people wanting to work part-time
* More readers of AARP magazine and fewer readers of Maxim

What will be the defining attributes of the next generation of
new talent?

How will businesses accommodate, integrate, and balance the
expectations of each generation, especially those of young
workers entering the workforce for the first time?

What innovative techniques can businesses employ to effectively
tap into the talent market at both ends of the generational
spectrum?

How will perceptual differences among not only age groups,
but cultures, subcultures, nationalities, and faiths, affect
prospective workers on an individual level—and what should
organizations do about it?

Immigration

The September 11, 2001, terrorist attacks in the United States changed
the way that all nations must deal with immigration. In the United
States, where immigration is part of the national identity, heightened
security has naturally led to tighter immigration laws, making it more
difficult for U.S. companies to source talent from overseas. The process
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for obtaining a visa to study or work in the United States has become
much more cumbersome. These facts alone can make it nearly impos-
sible for transnational businesses to hold impromptu meetings, and can
make it much more challenging to reel in top talent from abroad.

Something as simple as an immigration law prohibiting a spouse from
working in the host country can quickly reduce a company’s options
when it comes to sourcing from abroad. As a result of the red tape, even
if the employees are paid less, companies are generally spending more
for those foreign workers than for domestic ones.

Take a moment now and think about the talent force in your company
today versus a few years ago. Are there people working for you now
whose original citizenship is not the same as yours? Are you having
conversations about sourcing some of your products and services from
other regions of the world? Do you wish that you and your manage-
ment team spoke one, two, or more different languages? If none of this
rings a bell, take a walk through the cafeteria and look at who is there.
You might find that your talent force is diversifying without you fully
realizing it. If immigration restrictions impede your efforts to get the
diversified talent you need, how will your business be affected?

Tightened immigration has had a profound impact on education as
well. Education determines the quality of a country’s future workforce
because students often remain in the country where they were educated.
Open Doors, an annual publication on international educational
exchange, reports a dramatic decrease in the growth rate of U.S. interna-
tional student enrollment, from a growth rate of 5 percent in 1997-1998
to more than 6 percent in 2000-2001, then dwindling to a growth rate
of less than 1 percent in 2002-2003. Since 9/11, the number of interna-
tional students enrolled in U.S. institutions of higher learning has plum-
meted, and it will take a concerted effort on the part of education,
business, and government to reverse the trend.

Foreign students who historically considered the United States for sec-
ondary or post secondary education are looking to new sources. Many
now go to Australia, New Zealand, France, the United Kingdom,
Germany, or the new virtual universities in India, Asia, and developing
countries. The world’s largest universities, with more than 100,000 stu-
dents, have experienced dramatic growth through technology-based
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distance learning. Is this the answer for organizations in need of
Q-Talent—developing nations developing your talent?

Here is a list of the largest universities in the world according to
Wikipedia.com:

Allama Igbal Open University (Pakistan)
Anadolu University (Turkey)

Bangladesh Open University (Bangladesh)
China Central Radio and TV University (China)
Indira Ghandi National Open University (India)
Indonesian Online Learning Unit (Indonesia)

Korea National Open University (S. Korea)
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+ Payame Noor University (Iran)
* Sukothai Thammathirat Open University (Thailand)

Surprised? Have you approved any expense reports from your college
recruiting team to these locations?

The number of natural science and engineering graduates has dramat-
ically increased in some countries while remaining flat in the United
States. From 1989 to 1990, China increased the number of B.A. grads in
natural science and engineering by 150 percent, to 322,000. Mexico
increased the number of M.A. and Ph.D. graduates in the sciences and
engineering from 340 to 63,000 over the same time period. The United
States experienced a small increase and, in 1999, graduated 77,000 M.A.s
and Ph.D.s in natural science and engineering. Today, 1.6 percent of
24 year olds in the United States have a Bachelor’s degree in engineering,
whereas in Russia it is closer to 3.5 percent, and in China it is almost
5 percent. Which country is better prepared for the future?

Consider the implications that tightened U.S. immigration has had on
one field of considerable strategic importance: physics. According to a
June 2003 report from the American Institute of Physics (AIP), the per-
centage of foreign-born students enrolling in U.S. graduate physics
programs declined dramatically after the 9/11 attacks. After steady
increases for decades, enrollment in U.S. graduate physics programs
declined 10 percent from 2001 to 2003. Two thirds of physics Ph.D.
departments and half of all physics Master’s programs reported that
they had accepted students who were unable to attend because they
could not secure visas.

As this example and the data preceding it illustrate, decreased foreign
student enrollment in U.S. schools has several cascading effects that
ultimately impact talent markets worldwide. Number one, of course,
is that U.S. universities are now producing fewer scholars. One could
also reasonably presume that the students denied entry across disci-
plines are more qualified academically than those who end up taking
their places because the locked-out students were accepted over them
in the first place. Third, universities have had a harder time filling
their teaching assistant positions, which typically go to first-year
graduate students. Yet another effect, noted earlier, is that the students
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denied entry will most likely end up being educated in their home
country or other countries, and a significant portion of them will stay
there, denying the U.S. labor market—and economy—needed
Q-Talent.

All of us have to be thinking ahead about where our next generation of
Q-Talent will come from. In the United States and some other coun-
tries, businesses are already clamoring for lawmakers to streamline
immigration processes, either by hiring more customs and immigra-
tion officials, easing regulations, or simply increasing quotas to allow
more students and business professionals. But with the high priority
placed on security, it might be a long time before we see the ease of
immigration, especially in the United States, that existed for centuries
prior to September 11.

Whereas most people think that talent follows business, the reverse is
happening as well. Businesses follow talent, too. A global pool of skilled
workers is drawing companies that want to find Q-Talent, cut costs, and
increase local sales. Which countries will benefit from this trend?

For example, Accenture has hired more than 2,000 people in the
Philippines to do accounting, software, and back-office work; GE has
hired 29,000 in India and China for finance, R&D, and IT support. GE
was well ahead of this curve and not only hired and established busi-
ness in India, they developed such a state-of-the-art support center in
India that they have now spun off that business to become a profit cen-
ter and offer their learning and business services to other corporations.
Airlines, insurance, technology, and medical processing firms are all
relocating to where the talent is to ensure they have access to right tal-
ent when they need it.

Relocations by individuals and companies and acquisitions add even
more complexity to the mix. When companies relocate, they bring
some talent from their country of origin, too. The best and brightest
within the United States could decide that they must be in China or
India to be where the action is and end up working for Chinese and
Indian companies, not U.S. companies that happen to do business
there. We will likely see more and more acquisitions of U.S.-based busi-
nesses by Chinese and Indian corporations, a la the IBM Personal
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Computer acquisition. At engineering career fairs at Purdue, the
University of Texas, and many other schools, your college recruiters are
likely to be surrounded by booths from Legend Computers (China),
Samsung (Korea), Nokia (Sweden), Sony (Japan), and other non-U.S.
firms interested in hiring U.S. talent.

+ What does tightened immigration mean for U.S. companies
who have historically counted on foreign talent to fill in
for domestic talent shortages or provide highly specialized
skills?

+ How will tightened U.S. immigration affect organizations
worldwide?

+ How will the talent market worldwide be affected by the surg-
ing economic opportunities in the countries—increasingly out-
side of the United States—where students remain after
graduation?

Oftshoring

Another major trend affecting the talent market results from the plain
old cost of labor. “Offshoring,” the practice of moving jobs from indus-
trialized nations to countries where wages and worker demands are less
expensive, is the en vogue answer to the cost-of-labor challenge.
Offshoring reflects a fundamental shift in the economies of developed
nations—from manufacturing and production to service, manage-
ment, and other “knowledge” work—while developing nations move
into the relative prosperity of a manufacturing economy. Many so-
called commoditized jobs—those that can be performed just about
anywhere by people with the right skills and training—have been and
will continue to be relocated.

In Vietnam, for example, the furniture industry has become large and
lucrative, with companies such as Singapore’s Koda Woodcraft and
U.S.-based L&J.G. Stickley opening plants, along with many other com-
panies from China, the United States, and elsewhere.

Although there is little doubt that relocating companies to Vietnam has
cost jobs in these companies’ home countries, there is also little doubt
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that impoverished Vietnam needs the economic boost this industry has
provided. In Vietnam’s developing economy, a furniture maker can
eventually enjoy all the prestige and comfort that comes with earning a
solid, upper-middle-class income.

Offshoring may become a given as the global economy slowly matures.
In fact, many economists and business leaders argue that this decades-
old practice has always been a given, that capitalism acts upon compa-
nies like nature acts upon animal species, forcing them to adapt and
find the path of least resistance to survive. According to The Wall Street
Journal, economists examined employment trends in 20 large
economies around the globe and found that between 1995 and 2002,
22 million factory jobs had gone by the wayside. Contrary to popular
American sentiment, the jobs did not disappear only in the United
States. While the United States lost about 11 percent of its manufactur-
ing jobs in that period, Japan lost 16 percent. Even developing nations
lost factory jobs: Brazil suffered a 20 percent decline. China lost 15 per-
cent. No country is immune. Furthermore, many companies are decid-
ing to locate new product lines or other strategic initiatives outside of
their own borders from the start, creating a huge, and largely hidden,
talent shift.

Some say that offshoring allows the company to sell its product into
the foreign market where it sets up shop, generating revenue and low-
ering costs for investors in the company’s homeland; the revenue gains
can, in turn, be reinvested, creating more jobs in the home country
that are higher up the economic food chain. Others argue that relocat-
ing a call center to India provides little return other than some
increased profits due to cost savings. Some folks in parts of Asia,
Africa, Latin America, and elsewhere argue that offshoring is really
inshoring, and is profoundly good for their local economies. Still oth-
ers say that those local economies suffer as some companies seek to
shirk the enforced labor standards of their home countries.
Incidentally, inshoring to the United States also occurs. Today, more
than 6.5 million Americans work for foreign companies with opera-
tions in the United States.?

2 Source: Department of Commerce.
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Regardless of where you stand on this issue, one thing is certain: It is not
going away any time soon. Offshoring is powered by the same unstop-
pable, evolutionary economic forces that have pushed so many people
off of the farm in Europe and North America for the past two centuries.

How does offshoring affect talent? Although, in the short term, job loss
occurs when certain functions—or entire companies—move overseas,
the changing demographics previously discussed will most likely take
some of the heat off this sensitive issue in the longer term. With some
predicting a shortage of workers in industrialized nations and with
falling populations in developed nations worldwide, many experts
believe that unemployment is likely to fall dramatically, creating a huge
demand for more Q-Talent. Additionally, industry sectors, such as
transportation, the professions, the service industry, and the financial
industry, are all expected to grow by 15 percent or more, adding mil-
lions of jobs. Even production jobs are expected to grow, especially in
the technology sector, albeit more modestly.

In some cases, offshoring means greater availability of talent due to tech-
nology. When a company moves some or all of its operations abroad,
not only does the company have access to talent in the new market, they
can still hire talent from their “home” market, or any other market for
that matter, and work with them remotely. Whatever your feelings about
offshoring, immigration, and the “global economy,” it is hard to deny
that the world has gotten just a little bit smaller, or as Friedman says, a
little bit flatter. Just as today’s technology has enabled some new forms
of job exports, such as hospitals sending X-rays and CAT scans to
radiologists overseas, it also has the power to extend the reach of any
organization—and any person as well.

Today, a law firm in Hong Kong can hire a graphic designer in Seattle,
Buenos Aries, or Auckland. It does not take a visa, a transcontinental
flight, or a mountain of paperwork to get quality help from just about
anywhere. As such, whether they know it or not, every business with a
Web site is global. Whether your company is a major manufacturer of
after-market auto parts or a small consultancy, your Web site can be
seen and interacted with by anyone, anywhere. Many companies admit
as much today: “We can hire you if you want to telecommute from
Canada, but not if you want to relocate here in Germany.”
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Finally, offshoring is not always a slam dunk, and with it, companies risk
creating more talent-related problems that they solve. Dell Computer
Corp., the famous reseller of PCs, was forced to bring back some of its
offshore customer service operations because of concerns over the qual-
ity of those services. In addition, many developing countries have a dire
lack of qualified managers. The cost of relocating managers overseas can
be prohibitively expensive, and the combination of these factors adds
that much more complexity to the offshoring equation.

Offshoring represents another force in the business world that
companies—and individuals—must confront. For our purposes,
whether you are a British company hiring assembly line talent in China,
a French company hiring sales representatives in the Middle East, a
Chinese company hiring furniture makers in Vietnam, or a company
that hires all of its employees domestically, the principles are the same:
Q-Talent is always hard to find. You need Q-Talent at every level of your
business to succeed. And the better prepared and informed you are, the
better your technology, processes, and philosophy with regard to hiring
the best talent, the better off you'll be.

+ How does offshoring affect your industry?
+ How will offshoring change your access to talent?

+ What can you do to prepare for these changes and stay one step
ahead of them?

Emerging Talent Markets

Due in part to the trends described previously—a shrinking talent force
in some countries, more restrictive U.S. immigration policies, and con-
tinued offshoring—emerging talent markets are forming in both devel-
oping countries and more mature economies, bringing with them new
challenges and opportunities.

Developing nations are going through the same familiar shift toward
industrialization that more mature economies saw a century ago. As
manufacturing and other jobs migrate into new, developing regions,
they create more wealth, more consumers, and more participants in the
global economy.
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We can already see results from recent industrialization, as poverty lev-
els in some parts of the world have decreased. According to the World
Bank Group’s poverty monitoring home page, which provides esti-
mates based on the best available survey data, the East Asia/Pacific
region has seen a steady decline over the past decades in the number of
people living on less than $1 a day (calculated by the World Bank at
1993 value), a commonly accepted measurement of extreme poverty.
By this measurement, the region has gone from an estimated 57.7 per-
cent poverty level in 1981, to 24.9 percent in 1993, to 14.9 percent in
2001. China alone has gone from 63.8 to 16.6 percent over the same
period, which translates to 422 million fewer people living on less than
$1 per day.

More than reducing the number of its poorest citizens, China is becom-
ing more prosperous overall, emerging as the next true economic super-
power. With that status has come more and more chances for its citizens
to find work and new opportunities. Stories abound about young adults
from rural areas leaving their small country farms for jobs in China’s
urban centers. As reported by Leslie T. Chang for The Wall Street Journal,
estimates show that as many as 114 million people have participated in
this migration, the largest “migrant” talent force in history.

Their experiences, both good and bad, will help shape the future of the
Chinese economy, itself a cornerstone for the world’s economic for-
tunes. Many of these migrant workers are finding jobs in ways that are
reminiscent of the loading wharfs at seaboard cities in early-twentieth-
century America—show up, line up, put your hand up. With factory
floor jobs especially, often the first to raise a hand and display the will-
ingness and the ability to do the work gets the job.

To help workers and companies connect, huge open-air talent markets
have emerged in industrial cities such as Zhingtou, where factories find
talent to fill positions of all types. At these talent “bazaars,” recruiters
hawk different factory jobs as workers walk by. The prospective worker
is told of the factory, the work, and the pride and money that he will be
able to send home.

Conditions at many of these factories are wholly unacceptable by
Western standards. Factory floor workers might put in long hours.
They might sleep in factory dormitories with up to a dozen co-workers.

Chapter 2 Talent Market Demands

27



They might work for low pay, often in dangerous conditions. Still,
many find it difficult to leave their jobs because of the lack of a viable
future in the rural villages they came from and the more enjoyable
social life they find in the city.

These privations, too, resemble the America of a century ago. And so
does the fact that, slowly, workers in China are beginning to under-
stand their value and worth, that they are the country’s greatest
resource. Unlike the West’s industrial revolution, this Asian economic
renaissance has technology putting wind to the sails. Recruiting and
retention will evolve rapidly there, too, free of the restrictions imposed
by tradition.

For now, working conditions in China have a long way to go. But the
fact that a young person can do something different, live away from
the farm, find new friends and a new life, is exciting for many young
people in China. This excitement has created unprecedented talent
force energy for the country.

« How will the talent markets in China and other countries
undergoing industrialization evolve as their economies mature
and workers become savvier?

+ How will the open-air talent market of Zhingtou influence
the way that talent relationships are developed through
technology?

+ How will these changes affect China’s global market position?

+ What affect will these developments have on the rest of the
world’s economies and talent markets?

Meanwhile, more developed nations and regions are seeing new talent
markets emerge as traditional factory and manufacturing jobs migrate
elsewhere and technology, information, management, and service
industries grow. Just as tractors made farming more efficient and
reduced the demand for agricultural workers, technology has increased
efficiency and reduced demand for certain types of jobs. In addition,
technology has increased opportunities to contribute to growing indus-
tries in new ways and increased the demand for certain skills, such as
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managing, supporting, and analyzing technology-based processes.
Where metropolitan areas once held the nerve center for a company’s
suburban and rural factory operations, industrialized nations now
house the nerve centers for operations around the world.

As these economies evolve, most new jobs will require a college
education, especially in medicine, accounting, engineering, and
management.

* Where will companies find the next generation of Q-Talent to
populate these industries?

There’s another side to the emerging talent markets in developed
nations. Many of the young workers in North America, Europe,
and parts of Asia are acquiring more education and taking “knowl-
edge worker” jobs rather than lining up to drive trucks, buses, or
combines. Fewer young people want to work on the factory floor. But
goods still have to be produced and transported. Crops still have to be
harvested.

* Where will developed countries find this crucial hands-on talent?

Recruiting-Specific Trends

In addition to the trends described so far in this chapter, there are two
important trends to consider in the recruiting arena: recruitment
process outsourcing and measuring talent, as discussed in the following
subsections.

Recruitment Process Outsourcing (RPO)

Recruitment process outsourcing (RPO), also called human resource
outsourcing, is a subset of business process outsourcing (BPO), a move
to outsource certain business functions. RPOs are a growing global
industry designed to provide companies with the right talent at the
right time. RPO takes the process over for you. According to Gartner,
BPO revenues touched $46 billion in 2003, an 18 percent increase from
2002 revenue of $39 billion. Human resource BPO is forecasted to rep-
resent 39 percent of all BPO revenue in 2004—or around $20 billion.
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The BPO segment is projected to be a $148 billion industry by 2008
(Forrester); human resource outsourcing is expected to retain a 20 per-
cent share of that market.

What is the impact of RPO? It makes acquiring great talent that much
more complex. The middlemen see the opportunity and will be there
first to provide the talent-related solutions that seem too hard to figure
out without them. A precursor to RPO happened years ago with the
advent of temporary service companies, such as Kelly Services and
Manpower. We have all used them at one point or another. We have all
run the cost analysis a million times and gone back and forth as to
whether this approach saves us money. We have all said we wished we
did not have to have a third party between us and the people we depend
on to run and build our businesses. We all have acquiesced to using a
third party more than once in the face of formidable staffing needs. Any
of this sound familiar? It is why leaders need to be thinking about and
readying themselves now for the trends that affect their talent require-
ments. The next chapter discusses RPO at greater length.

Measuring Talent

How can businesses measure whether their employees are properly
aligned with their business goals and contributing to the success of the
organization? Talent management and prediction products and services
are beginning to help companies better understand their current and
future talent needs. Managers are learning how to better understand
their employees while companies are putting an emphasis on career
paths to develop and retain their Q-Talent.

Companies need to do more to adopt the same rigors and disciplines in
their talent practices as they have in areas such as inventory manage-
ment. Whole industries and careers have been built on improving sup-
ply chain methods and results. The “talent supply chain” methods have
yet to be defined and given the same level of criticality that is given to
other parts of the business, such as identifying and sourcing raw
materials. We like to measure what is important. What is more vital and
core to your business than your talent? Chapter 6, “Tangible Talent
Measurement,” examines talent measurement in more detail.
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Where Have All the Young Scientists Gone?

Bill Gates, chairman of Microsoft Corporation, knows who his
real competition is. It is not SAP, Oracle, or IBM. It is Goldman
Sachs and Lehman Brothers. For a variety of reasons, companies
across the science and technology realm are vying for an ever-
dwindling pool of young, bright engineers, programmers, doc-
tors, biologists, and chemists. After years of mediocrity in space
exploration, after the dot-com bust, after layoffs in defense and
medicine during the 1990s, after years of job losses in high tech-
nology due to offshoring, and after decades of educational cut-
backs, more and more kids are looking outside of the sciences
when deciding on a career path. That is why Gates hit the road
in 2004, stumping about the opportunities provided by careers
in science and technology.

For many companies focused on science, technology, and medi-
cine, the skills gap of the future is happening now, and Gates is
not the only executive speaking out about it. In the U.S. defense
industry alone, it is estimated that more than half of the talent
base will retire by the mid-2020s. With the country’s relatively
ineffective education system (the United States spends about as
much as any country on education, but its students routinely
rank near the bottom in math and science), there is not much
hope for a pipeline of talented young students to replace all those
retirees any time soon. Therefore, jobs in the United States for
science and engineering graduates will likely outpace the supply
by a three-to-one margin as we move deeper into the twenty-first
century.

Additionally, a number of factors exacerbate this situation. For
one, the United States is now investing heavily in its national
defense again. So, after nearly a decade of rolling back the head-
count, the industry is being forced to ramp up. Only now, all of
those people who would have been progressing into leadership
positions over the past decade are not there. Where there should
be a large pool of workers with 6 to 15 years of experience, there
is only a big hole. This example is not merely an issue of corpo-
rate competition. It is a matter of national defense.
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Another challenge facing this unique industry is that it cannot
rely on immigration, or offshoring, to solve its talent conun-
drum. Only U.S. citizens can obtain the security clearance neces-
sary for the industry’s most sensitive projects. Add to this the
fact that the U.S. Department of Homeland Security is requiring
an integrated approach to its defense platforms, involving com-
panies such as Accenture, CSC, and Booz Allen—systems inte-
grators and consultants—who also introduce competition in the
industry for the same talent.

Add it all up, and companies in the U.S. defense industry are fac-
ing what industry veterans might call “a situation.” As of summer
2004, defense contractor Raytheon alone was looking to hire 6,000
people in the span of a year. How could it accomplish such a feat?

For Raytheon and others, this challenge is being met by an inter-
nal talent organization dedicated to recruiting the best and the
brightest. Raytheon recruits at 140 schools across the United
States, with 26 of those designated as “strategic universities.” The
company is working to develop strong, long-term relationships
with these strategic schools. It sends senior management and top
executives, often a vice president or even the CEQ, to college
campuses to talk to kids as early as freshman orientation. The
company is even considering permanent offices on some cam-
puses to build those relationships over time.

Those are sound principles for the long term, but the company’s
short-term hiring picture is more urgent. For Raytheon, it may
take a talent-oriented merger or acquisition to get the necessary
amount of “clear talent”—people with security clearances that
can step in and contribute right away. In this scenario, there may
not be any value from a financial or product standpoint to justify
the acquisition. It is the talent that would make such a deal
attractive.

This is an example of what can happen in the arena of talent
when socio-economic forces collide. The only way for any compa-
ny to get ahead of this kind of challenge is to dedicate their best
and smartest people to the problem and take a strategic, proactive
approach. A company without the right people and processes in
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place could easily find itself overwhelmed by a situation, such as
the one facing Raytheon and other U.S. defense contractors.

If this kind of “perfect storm” of talent issues suddenly hit your
industry, would your company be ahead of the game, or strug-
gling to catch up? Which company is going to win when that
happens? There will be at least one winner in every competitive
industry or market segment. The question is, who will it be?

The Demand for a New Approach

The trends presented in this chapter require businesses that “get it” to
rethink the way talent is assessed, recruited, trained, retained, and pro-
moted. In this new environment, the “arrogance of supply”—disregard
for the importance of great talent that some companies have grown
accustomed to through decades of labor abundance—will become
more the exception than the rule. In a complicated, global, high-tech
economy, many of the old assumptions about how to attract good peo-
ple, fill positions, and nab Q-Talent when it is available no longer apply.

As with any major shift, companies that prepare and adapt will succeed,
and those that do not will be challenged to survive. Without great peo-
ple, how do you grow? You do not. Without great people, how do you
bring new products, technologies, and services to the marketplace? You
do not. It is not just about executives. It is not just about the United
States, or Germany, or Japan. It is about every organization in every
country in this gigantic greenhouse called Earth.

Companies do not allow gaps in their financial projections, business
plans, or supply chains. They do not tolerate inefficiencies in their
schedules, quality control measures, or production lines. So why do
companies permit talent gaps and other recruiting inefficiencies? Why
are they continually caught unaware by open positions, responding—
again and again—by scrambling around like a farmhouse hen? If com-
panies want to be the best they can be, they can no longer approach
recruiting in the same old way.

Already, forward-thinking organizations are changing—gaining aware-
ness of trends, reacting to new realities, and preparing for future
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developments. Global competition for Q-Talent is beginning to heat
up, and certain companies are beginning to take a long-term, competi-
tive view of their talent equation. Throughout this book, we show you
some of the strategic, creative ways that these companies are getting
ahead of the competition by finding and hiring Q-Talent.

Q-Talent is scarce, but it feels much scarcer if you are not doing any-
thing about it. When the trends outlined here begin to accelerate, the
traditional, reactive, “where’s-the-approved-job-requisition” method of
hiring—where you do not even begin to think about looking for quali-
fied candidates until a position becomes open—will create serious
problems for companies still mired in this approach. These companies
will scramble to catch up, believing they can make it work like it always
has; but this time, competitors will have thought ahead, and the scram-
bling company will feel the effects of its competitor’s advantage.

If you have ever run a marathon, or know someone who has, you know
that training is critical. With the right training regime, started early
enough, running a marathon is a manageable challenge. On the other
hand, insufficient training leads to potentially dire consequences on
race day. For those who start their marathon training too late, it will be
next to impossible to best the competition.

Prepare now, or suffer the consequences later. Much more than a laun-
dry list of problems and challenges, the trends outlined in this chapter
represent an extraordinary opportunity for companies that plan ahead
and work toward the future, starting today.

In the next chapter and beyond, we help you start to make this vision a
reality by developing long-term goals and adopting a more strategic
and targeted approach to attract and retain top talent. The first step,
covered in Chapter 3, “Building a Competitive Talent Organization,” is
to establish a focused talent organization led by a savvy “Chief Talent
Officer”
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3

BUILDING A COMPETITIVE
TALENT ORGANIZATION

Forces in Play: Companies develop their strategic recruiting
capabilities. A new type of recruiter emerges at the executive
and operational levels. This role becomes a critical component

of any competitive business.




he goal of recruiters and the organizations they work for is to
T have Q-Talent ready for current and future opportunities—a

steady flow of the right people, ahead of the company’s demand
for them. Picture an airport with airplanes circling overhead. The talent
organization is the control tower. It needs to know who is on the hori-
zon, what their skills are, and whether the company has an empty run-
way available to bring them in for a landing.

The traditional, reactive human resources organization of the past is a
major liability for companies going forward. Focusing on HR compli-
ance, filling open positions, and waiting around for the next position to
open up and then throwing “warm bodies” at it will no longer suffice
for organizations that want to remain competitive in a talent-scarce
market. Asking a product manager, who is already working 70 hours a
week, to spend 10 more hours screening candidates or even reviewing
resumés, just will not do anymore.

The fact is, most hiring decisions in corporations are made by middle-
and upper-management. HR may help facilitate the process, mining for
resumés and such, but usually in a reactive mode by responding to a
new job requisition, without centralized coordination and strategy.
Therefore, great talent slips through the cracks. Candidates find them-
selves rejected for jobs that do not quite fit, when ones that do are right
around the corner. They are told there are no opportunities, even
though an impending retirement is about to create one or a new com-
pany initiative is about to create several. They are put off by bad Web
copy or a lack of responsiveness.

In each case, a more informed, proactive recruiting organization could
have headed off the problem and turned it into an opportunity. But
most companies do not spring into action until after an impending tal-
ent crisis has been identified. And then . . . they start “planning.”

At this point, it is too late to start planning. By then, you must be in
full-scale implementation to fix the crisis and fix it now. If the future of
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your business depends on your ability to find and develop great talent,
why would you wait until you have to dig yourself out of a hole?

This chapter shows you how to create a strategic, proactive talent
organization that will not only reduce the costs associated with recruit-
ing great talent, but will build and return value to your company
as well.

Recruiting Models: A Look Back

Recruitment has been around a long time and has played an important
role in building not just companies, but all kinds of organizations.
Whether it is a head of state recruiting political allies, a sales organiza-
tion wooing another company’s top performer, or a sports team land-
ing a desirable free agent, securing Q-Talent has long been imperative
to the success of just about any organization.

In the 1990s, some industries, notably the technology industry, experi-
enced rapid growth and correspondingly fierce competition for Q-Talent.
To help meet this intense need, great recruiters commanded hefty
salaries. Then, as we all know, the so-called dot-com bubble burst. As
companies withered and dried up, the experienced talent from those
companies became eager and available to work for the companies that
remained. As competition for that talent decreased, so did the need for
internal strategic recruiters who intimately knew the business, the mar-
ket, and how to successfully recruit the right Q-Talent for the company.

Many of those highly paid recruiters were let go, and the responsibility
for filling the company’s talent needs fell mainly into the hands of gen-
eralist HR representatives. This cost-cutting move seems sensible on the
surface. However, it usually leaves the company unable to effectively
and proactively achieve its talent objectives.

HR generalists typically spend time on everything from payroll and
benefits administration to corrective actions to employee orientation.
They are often inundated with mountains of paperwork. As a result,
they have little time to develop their understanding of the business, its
vision, its strategy, and the competitive landscape. Furthermore, some
HR organizations do not have adequate credibility with management
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to begin with and therefore are not looked to as a strategic partner for
the business. They do not have the ear of the king, so to speak. All of
these factors present a big struggle for the recruiting profession.

Another effect of passing the recruiting buck to overworked generalists
is that when it comes time to hire, they are forced to react because they
have not been spending time lining up great talent to plug into future
opportunities. They do not have candidates ready who have been
screened and are interested in the company. So they search a stagnant
database hoping to find a relatively recent resumé. They place an ad in
the newspaper or on a public job board. They jump into full recruit-
ment mode after weeks of not thinking about it.

To some extent, companies can get by with this reactive approach as
long as the talent for their industry is abundant. It is not ideal, but it
works. HR generalists typically cost less than half as much as the
recruiters of a decade ago. So, until companies see revenue losses as a
result of not securing the right talent, this less expensive talent model
will persist in many organizations.

However, as previously discussed, talent scarcity will become a reality
for many industries. To prepare, many forward-thinking companies are
already developing innovative recruiting practices, and this trend will
only increase. In addition, as you will see, companies stand to gain real,
bottom-line benefits from creating an effective talent organization.

Emerging Recruitment Practices

What is happening in the recruitment field today? Recruitment varies
by region. In the East, recruiting is just beginning to emerge as a disci-
pline. Relatively free of tradition in this area, Asia is becoming a land of
innovative recruiting, as evidenced by open talent markets, such as the
one in Zhingtou described in Chapter 2, “Talent Market Demands.”
Economic growth in any environment depends on the ability to source,
attract, recruit, and deploy the right talent at the right time in the right
place. With economies in Asia expanding, talent will become an
increasingly important factor, and the recruiting industry will respond
with new recruiting skills and models.
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In the West, including Europe, the recruiting industry is evolving and
finding new ways to align its business models with those of the compa-
nies it serves. One model gaining traction in these regions is the recruit-
ment process outsourcer (RPO) introduced in Chapter 2, where a
recruiting agency takes on all recruitment activities for a client company.
This model has been around for a long time. In Europe, the recruit-
ment consultancy, or agency, has played a prominent role in the
recruitment process. Almost all positions at all levels are turned over to
an agency to fill. But Europe’s recruiters are not always innovative in
their approach. Many agencies still rely solely on newspaper and
Internet ads to attract the appropriate talent. And their business model
is based on a fee, generally calculated as a percentage of a hired candi-
date’s first year salary, which is an expensive model for companies to
support.

RPOs became better known more recently in the European market
when Bank of America outsourced all of its recruitment activities with
the goals of reducing redundancies and lowering costs. The bank’s
outsourcer, Exult, agreed to a large contract with razor-tight margins.
Exult has achieved profitability with this model, and other companies,
such as Convergys, have also had success with it and legitimized this
model as a strategy to help companies reduce costs. This practice will
likely play an important role in recruiting efforts of the future, although
industry insiders argue as to exactly how or to what degree.

Although the value proposition for this model is based on lowering
cost, in a more competitive market, lowering costs is not enough. In the
future, especially in industries facing a dearth of talent, the value
proposition will shift to a recruiter’s ability to deliver Q-Talent. To
effectively deliver Q-Talent, a recruiter must have a deeper understand-
ing of the business than most recruiters have today. At the same time,
the candidates that companies are always looking for expect more
today, because they know more—about your industry, your company,
your market, and your competition. A recruiter who cannot answer a
candidate’s fundamental business questions will not have the credibility
to secure Q-Talent, particularly top-level individuals.

Recruiters will also have to learn how to recruit Q-Talent from different
cultures around the world. Understanding and accepting others’ values
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will become a key requirement for the successful recruiter in our con-
nected world that is getting smaller every day. Recruiters with the abil-
ity to source, attract, and deliver Q-Talent from any global locale will
become necessary and vital components to any recruiting strategy.
These recruiters will quickly become valued Q-Talent themselves and
will be compensated accordingly.

Recruiters can deliver Q-Talent whether the recruiter is employed by
the organization he is hiring for or whether he sits in an outside agency
that works on behalf of the organization. Each type of recruiter can add
value to clients by delivering on different value propositions through
different business models. Internal recruiters are likely to have a better
understanding of the organization and its needs and use this knowl-
edge to make a strong case for candidates to work there. However, the
volume of positions they are trying to fill can make it difficult for them
to nurture one-on-one relationships with prospective Q-Talent.

External recruiters, or RPOs, might manage fewer openings and, as a
result, have time to develop closer relationships with prospective talent.
They are motivated to fill open positions because that is how they are
paid. By representing multiple companies, external recruiters have
more opportunities to offer prospective talent.

On the other hand, from the hiring organization’s perspective, the RPO’s
breadth might lead them to place an ideal candidate at another company.
Also, the RPO might lack the in-depth business understanding necessary
to “close the deal.” Finally, by working on behalf of your organization,
external recruiters use your company’s brand to build valuable talent
relationships, assets that they—not your organization—own.

A successful mix of both models—internal recruiting organizations
and strategic RPOs—will likely emerge. For positions where there is an
abundance of talent, recruiters will take a more easily managed, “trans-
actional” approach to filling these positions with the right people. For
difficult-to-fill positions, such as those requiring highly specialized
skills, RPOs might help an organization extend its reach to acquire the
right candidates. Positions requiring Q-Talent will necessitate a more
strategic approach by both internal recruiters and RPOs. Both
approaches should be carefully managed by someone who understands
each model and has been successful in both worlds.
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Guidelines for Global Recruiting

The Internet has tied the world community more closely
together. As a result, even small businesses might find themselves
recruiting from pools of talent outside their nation’s borders.
For large companies, global recruiting is more relevant—and
necessary—than ever to acquire the best talent.

When working with professionals abroad, be sensitive and under-
standing about their cultural heritage. Act with professionalism and
grace as they define it. This applies to domestic recruiting as well, of
course, but one’s behavior may have pronounced consequences in
other parts of the world. Although volumes could be written on
this topic, the following are some basic points to get you started:

* Research the history and culture of the region—completely.
Make sure you understand cultural expectations for inter-
personal communications, body language, dining, and travel.

+ Whether recruiting on the phone, the Internet, or in person,
be aware that you are a guest and should act accordingly,
with a high degree of neighborly graciousness.

+ Extend your reach by using Internet technology to build
relationships with a global community of Q-Talent ahead of
actual demand.

* When talking with a prospect, give the person your complete
concentration. Listen. In person, show the person you are
paying attention, although strong eye contact might be con-
sidered impolite in some regions.

+ Do not open your mouth to speak until the other party has
completed his or her statement.

+ Stick to business; do not make remarks regarding current
events, politics, religion, and so on—no jokes.

+ Thank your prospect at the end of the interview and clearly
state your recruiting process.

+ If the discussion requires follow up, then follow up promptly.
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Internal recruiters and RPOs focus on hiring. A third approach is to
outsource not only hiring, but also compensation, benefits, and overall
management responsibilities for certain positions. Although it might be
acceptable to outsource tactical positions, companies should not out-
source positions that are key to their success. Companies that recognize
the strategic value of Q-Talent will not outsource these positions.

While the recruiting industry continues to evolve, there will always be
companies that view all of their talent as strategic Q-Talent and resist
outsourcing the hiring and management of their most valuable asset.
These are the organizations that will find themselves in a strong position
to create lasting value from their recruitment and retention activities.

The recruiting industry will continue to face challenges as it strives to
meet the talent needs of organizations worldwide. In the United States,
one of the main challenges is keeping up with the demand for recruiters
who have the full complement of skills needed to lead and deliver on a
talent agenda. Europe is working to find and advance a new business
model that protects the recruitment industry while helping client com-
panies protect margins and compete globally. In China and the rest of
Asia, the challenge is finding talent without the support of a traditional
recruiting infrastructure.

The Strategic Integration Point Person

As with any critical business function, such as finance, marketing, pro-
curement, or operations, the only way to ensure success is to put some-
one competent in charge of it. Marketing, for example, cannot be run
simply by managing daily tasks. Someone must own the creation of a
strategy to support sales of the product or service. Typically, this per-
son’s success is tied to the amount of revenue derived from the strategic
marketing initiatives put forth and possibly other metrics, such as cus-
tomer retention and satisfaction.

To this end, your company needs to have a strategic integration point
person for its talent objectives—a Chief Talent Officer—to ensure that
the talent organization is empowered with the responsibility, knowl-
edge, and tools to add strategic value to the business and achieve
bottom-line results. If your company does not have the right person in
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charge of talent, then, by default, it does not have a process in place to
acquire talent or measure how talent is affecting the business. A company
without someone in charge of talent might not even know what its
talent needs are.

For a talent leader to be successful, she should . . .

+ Hold an executive position.

+ Be respected in the organization.

+ Possess a strong business background.
+ Have full support from the CEO.

+ Have direct lines of communication with other department
heads.

Some executives might look at this list and say that HR and recruiting
can have a “seat at the table” when they earn it. But would you ever say
that about your CFO? If you are a company leader and you respond this
way, chances are you do not have anyone in your current HR organiza-
tion who can operate at the necessary strategic business level. If this is
the case, it is incumbent upon you to identify the right talent to lead
your organization’s recruiting efforts and put that person in place. If
you are a CEO and you lack confidence in your HR department, this is
an opportunity to correct that situation.

This represents an opportunity for other company leaders as well. If
you are the company’s current HR leader and lack strategic business
skills, ask for development, put a plan in place, and stretch yourself.
Your efforts to develop new skills on top of needed HR skills will
enhance your career value. If you currently work in a function other
than HR, consider applying your business skills to the talent organiza-
tion—a new line of career development might await.

The talent leader needs enough stature and clout in the company to
make things happen. In many companies, as mentioned previously, HR
organizations are not perceived as bringing real strategic value to the
business and, as a result, lack credibility and influence with other oper-
ating units. This dynamic, of course, has a major effect on the way HR
is seen, heard, and perceived throughout the company.
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The talent leader could have “dotted-line” responsibility and report to
several top-level company directors, as is often the case for those in
charge of a centralized group, such as investor relations. Or she could
report directly to a senior executive. Again, for the talent leader to suc-
ceed, she requires direct access to senior leadership.

The talent leader’s goal is to align the talent organization directly with the
business both strategically and tactically so that it is a true partner that
brings real insight to solving the company’s talent challenges and
improving the business overall. To achieve this, the talent leader needs
to understand the business from top to bottom and know the compa-
ny’s strategy at the highest level, including where the company is going,
how it plans to get there, and what its strengths and weaknesses are.
This person must be able to combine that knowledge with an under-
standing of the skills and experience needed for each position and the
importance of those positions to the business itself.

The talent leader needs to be able to “tell the company story” as thor-
oughly and as fluently as the chief marketing officer, the head of
investor relations or public affairs, the chief financial officer, and the
CEO. In fact, the talent leader might need to tell the story better than
anyone else to bring Q-Talent to the table.

With the right talent leader in place at the right level, your company
can begin to take a proactive approach to its talent needs. Suppose,
for example, that the talent leader is in an executive meeting the
first time you discuss expanding into Asia. With this knowledge, the
talent leader can make sure that the talent organization responds
appropriately.

Recruiters can begin to approach any current employees who speak
Mandarin or other dialects of Chinese, along with Korean, Japanese,
Hindi, Malay, and Thai, find out whether they might be interested in
the opportunities that loom on the horizon, and initiate any training or
relocation efforts that will need to take place. The talent organization
can begin thinking about executives to lead the new office, research the
business climate in the new market to identify local leaders, and build
the necessary recruiting relationships. The talent organization will also
keep an eye out for new candidates who possess skills, knowledge, or
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other ties to this new business need and consider bringing those
individuals into the company with an eye toward the future. With only
this single piece of strategic knowledge—that the company plans a
move into Asia—the talent organization can begin thinking ahead and
getting ahead.

When talent is established as a strategic imperative for the business, it
becomes much easier for the head of talent to achieve this kind of busi-
ness alignment. If talent is a priority for the business, senior leaders will
make it a priority to communicate their talent objectives. In fact, con-
sider holding other executives accountable for their contributions to
the talent organization. If you are serious about acquiring and retaining
Q-Talent, measure efforts related to it as you measure other important
business metrics. Chapter 6, “Tangible Talent Measurement,” discusses
talent measurement at length. With proper engagement from the com-
pany’s leadership, the head of talent will have a much clearer under-
standing of the business strategies and be able to more effectively turn
those strategies into a compelling recruitment plan.

=
-

Much like the head of investor relations, the Chief Talent Officer must
have a direct link to the CEO and every functional leader in order to
understand the company’s objectives and strategy and translate
those into competitive talent initiatives.
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Clarian Health’s Proactive Talent Organization

Clarian Health shows how a strategic talent leader can build a talent
organization that has a positive impact on an organization’s talent
needs and its bottom line. In 2001, Clarian Health, a major medical sys-
tem in Indiana with more than 11,000 employees, was facing a 16 per-
cent vacancy rate and a 12.6 percent turnover rate in registered nurses.
With a staff of about 3,100 RN, that is a shortage of nearly 500 nurses,
with nearly 400 more leaving each year.

Due to numerous slow points and hiccups in the process, the compa-
ny’s “hiring pipeline”’—defined as the point at which initial contact
with an applicant is made to the point at which he or she begins work-
ing—averaged a whopping 114 days. Also, because of the large vacancy
rate, Clarian was spending $17 million annually on expensive “traveler
nurses” who fly between regions, work defined contracts, and move on.

How did Clarian address the situation? Recognizing the need for lead-
ership in this area, Senior Vice President Karlene Kerfoot took the first
step and hired industry veteran and consultant Suellyn Ellerbe to help
fix the troubled recruiting and retention functions, and ultimately all of
the system’s employment services. (If you are wondering, Ellerbe’s title
is head of the office of budget, finance, and resource management.)
Experienced with just about every facet of hospital operations, Ellerbe
brought a strong business sense and solid industry experience to
Clarian’s recruiting challenges.

Ellerbe and Kerfoot recognized immediately that Clarian’s main chal-
lenge was not just to recruit a ton of nurses, but more importantly, to
solve the problems that were creating the shortage in the first place.
This meant looking at turnover issues and steps the company could
take to develop and retain a workforce for the future.

Ellerbe began with the recruiting organization itself. The recruiting
team had traditionally taken a passive approach. Nurse recruiters
responded to applications or phone calls and placed about 90 percent
of those applicants. Ellerbe could see that there was not much actual
“recruiting” going on.

She decided to build a new culture around the talent function, with a
strong marketing focus and a commitment to finding the best people
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for the organization. To start, she hired some people who shared her
sensibilities. She trained the staff in sales techniques they could use to
sell the organization and invested in the tools they would need to do so.
She also installed leading-edge talent acquisition solutions, including
candidate relationship and applicant-tracking technology from
Hire.com, a firm founded and led by one of the authors, to support the
recruiters in their jobs.

Clarian’s new talent organization started by tackling their troubled hir-
ing pipeline. They reengineered every segment of the process, bringing
the hefty 114-day average down to 35 days. For staff nurses, their most
critical need, the hiring pipeline now stands at just 14 days.

The team also looked at the hospital system’s image campaign, holding
focus groups with nurses in the community to determine the overall
perception of Clarian in its market. Using the data from these focus
groups, they conducted internal focus groups to decide how to go
about marketing the nurses currently working at Clarian, and to help
them craft messages about the organization’s services. After that,
Ellerbe’s group engaged a firm to create an entirely new talent brand
and corresponding campaign. The campaign’s theme, “Be the nurse you
have always wanted to be,” was a resonant message that has proved
successful.

The team also focused on Clarian’s partnerships with various profes-
sional organizations, such as the American Association of Critical Care
Nurses, Sigma Theta Tau International (the nursing honor society),
the American Organization of Nurse Executives, the American
Organization of Operating Room Nurses, the Black Nurses Association,
the Filipino Nurses Association, and several others. The team not only
attended these groups’ events, but also created partnerships with them
that featured joint projects or cooperation in areas of emphasis for each
group. In this way, Clarian has almost become a part of the branding
for the groups themselves. For example, the groups’ brochures list
Clarian, not as advertising, but as part of the work they do.

Finally, the group examined Clarian’s events—job fairs, conferences,
and its own open house events. The team worked to create a more pro-
fessional, welcoming atmosphere at these events, where each potential
candidate felt like he or she was welcomed and valued.
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Amazingly, Ellerbe and her team laid all of this groundwork in a few
months. By this time, they had created a solid foundation for Clarian’s
talent efforts. Since that time, they have worked to identify trends in the
company’s turnover figures and address them. They have created
“retention specialists,” new positions staffed by experienced nurses who
focus on uncovering the real, human reasons behind nurse retention
issues and fixing them.

As a result of all these proactive efforts, the company’s vacancy rate has
fallen from 16 percent to less than 5 percent. The turnover rate has
dropped from nearly 13 percent to less than 7 percent and is still falling.
What is more, due to the more efficient hiring pipeline and the new em-
phasis on service and excellence in the hiring process, the company’s appli-
cant dropout rate went from more than 15 percent to less than 1 percent.

Fewer positions open. Fewer opening up. Fewer applicants dropping
out. A drastically shorter time to hire. With a $10,000 average cost for
every hire, Clarian has realized a huge savings each year that directly
affects the company’s bottom line.

And what about the traveler nurses, the outside labor cost that was run-
ning about $17 million per year? In the first year after it implemented
its recruiting changes, Clarian saved $10 million on traveling nurse
costs by decreasing the nursing vacancy rate and thereby the need for
traveler nurse services. Since then, they have continued to decrease
their use of traveling nurses.

What is the value of creating a distinct talent organization and putting
a great leader in charge of it? The answer will differ for each company,
but there are success stories like Clarian’s all around. Companies that
take steps to get ahead of their talent needs by designating a “Chief
Talent Officer” and creating a focused talent organization usually find
surprising returns on the investment. In addition, the value they gain in
terms of reputation and stature—reflected in the talent brand—will
bring companies continuing intangible returns far into the future.

New Recruiting Tools, Structures, and Processes

As the Clarian example illustrates, companies need a strong talent
leader and a focused talent organization. Properly organized and run, a
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lean, proactive, competitive talent organization is not another business
expense but rather an asset and a major way to build wealth in almost
any organization.

The first thing companies must do in creating a talent organization is to
recognize talent as the strategic priority that it is. Examine your HR
organization. Figure out which functions relate to your talent objectives
and which relate to administration, transactions, benefits, and compli-
ance. Make sure the staff and resources dedicated to recruiting are sep-
arate from those dedicated to HR generalist functions. It is fine to
locate your company’s recruiting function in the general HR depart-
ment as long as the recruiting and HR generalist functions are separate.

Whether recruiting remains in the overall HR organization or becomes a
standalone business unit depends on your business and organizational
models. The important partis to think of recruiting as a separate discipline
and give it priority, visibility, accountability, and clout within the organi-
zation, so informed decisions about talent can be made and acted upon.

According to Mike Mayeux, founder and CEO of the recruiting firm
Novotus, there are two “royal figures” in the recruitment process—the
talent and the person seeking to hire that talent. The recruiter serves as
an informational conduit, a concierge to that process who does his best
to make it a good experience for everybody involved.

Sounds simple, but sheer numbers challenge the recruiter at every turn.
Recruiters are outnumbered thousands to one on the candidate side
and dozens to one on the hiring-manager side. The recruiter can only
respond to folks on each end—whether candidate or hiring manager—
one at a time. All the while, the companies’ future profits, growth,
teams, cultures, and initiatives hang in the balance. For the candidates,
it is their careers.

The numbers that constantly challenge recruiters lead to some unfortu-
nate consequences. People apply for jobs and nobody gets back to
them. People talk to a recruiter once and never hear from them again.
Applicants who are treated this way usually do not come back for more,
leaving the recruiter in a constant search for new talent.

Cutting through the “noise” represents a huge opportunity for
recruiters. But how can they do it? According to Mayeusx, the key is the
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right framework through which to efficiently funnel candidates and
organize the overall process. To that end, Novotus has developed an
approach that combines technology and an innovative team, or “pod,”
recruiting structure. This approach enables them to reach out to thou-
sands of candidates at a time, keep everyone informed, and keep the
process moving.

As with any business unit, it is up to each company to create the struc-
ture and processes that make sense for them. The roles listed here can
be located in separate groups or be part of an integrated department. A
single individual might perform two or three of the roles.

A competitive recruiting organization should include these four major
roles:

* The recruiter. This is the human, operational-level integration
person who understands the company’s story, the needs of each
individual candidate and department, and how to use all of
those factors to create compelling messages and other market-
ing tactics that “sell” the company’s employment experience.

+ The administrator. This is the classic support person who
keeps tabs on everything, directs traffic, keeps track of names,
appointments, and where each prospective candidate is in the
recruiting process. This person might even monitor chat ses-
sions and answer questions submitted via the company’s
employment Web site.

+ The technologist. This is the person who can implement the
company’s employment messages online and build the Web
solutions necessary to capture and build relationships with new
talent.

+ The data analyst. As discussed in the next chapter, recruiters
perform some key marketing activities, such as capturing and
analyzing data. Companies must understand their ideal demo-
graphics, craft messages to be as effective as possible, and con-
tinually measure results to fine-tune the efforts. The data analyst
performs much the same function in recruiting as he would in
the marketing department, helping ensure that the company is
reaching the right candidates with the right messages.
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Let’s look at how Novotus uses these roles to recruit talent for its client
companies. “Level II recruiters” are on the front lines. These highly
experienced recruiters stay in a constant decision mode, deciding who
goes where in the process. In most recruiting firms, these folks would
be stuck in the time-consuming process of qualifying individuals and
reviewing resumés that we described earlier, a losing proposition
because of the overwhelming numbers involved.

At Novotus, the Level II recruiters are backed up by the technology and
administrative professionals who keep the process moving. As a result,
Level II recruiters are freed from most administrative tasks and busy-
work. Instead, they are constantly in front of customers, talking to cus-
tomers, figuring out what their needs are, and then sending them in
the appropriate direction. Their job is to find candidates who match
what the hiring manager is looking for, drive the process to a “short
list” of Q-Talent candidates, and review the short list with the hiring
manager.

Aside from the front-line, Level II recruiter, each talent service team has
one person who is the administrator or team leader. This person, a
Level I recruiter, keeps track of the job searches, knows who is working
on what, and monitors the team’s overall progress. They also run the
communications console, live chat, live support, and respond to e-mail.
They take incoming information and act on it by scheduling meetings,
making phone calls, or doing any other necessary tasks to keep the
process moving. They send out meeting and interview confirmations so
that everybody knows where to go, what time to be there, how to dress,
and any other pertinent information.

On the technology side, Novotus uses queued workflows and e-mail,
employing rules and filters to ensure that the most important e-mails
are visible quickly. There is also live support, and each team, or pod,
includes a chat operator who answers questions that arise. The work-
flow is designed so that each correspondence drives a person to the next
logical step, so that the Level II recruiter can constantly serve multiple
individuals.

According to Mayeux, the advantages of a team of specialists are that
everybody stays focused, works more efficiently, and uses his or her
skills and experience to the greatest extent possible.
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For the company that needs Q-Talent, this structure offers three main
benefits: better, faster, and cheaper. Better quality candidates, and better,
more personalized communication with the recruiter. A faster process
overall. And as a result, greater cost efficiency throughout the process.

Need proof? Consider the following request, which would approach
ridiculous in most recruiting environments.

A Fortune 500 company, seeking to open a call center in Latin America,
needed to hire 80 managers in 3 weeks and then add 450 call center
workers in another 3 to 4 weeks. Furthermore, there was not a single
candidate to begin with. Nobody.

In the first 9 days, between 6,000 and 8,000 people visited the Novotus
Web site talent community for that market. Novotus scheduled 220
interviews, filling the docket for a dozen hiring managers. The follow-
ing week, they did another 220 interviews. The company was able to
hire its 80 managers in 3 weeks, on schedule. Moving on to the call cen-
ter workers, Novotus collaborated with a government entity to drive
solid candidates into the interview process. Ultimately, 550 people were
hired in about 7 weeks.

Where did all this talent come from and how did Novotus respond so
quickly? At the time, the region had high unemployment and a highly
educated talent pool. The government and client heavily promoted the
job openings and included Novotus’s URL on billboards and in relevant
interviews and news articles. On their end, Novotus had carefully engi-
neered their workflow to prepare for a high volume of candidates and
leaned on technology to accelerate the process. For example, they creat-
ed a customized intranet site for scheduling and other tasks.

As a result of their preparation and infrastructure, Novotus’s results
were accomplished by one Level II recruiter, supported by Novotus’s
Internet-based technology and team concept. As testament to the tech-
nology, Level I recruiters were chatting online with 10 to 12 applicants
at a time throughout the process. Imagine how many recruiters—and
how long, and how much money—it would take to work through that
many candidates by telephone.!

! Note: The technology in this example is provided by Hire.com, the company where one of the
book’s authors is founder and president.
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According to Mayeux, this process is not limited to reactive, mass-hire
situations. It is effective for huge projects as well as for individual
searches. The company routinely fills positions for CFOs, controllers,
lead programmers, and more. In one instance, Mayeux himself met a
client on a plane trip, a CEO needing to hire a new controller. At the
next layover, Mayeux contacted Novotus. By the end of the next flight,
Novotus had delivered four solid candidates, plus a couple more that
Mayeux knew off the top of his head.

“We’ll introduce you to the person that you're going to hire in the first
three to five days of your search,” says Mayeux. “That would be impos-
sible if we didn’t have the right people, working in the team environ-
ment, supported by excellent processes and technology.”

Creating Your Talent Plan

Now that you have created a distinct talent organization and the talent
leader has aligned the group with the organization’s business goals, it is
time for the talent leader and his team to create a talent plan.

A comprehensive talent plan delineates the company’s recruiting and
deployment strategies by business unit and by position within each
unit. Additionally, the talent plan includes measurable forecasts, such as
recruitment and deployment costs, time to acquisition, and time to
productivity for new talent. The talent plan allows the talent leader and
other executives, including the CEO, to manage and measure this func-
tion alongside the rest of the business.

To build an effective talent plan, the talent organization needs to under-
stand the following broad areas that are key to the company’s success:

+ The company’s goals and objectives

+ Key milestones that must be accomplished to meet those goals
and objectives

*+ The problem that the company’s goods or services solve, or the
needs they fill in the marketplace

+ The size of the problem or need, and the value of solving or
filling it
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+ Special or unique aspects of the company’s products, solutions,
or approach

+ The customer who uses those goods or services, and how the
goods or services are used

+ What it takes to build, sell, deploy, and maintain the company’s
products or services

+ The company’s distribution and supply models, including key
industry partners and their core skills

+ The company’s competitors, their offerings, and how the com-
pany strives to differentiate itself from the competition

A lot of this information should reside in the company’s business plan.
The talent organization can acquire the rest of it by reaching out to the
company’s leaders.

Together, these pieces of information form a story about the company
and where it is going. After the talent organization understands these
factors, they must stay in tune with them as the business continues to
evolve. With access to the company’s senior leadership, the talent leader
is properly positioned to funnel information about strategic business
issues to the talent organization.

With this broad understanding of the organization in hand, the talent
organization then needs to approach department leaders and hiring
managers to tie those high-level business goals to specific talent needs
at the departmental level. People from the talent organization should
ask departmental leaders and hiring managers for the following infor-
mation to complete the overall talent plan:

* How the department aligns with and supports the overall
business

+ What the departmental goals are and how progress is measured
against those goals

* An outline of the critical skills and positions necessary for the
department to be successful, and how those skills and positions
help the company accomplish its strategic goals
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+ Examples of ideal Q-Talent candidates, including specific quali-
fication parameters

+ Departmental initiatives, projects, or other activities that may
affect talent needs, including any expected launch dates,
release-to-manufacturing dates, or other corporate deadlines
that must be factored into hiring decisions

The talent organization should use this information to make sure the
talent plan includes expected talent needs by department, along with a
rationale for why those positions are important for the business and
their potential impact on the bottom line. For each critical position and
skill set, the talent plan should outline core competencies, qualification
parameters, and examples of the ideal kind of Q-Talent. The plan should
discuss these positions in light of department or project goals, and how
those departments or projects align with overall corporate strategy.

Just as the overall business goals change, departmental initiatives and
projects are in constant motion. Therefore, the talent organization
must stay in frequent contact with departmental leaders and hiring
managers to find out what is changing and how it impacts the groups’
talent needs. This relationship works in reverse, too: Department heads
and hiring managers must keep their contacts in the talent organization
in the loop on issues that may affect hiring needs. The talent organiza-
tion links the “troops” on the ground and the “generals” back at the
command center. Open lines of communication ensure that recruit-
ment efforts align with the company’s strategic objectives.

Aligning with Marketing

No talent plan is complete without a set of compelling messages that the
company can apply to its recruitment efforts across all communication
channels—in person, in the media, and in cyberspace. Traditionally,
individual recruiters generate these messages with little organizational
rigor or control over what messages are used, and with little cooperation
between recruiters and the hiring managers they represent.

The best way to understand the importance of recruitment messaging is
to analyze most companies’ efforts to market their products and services.
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It is hard to imagine a successful company that does not have some kind
of marketing—skilled people working to position a company’s prod-
ucts or services in the marketplace with compelling messages to help
drive sales. Marketers not only create and coordinate these messages,
they also report on which visuals and messages work with target audi-
ences and continually improve any messages that are not hitting the
“sweet spot.”

The next chapter discusses “talent brands,” how they differ from the
product brand, and some ideas to help you create a compelling set of
talent brand messages. To create a talent brand, your new talent organ-
ization must be strongly aligned with your marketing organization.

Each is a valuable asset for the other. With close cooperation between
the company’s marketing and recruiting efforts and the messages each
uses, the talent brand and the product brand can support and even
enhance one another’s objectives. Companies without this connection
are missing a key piece to ensuring that their new talent efforts return
the most value to the company.

The talent organization can begin to lay the groundwork for this new
employment-marketing effort when it obtains information from
departments and hiring managers during creation of the talent plan.
Obtain the following information from department leaders to help you
develop appropriate, compelling recruiting messages:

+ How each position helps the department, and by extension the
company, achieve its strategic goals

+  Which skills are absolutely necessary, and how those skills
translate into value for the company

+ What elements of each position are attractive, and unattractive,
to prospective talent

+ Insight into why employees join the company, department, or
group, why they stay and why they leave

+ Positive and negative attributes of individual managers and
their styles

*+ Any negative perceptions or other hurdles about the group or
company that need to be overcome
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Here’s another reason to align these functions: The talent leader is also
a marketer. Whereas your marketing executive is responsible for selling
your company’s products and services, your talent leader is responsible
for selling your company—to Q-Talent. Shouldn’t these two leaders
spend some time together? It could start as simply as having lunch
together a couple of times a month. The more integration between the
efforts of the talent and marketing organizations, the better the results
will be in terms of crafting the right messages, creatively connecting the
dots between the objectives of each group, and presenting a unified,
compelling front to all constituencies.

If you believe that your employees are your most strategic asset and you
are serious about preserving this asset, start by making your talent
leader, or “Chief Talent Officer,” part of your executive staff. Make sure
that this strategic business leader is responsible for an organization that
is focused on hiring and retention, not other general HR functions.
With these key resources in place, your talent organization can create
the plan that will enable you to effectively address your immediate and
long-term needs for Q-Talent.

By combining the insight gained through the talent planning process
with the skills, resources, and connections of your best marketing peo-
ple, your recruiting organization can develop a set of compelling recruit-
ment messages that will help them return new kinds of value to the
company. In the next chapter and beyond, we discuss ways to create and
deliver those messages to ensure that they not only attract talent, but also
help build talent relationships that become more valuable over time.
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4

THE CULTURAL
OBSESSION OF WORK

Forces in Play: The quest for better jobs becomes a public
obsession. Talent is recruited at every opportunity. It takes
a finely tuned and targeted talent brand to cut

through the clutter.

“NOTICE: Men wanted for hazardous journey. Small wages,
bitter cold, long months of complete darkness. Constant
danger. Safe return doubtful. Honour and
recognition in case of success.”

—Ernest Shackleton
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ot the kind of classified ad you see every day, is it? Although it
| \| may send a shudder down the spines of some, it inspired
dreams in the minds of others. Only a specific type of person,

with a specific set of desires, skills, and abilities, would respond to it.
And respond they did.

The ad, which ran in the London Times in 1913, was a magnet for its
target audience. Shackleton received more than 1,000 responses to it,
from which he selected 28 men for his famous journey. In the end, the
1915 Endurance expedition became hopelessly stuck in the ice of
Antarctica. Lost and presumed dead for months, the men eventually
managed to escape the frigid continent. All 28 men made it home safely.
Talk about an effective talent force.

In the modern era, there may not be a compelling ideal like “honor” to
bring a stream of Q-Talent to your doorstep, but there are other ways to
tap into the hopes and desires of your ideal candidates.

Cutting Through the Clutter—The Importance
of a Talent Brand

As the trends described in Chapter 2, “Talent Market Demands,” con-
tinue to unfold, new opportunities will arise for many, leading to more
exciting and, in some cases, difficult career decisions. New types of
careers will emerge as the information economy continues to evolve.
Changes in demographics will put new pressures on many industries to
hire the right talent to meet new opportunities critical to the industries’
success—or even to their survival. In developing nations moving to a
manufacturing economy, new talent markets will continue to emerge as
their working cultures and needs evolve.

In countries affected by the dot-com bust, there will be pent-up
demand for job changes as the situation improves, resulting in
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increased labor market “churn”—a business term coined in the world
of magazine subscriptions, where new subscribers must be found at a
rate that matches or exceeds the rate at which subscriptions expire to
maintain the existing level of revenue. This churn will add complexity
to the already-shifting talent market, creating even more openings and
signaling that more already-employed individuals are looking for new
opportunities.

Another talent market trend, which is building with seismic-like pres-
sure, is the willingness of already-employed individuals—in some
cases, happily employed individuals—to consider new opportunities.
In the recruiting industry, these individuals are called “passive candi-
dates,” an oxymoron describing those who are currently working, who
do not have a resumé, and are not actively job searching, but for whom
the right opportunity is still attractive.

And there is a subset of “passive candidates” who are inching toward
active candidate status. These are the ones reading the Sunday classi-
fieds, surfing Monster.com on their lunch breaks, and casually net-
working with their friends. These so-called “passive” candidates are
only one phone call, informational interview, or invitation to interview
away from becoming active candidates.

The constant quest for Q-Talent is seeping into our lives. Job sites, such
as Monster.com, HotJobs, Seek.com, and StepStone.com, have succeeded
in the challenging dot-com world. Escapeartist.com, Asia-net.com,
JM Enterprises (jmep.com), and others provide a clearinghouse for
international opportunities. Ads for Monster.com and HotJobs have
aired during the Super Bowl, the highest-rated and most expensive
advertising forum in the world. Job links are often highlighted on the
front page of newspaper Web sites. If you do not think that the talent
market is big business, think again.

Even Hollywood has caught on. How many television shows worldwide
depict doctors, police, firefighters, teachers, lifeguards, soldiers, private
eyes, office workers, and the challenges (not to mention shenanigans)
they face at work every day? Award-winning sitcoms, such as the BBC’s
The Office, and reality series, such as A&E’s Airline and NBC’s The
Apprentice, continue the tradition.
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All of these factors—changing demographics, economic upturn, peo-
ple’s appetite for opportunity, broad-reach media—create demand for
better opportunities. And this demand is not only driven by MBAs,
actors, athletes, engineers, and salespeople anymore. Media and tech-
nology bring the concept of ambition—of seeking new opportunities,
new careers, and new jobs—to the popular culture.

The result? Attention to work and career opportunities is becoming a
new cultural obsession. People are rapidly gaining confidence and
spending more time and energy on the lookout, even if it is only casual
flirtation. Employees can become bolder in asking for raises or promo-
tions because they know their worth and value. Many will also develop
the confidence and ability to market themselves efficiently, resulting in
continued job mobility as workers leave their current positions for
greener pastures.

Chapter 7, “Talent Goes on Offense,” discusses this phenomenon of tal-
ent empowerment more completely, but for now, this is a fundamental
shift in the talent landscape: It is not that only the employees have
power or only the employers have power. It is that knowledge is power.
Strategy is power. From now on, more and more people will look at
what is happening around them, think ahead, and do what is right for
themselves, their families, and their companies.

Companies, facing a persistent need for Q-Talent at every level, need
savvy and careful planning to tap into and harness the power and pas-
sion behind this new obsession. Unprepared companies will lose their
best people to those with a plan for acquiring Q-Talent. Do not count
on old-fashioned loyalty to see you through. Too many workers in gen-
erations X and Y have seen their parents make huge sacrifices for their
careers, spending years, even decades, at a company, only to be laid off.
If a cultural institution, such as Japan’s concept of “lifetime employ-
ment,” can die off, then there are no guarantees anywhere anymore.

Just as employees are expected to show up on time every day and pro-
duce day in and day out—to continually prove themselves—so will
companies find they must continually work to attract and keep their
best people. If you take away nothing else from this book, take this hir-
ing and retention imperative seriously and start to plan your talent

=
62

TALENT FORCE



needs now. The window is closing fast for those who want to be
forerunners.

One of the most immediate results of the phenomenon we have been
describing is that the marketplace for talent is “noisy”—cluttered with
an abundance of employment messages. Some highly desirable candi-
dates might even feel bombarded, chased, or spammed. And with all of
the great capabilities afforded by new technology, there will be new
generations of technological annoyances, a la the Web browser “pop-up
window,” for job searchers to overcome. As a result, companies need to
find a way to cut through the clutter and do so in a way that helps build
a mutually respectful relationship with candidates.

What Is a Talent Brand?

The challenge to attract attention by differentiating yourself is not a
new one, of course.

When it comes to their product or service brands, organizations, espe-
cially large companies, generally “get it” In hotly competitive indus-
tries, such as retail, companies spend millions establishing their name
and creating a strong brand image that compels consumers to reach for
their products. A strong brand sets expectations and engenders loyalty.
It can overcome price differences, distribution problems, economic tur-
moil, and public relations debacles. A strong brand influences people. It
creates an emotional bond.

Companies with strong brands know who their customers are and how
the brand appeals to each group of constituents. They have strategies
and messages built around the brand from top to bottom. Strict guide-
lines determine how the brand is portrayed, reproduced, placed, and
talked about. And they make sure the brand is conveyed in all of the
organization’s communications.

Or do they? Many times, because of the arrogance of supply discussed
earlier, companies have not put the same effort into making sure the
overall brand is carried through in their efforts to communicate with
Q-Talent. They have not defined what makes their organization a
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unique place to work. They have not mapped out the type of person
they want to attract and go after. They have not built messages and pro-
grams to go out and get those people. In short, they have not identified
or put any work into their “talent brand.”

If the reputation of a company’s products or services is its face, the tal-
ent brand is its heart and soul. It represents the collective goodwill of
the people who make the company go. The talent brand is about serv-
ice, positive interaction, and mutual respect, but it is also about
livelihoods, hopes, and aspirations. These qualities are the essence of
the talent brand.

Just like a product brand, a company’s talent brand builds over time. It
can engender the same feelings of desire, the same dreams that a com-
pelling product message brings to life. It can bring tremendous loyalty
and, through word of mouth, more traffic to your doorstep.

Over time, the talent brand has persuasive power that the company
might not even realize. That is because the biggest single influence on
perception has always been word of mouth. If someone has a great
experience—or a terrible experience—working for a company, then all
of his or her friends will know about it. Then, when the same company
comes up in other conversations, those friends will share the experi-
ences they have heard secondhand. Average companies might not feel
the results of this phenomenon as much, but companies with great
talent-management practices or terrible ones can be sure they are being
talked about.

Getting Started

As with a product brand, creating the right talent brand requires cre-
ativity and hard work.

First, recruiting needs to be a strategic imperative for the company,
alongside marketing. Whoever is charged with creating your talent brand
should collaborate with your marketing team to determine the com-
pelling link between the company, its philosophies, goals, principles, and
its talent. What is the essence of the company, and what is it about that
essence that makes candidates feel like they want to be a part of it all?
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Second, who is your ideal candidate? Find out in as much detail as
possible who your target employee is—what she likes to do, what she
likes to think about. What special skills and knowledge does she
possess? What are her aspirations, her dreams? Take your time with
this. Do your homework. Remember, there is growing popular
interest in career opportunities. Do you want to spend all your time
sifting through unqualified talent? It will be exponentially faster and
easier to find your ideal candidates if you know, in detail, exactly who
they are.

Third, create a message that speaks to your ideal candidate and, as
much as possible, only her. Those of you with marketing expertise may
recognize the outlines of a positioning framework in the steps we are
describing. If your organization has a positioning framework for its
products or services, modify it to serve your talent acquisition purposes.
Refer to the list of questions provided in the previous chapter, where
we discussed the importance of aligning with marketing to create com-
pelling talent messages.

Some companies have created and communicated an effective talent
brand for years. U.S. outdoor equipment outfitter REI has long enjoyed
a reputation of providing an engaging work environment and com-
prehensive benefits. Beyond that, REI also projects an image that auto-
matically attracts the kind of employees the company wants. REI has
tapped into the essential appeal of the outdoors and brought that
appeal to its talent force as well as its customers. The company’s
employees buy into REI and its mission because the brand represents
them and, in the words of brand guru Scott Bedbury, “provides an
emotional context for their lives.”

This example reveals another benefit of a talent brand—it is also a
screening tool, because applicants will invariably gravitate to talent
brands that align with their identities.

Clothing retailer Abercrombie & Fitch is a striking example of this type
of candidate/brand alignment. It is tough to imagine many senior citi-
zens applying for work at Abercrombie & Fitch. The company’s brand
is focused, targeted, and applied with consistency to its recruiting
efforts. Look at the company’s Web site. Continually updated, it will
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invariably show you a beautiful, young person on the front page. Enter
the site and you'll see another smiling, fit, handsome young face. Enter
the job opportunities section and there it is again. By now, the site has
shown you three times what you should look like if you want to work
at Abercrombie & Fitch.

When used in this way, talent branding images can simultaneously attract
your target candidates while dissuading those who might not be as good
a fit. For Abercrombie’s recruiting, not to mention sales, this finely honed
messaging is an undeniable asset. It causes their target employees to want
to be a part of it all. They just get it. As a result, walk into any Abercrombie
& Fitch store, and you can see the talent brand at work.

Alongside your talent brand imagery, words have the same power to
attract the right kind of talent. We started this chapter with a powerful
example, the job description that Ernest Shackleton wrote seeking men
to join his Endurance expedition to Antarctica. A recent example is the
message greeting visitors at Nike’s career site as of Spring 2004 (italic
added for emphasis):

Nike does more than outfit the world’s athletes. We are a place to explore
potential, obliterate boundaries, and push the edges of what can be. We are
not looking for workers. We're looking for people who can contribute,
grow, think, dream and create. We thrive in a culture that embraces diver-
sity and rewards imagination. We seek out achievers, leaders, visionaries.
We love winners. At Nike, it is about bringing what you have to a chal-
lenging and constantly evolving game.

Talk about a “swoosh” statement. Copy like this gives people something
to dream about—an ideal brand experience. It shows prospective can-
didates why Nike needs them, how they fit in, and the opportunities they
will have to better themselves if they work there. More importantly, it
reflects something that is fundamentally “Nike.”

If you are Avis, maybe you write about what it means to “try harder.” If
you are State Farm Insurance, you might examine how someone can
embody the value of truly being there—*“like a good neighbor.” There is
no right or wrong, only what works best to attract the right talent to
your company. And to be right for your company, the employment
messages should dovetail with the image and brand statements that
your marketing team is already putting out there.
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Making It Real

Just like “who a person is” cannot be separated entirely from “what she
does,” a successful brand goes beyond marketing hyperbole to the real-
ity behind the message.

Your talent brand must reflect your company’s reality. When differences
occur, it can cause a major disconnect, and there is a risk that new
employees will be disillusioned. When companies do not meet the
expectations they set forth, their talent brand is doomed. Their clever
slogans will ring hollow. Instead of inspiring loyalty, they will inspire
feelings of irony, or worse.

If you are starting from scratch to develop a talent brand, then once you
commit to truth, the talent brand can fall out of an examination of the
company itself, compared with its needs and goals. Examine the prod-
uct messages, the brand images. Take stock of the company’s objectives,
as well as those of each department. Look at the business itself and
what it takes to build, deliver, and maintain the quality of your prod-
ucts and services. What is special about your company? Examine who
your customers are—are they different from or similar to your talent?
Chances are, they are similar. If you are recruiting for a specific position
or if there is a specific skill set essential to the company, describe the
business problem solved by those skills or that position. What is the
value to the company of the person you want to hire?

Take the business goals and objectives, the realities that the company
faces, and weave them into a story that appeals to exactly the sort of
person the company needs. To be effective, the message should create
an emotional reaction. It should cause a light to come on inside your
ideal talent. Do this, and you will cause your prospective talent to start
picturing how their lives might be different if they were working
for you.

This process, based on the business realities of the company, will lead to
a talent brand and, ultimately, a recruiting strategy aligned with the
business model. As a result, the company will begin focusing its efforts
on more strategic sourcing and on laying the groundwork for com-
pelling employment messages that derive directly from what the busi-
ness is trying to accomplish. Think about it. What is more inspiring
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than a company that knows exactly what you do and how valuable that
is to the bottom line?

Is Your Talent Brand Aligned with Your Business?

When the company’s talent brand—the reputation and public
perception of the company as a place to work—is a good fit with
its overall brand, the two can reinforce and support one another as
they tap into the same constituencies. When the two brands differ,
whether on paper or in practice, talent will notice the disconnect.

Imagine an overnight delivery service, with a brand and recruit-
ing message built around speed and responsiveness, that takes 30
days to respond to a resumé. A candidate would have to wonder,
“Do they want me? What is going on over there? If they are so
fast and efficient and they have not gotten back to me, they must
not be interested.” The way a company follows through on its
marketing determines the experience, the reputation, and the
emotional connection that brings people back.

As you create and evaluate your talent brand from the ground
up, ask yourself the following questions to help ensure you are
aligning your efforts with the company’s overall philosophy,
brand, culture, and business model:

+ Have you incorporated your long-term and short-term com-
pany mission, strategy, vision, and values into the employ-
ment message? Are they described the same way? Are the
same words and phrases used?

* Are your recruiting messages using the same images, pic-
tures, video, music, and look and feel as your most recent
marketing campaigns?

* Are your recruiting messages rooted in the overall objectives of
the company? For example, when looking at a job posting, can
your potential talent easily see why the position is important
to the company and how it contributes to the bottom line?

+ Does your hiring process match up with other cycles in the
company? For example, if you are trying to sell your company
as a fast-paced, deadline-intensive environment that needs a
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highly proactive person right away, it is important for the
candidate evaluation process to reflect the timeliness and
sense of urgency you expect from whoever gets hired.

Can you compare the profiles of successful people in your
company and find the characteristics you are looking for in
your candidates? If you profiled such an employee, could
you put the information directly inside the job description
and have it all make sense?

Targeting the Effort

As with marketing, after you have determined whom your target audi-
ences are and carefully honed the company’s messages to appeal to
them, you can start thinking about implementation. The next step is to
identify the most effective forum for your recruiting efforts. Where will
your messages be delivered? Who is going to read them? Are these the
people you are trying to reach?

Go back to the kind of personality and skills you want. You know
your customers. Do you know your employees? Which segments of
the population fit this mold in high numbers? Where do you find
those people?

Many companies do not have an answer to these questions and attempt
to cover their bases by carpet-bombing the population with ads in the
Sunday paper, national magazines, on large public job boards, on radio
or television, and at career fairs. All of these traditional methods,
although popular, lack focus. They lack strategy. They are not targeted.
As such, they generally provide results, but those results are often cum-
bersome and unproductive.

These scattershot approaches might or might not find their way to your
ideal candidate, but they will almost always find their way to the active
(perhaps desperate) candidates who are sending resumés out left and
right. These untargeted approaches create more “noise,” both for your
HR department and for the candidates.

To find your ideal talent, the next difference maker—who is probably a
passive candidate, already employed and rarely reading the classifieds or
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job boards—companies have to be more thoughtful and creative about
how they place their employment messages. The goal is to be within
arm’s reach or, better yet, a keystroke away from your targeted talent.

The companies that win in this game will often be those that find new
and refreshing ways to effectively target the talent they seek.

For example, videogames developer and publisher Electronic Arts (EA)
included a URL for their careers Web site in each of its game manuals,
putting employment messages in the hands of millions of passionate
gamers. Think some of them might be qualified and interested in work-
ing at EA?

As another example, U.S. defense contractors, such as Harris Corp. and
Raytheon, are often challenged to find workers with federal security
clearance, which is not a high percentage of the population. Because of
this, these companies have taken extensive measures online and offline
to get ahead of the game and source this specific type of Q-Talent. In
response to the same issue, some recruiting agencies now work for
these firms, positioning themselves in close proximity to military out-
placement posts, where military personnel are cycling out of their tours
of duty. Not arm’s reach, but not that far away.

Creative possibilities for targeting talent abound. Think about the
people—your customers—who already interact with you and have an
interest in the products or services you provide. For example, a movie
store could mine its customer database to find the biggest movie
buffs—who has rented the most movies over the past few years?
Maybe one of them would be interested in a part-time gig that came
with some free rentals. The manager could talk to prospective talent
about this the next time they visit the store. Short of that direct con-
tact, employment messages could simply be placed on the movie boxes
themselves.

Pizza parlors advertise for drivers on their boxes, offering a signing
bonus for those with clean driving records. Companies could put
employment messages on credit card receipts and potentially catch

people twice, once when they sign and again when they reconcile their
checkbooks.
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Or maybe a country or region is trying to find available talent. New
Zealand, with its dire need for medical personnel, could extend the
basic advertising it might do in medical journals and at medical confer-
ences by running ads during fishing shows offering free fly-fishing trips
to one of the greatest fly-fishing venues in the world, Lake Taupo.

After you have exhausted some immediate opportunities to attract
Q-Talent, begin to broaden your reach by launching initiatives that will
help your organization cultivate Q-Talent in the long term. Just as some
of the most successful marketing initiatives involve long-term partner-
ships, some industries might benefit from forming symbiotic, coopera-
tive relationships to achieve talent acquisition results years down the
line. For instance, a university with a major veterinary program is
always competing for top talent—those superstar high school students
who want to become veterinarians. At the same time, a company such
as Purina also needs to ensure they have talent in the future—the vet-
erinary scientists who create their pet food formulas.

Suppose a major university proposes to Ralston Purina that they jointly
run a summer camp for kids interested in becoming vets. The kids
get an exciting opportunity to explore a field of interest and perhaps, in
a few years, even earn a scholarship. The school gets to identify and
build relationships with potential talent. Purina gets a terrific advertis-
ing opportunity and a way to identify future talent, knowing that some
of those veterinary students will end up on the scientific side.

Taking it a step further, the university and Ralston Purina could then
propose to the television network Animal Planet that they run a special
on the vet camp program. When the network runs the show, it could
display an icon in the corner of the TV screen that directs kids to a Web
site where they can learn about the camp, play animal games, and inter-
act with the university or each other. Animal Planet gets a new show for
its younger viewers and a new stream of visitors to its Web site. The
camp’s participation rate explodes. The kids have a blast, and every
time the family shops for dog food, they have to at least look fondly at
the Ralston Purina bags. Everyone wins.

The talent market of the future has the potential to drive these kinds of
arrangements as companies become more creative, more forward

Chapter 4 The Cultural Obsession of Work

u
71



thinking, and more strategic in their recruitment efforts. After all, why
should these companies pay for separate efforts when a coordinated
effort enables them to spend further and deeper with greater
results? The types of programs you can create are only limited by your

imagination.

Consider the following proactive, strategic steps that other organiza-
tions are taking to meet their long-range talent needs:

Responding to a general lack of skilled workers, a locally owned
shop in Lubbock, Texas, has teamed with education leaders to
create a program for training automotive technicians. This not
only enhances the technicians” education with real-life experi-
ence in the company’s auto bays; it will also help the business
by building a pipeline of trained auto workers in the Lubbock
area to meet the demand.

Medical systems in New Zealand, facing a dire shortage of doc-
tors, are using their career Web sites to establish long-term
relationships with medical talent around the world, “selling” the
lifestyle in New Zealand as a way to help attract top talent.

One hospital system in Indiana has created an outreach pro-
gram for grade school and junior high students to get them
thinking about medical careers, outlining how to pursue a
career in medicine, and how the hospital can help. The system
also has begun to employ a cutting-edge compensation struc-
ture that rewards nurses and other critical talent based on merit
and performance, as opposed to the classic emphasis on senior-
ity. These programs are both designed to attract and retain
young, skilled, and motivated Q-Talent.

The videogame industry is supporting and helping to create
college degree programs to develop the next generation of
skilled Q-Talent. This relatively new industry has seen sales of
videogames grow beyond Hollywood’s box office receipts, yet
there is still no widely recognized four-year program to train
game developers. In conjunction with public institutions
around the world, this industry is now working to develop an
entirely new base of skilled workers worldwide.
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Defense contractors in the United States are having more and
more difficulty finding U.S. citizens with appropriate technical
backgrounds necessary for research, development, and produc-
tion work. (U.S. citizens are especially needed for jobs requiring
security clearance.) Some companies are even considering
mergers or acquisitions solely based on their need for experi-
enced talent.

One of the largest financial services groups in the world has
begun tying CEO performance in part to talent objectives.

The CEO of each of the group’s companies is now required to
report on talent management progress and outline future plans.

Some companies that are offshoring in other parts of the world
are establishing relationships with universities in those coun-
tries so that they can recruit undergraduates there—talent that
will work in those companies abroad or back at home.

A hospital in Florida invests in educational buildings for nurses
at local college campuses and provides scholarships and educa-
tion assistance, ensuring a steady stream of talent ahead of
demand.

A former biotechnology executive teaches high school biology
in the San Francisco Bay Area. He is working with Genentech
and other leading biotech firms to be sure that he is teaching

his students the “what’s” and “how’s” that these companies
expect from their talent force 4 to 10 years from now.

A major U.S. college has developed an internship program
through which college undergraduates can work in the
defense industry and obtain federal security clearance while
in school.

For Jody Conradt, early planning for future talent needs is
already a fact of life. Conradt is head coach of the University of
Texas women’s basketball team. In that business, the coach and
her assistants—all of them talent managers—identify and start
developing relationships with target Q-Talent when these
prospects are 13 or 14 years old. There are strict rules of
engagement regarding when, where, and how much contact
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can be involved. To stay ahead, assistant coaches are on the
Internet instant messaging (IM-ing) prospects and watching
blogs and chat sites to see where the talent is going and what is
being said.

A shortage of auto bay technicians in Lubbock, Texas, might not seem
like a big deal, but when a nation’s defense industry is having trouble
finding the talent it needs to compete and keep up with demand, the
potential ramifications should cause business leaders in every industry
to pay attention.

Talent development, seen in some of the preceding examples, is one of
the fastest growing initiatives inside companies. How much less does it
cost to develop talent in-house or in-region? In addition to the devel-
opment initiatives listed previously, many companies now have their
own internal “university” to teach and develop proprietary skills.

Here’s one more example: Ross Perot, famed for starting the techno-
logy firm Electronic Data Systems (EDS) in the late 1970s, created a
Q-Talent force and high-performance culture by offering a three-year
training course for his sales staff. He attracted fresh, hardworking indi-
viduals who were driven to succeed. Any salesperson who joined was
required to sign a three-year contract. Those who left during the three-
year period paid back a prorated portion of the training. In this way,
Perot put a value on training and talent development. EDS imple-
mented a proactive plan to ensure the right talent would be available
externally and internally to match the planned growth of the company.
EDS grew successfully due to their careful planning and long-term
investment in having the right talent in the right place at the right time.

So, what could you do to draw talent to your company or industry that
you are not doing now?

Using Technology to Reach Talent

Today’s technology gives companies a global reach and allows them to
easily communicate with people in their living rooms, at their desks, on
the subway—almost anywhere someone is willing to be contacted.
Companies have explored and exploited these technologies to help
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create value in their sales forces, technology services, supply chains,
customer service, and repair departments.

In the arena of talent, however, many of the efficiencies to be gained
from modern communication have remained untapped. The techn-
ology exists, but companies have not been thinking about ways to take
advantage of it when it comes to finding and acquiring talent. As the
heat gradually turns up on recruiters, as arrogance of supply becomes a
relic of the past, and as companies start realizing the huge bottom-line
potential of great talent management, more creativity and energy will
be put into finding new ways to recruit the best people. Technology can,
and will, play an ever-growing role in that effort.

Let’s take a look at how a company might use technology to reach and
recruit talent today. A candidate might see an employment ad during
the Super Bowl at halftime, for example. First, he gets the not-so-subtle
message that what he is doing for his livelihood is sub-par to what he
could be doing—the famous Monster.com campaign featured children
saying such things as, “When I grow up, I want to sit in the same cubi-
cle for 20 years.” Next, he sees an ad for a financial services firm that
contains the URL for that company’s career site.

His curiosity piqued, the candidate gets on the Internet while he’s
watching his team get blown out in the third quarter. It just so happens
that the financial services firm has a position of interest. He answers a
few easy questions, submits the questionnaire electronically, and by the
end of the game, he has an e-mail telling him he is qualified and the
company is interested.

At dinner the next night, he is talking with his partner about the won-
derful opportunity he might have at this other company. By Friday,
when his boss thinks he wants to talk about last week’s Super Bowl
game over a drink, he instead tells the story of his fantastic new oppor-
tunity, and asks how badly the company wants him to stay.

Communication channels are not limited to television, e-mail, and the
Web. In the first half of 2005, there were more than 170 million cell phone
users in the United States, and far more in Europe and Asia. Instead of
passing notes in class, teenagers text message one another. Some hand-
held games can access online gaming communities from anywhere.
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Nokia’s N-Gage device, a hybrid gaming console-telephone-PDA,
enables players to share profiles and participate in chats and message
boards. Some people feel lost without their “crackberry.” Google is a verb.
Sixty seconds is too long to wait on hold.

In this nearly always-on, always-ready environment, it will not be long
before savvy recruiters make increasingly effective use of the myriad
communications channels to reach Q-Talent candidates at all levels
with compelling job opportunities.

A talent brand strategically aligned with your business is a huge com-
petitive advantage. Similar to the way a marketer runs a marketing
campaign, recruiters need to understand the habits, hopes, and dreams
of their engineers, longshoremen, and fry cooks, and develop a talent
brand that reaches out to them to make an effective “sale.”

Coupled with targeted online and offline delivery, a talent brand has
the potential to cut through the “noise” and reach your desired Q-Talent.
To effectively communicate their talent brand, companies should make
an ongoing investment in exploring and using technology. The next
chapter shows how companies can harness technology to create talent
communities where they can promote their talent brands, meet their
ongoing talent needs, and contribute new forms of business value to
the organization.
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J

BUILDING A TALENT
COMMUNITY

Forces in Play: Everyone is available all the time, waiting for
the next opportunity to come along and capture his or her
attention. The Web is the recruiting weapon of choice.




fter the September 11, 2001, terrorist attacks in the United
States, the travel industry went through a period of plummeting

performance. Airlines, cruise ships, and other recreation indus-
tries began laying off hordes of workers to stem their hemorrhaging
cash flows. During this period, Royal Caribbean Cruise Lines took an
unusual and strategic approach—the company intensified its efforts to
build relationships with candidates over the Internet. Why did Royal
Caribbean begin recruiting while simultaneously laying off people?

The answer is simple logic. Knowing that companies across the indus-
try, including Royal Caribbean itself, were laying people off, Royal
Caribbean officials decided to send these newly unemployed profes-
sionals a simple message: We cannot hire you today, but we want to
know you, because there will be a time when we will be hiring again.

Royal Caribbean transformed the rapid downturn into a competitive
opportunity. The company put the processes in place so that when the
industry began to recover, they would already have a handle on whom
they wanted to hire, be in open communication with those people,
and therefore be able to deploy a new talent force faster and more effec-
tively than their competitors, putting them in a stronger position to
quickly exploit the upturn.

Royal Caribbean understood that Q-Talent is always hard to get. Rather
than sit back and then react when the economy improved, Royal
Caribbean was proactive. Their talent organization used the company’s
Web site to increase its reach. They developed a private, virtual “talent
community,” which soon included tens of thousands of people all over
the world. They encouraged former employees as well as others in the
industry to join the online community so that the company could keep
in touch with them. The ensuing communications were honest, forth-
right, and mutually beneficial.

When the time came, the company was well ahead of their talent
demand—and the competition. When the cruise industry began to
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recover, Royal Caribbean had direct relationships with a huge pool of
qualified and available talent. The company was able to hire at a faster
rate and gear up to capacity much more quickly than it would have
without its strategic efforts, giving it a tremendous competitive advan-
tage. Even more impressive, the company accomplished this while
decreasing its utilization of talent agencies by 90 percent, saving mil-
lions of dollars in the process.

This is just one example where a strategic talent organization, aligned
with business objectives, used technology and great messaging to bring
tremendous value to the company—not only in terms of the size of its
available pool of talent and the rate at which it could bring quality peo-
ple aboard when necessary, but also in terms of what it contributed
directly to the bottom line.

Forming Technology-Enabled Relationships

By now, you have developed a talent organization that is closely aligned
with the business and poised to deliver business value. You have
reached out and partnered with your company’s best marketing minds
to create a talent brand and accompanying talent-specific messages.
You are starting to see a return on those efforts as your messages bring
new talent “window shopping” through your employment-related Web
pages.

What do you know about these “window shoppers?” These are people
who have become interested in your company and stopped by to take a
virtual look. Perhaps they are responding directly to one of your mes-
sages. Regardless of how they found you, there is value, intrigue, and
opportunity in the mere fact that these people have come to your Web
site and looked for job openings and other information about your
company.

Each visitor responded in some way to your company’s employment
brand image. Many of these visitors likely share work interests and
employment philosophies. They all have the most important thing in
common—they want to work for you. This is a community of common
interest. It is a community of potential talent and also of potential
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shareholders, customers, and evangelists. It is a community of potential
value in more ways than one. As you will see in this chapter, a talent
community is a new resource that your organization can utilize in flex-
ible and creative ways to solve myriad business challenges.

So, what are you going to do with it?

You are going to acknowledge it, build it, and nurture it. You are going
to fold it into your talent plan, formulate goals around it, and measure
it. Like all relationships, interacting with your talent community is not
a one-time event or a one-way street, but rather an ongoing process
involving give-and-take. As with any professional relationship, to foster
mutual respect and sow the seeds of a long-term, mutually benefi-
cial partnership, you need to be smart, strategic, and—most of all—
gracious in how you approach your talent community.

Clearly, this is a new type of relationship that goes beyond the realm of
traditional HR, where you are working to manage your employees.
Now you have got to think about relating to the individuals in your tal-
ent community as current talent, alumni, customers, business partners,
and of course, that all-important prospective Q-Talent.

TALENT SPIN

COLLECT

SUSTAIN «— > NURTURE «— > CAPTURE
A

DELIVER
The talent spin cycle is a continual process of collecting new talent prospects,
forming relationships with them, and either qualifying them for delivery
into the organization or maintaining the relationships over time so that

you can consider them for future opportunities.
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The “Sticky” Talent Web: Collecting Participants

For companies that want to stay ahead, engaging with their talent com-
munity is a never-ending process. The “talent spin” is a cycle of contin-
ually updating your Web site and “pushing” your messages online and
offline to attract, or “pull,” new talent to your site. In the Collect phase
of this cycle, your Web site is truly like the spider’s web. Although you
will not be devouring your talent for breakfast, you do want to make
the experience on your site “sticky” enough that more visitors will be
compelled to stay for awhile.

What happens when potential talent submits a resume on your careers
site? Giving you the benefit of the doubt, we will assume your system
automatically e-mails the person an acknowledgment. This e-mail is
the first direct communication your company has with that talent.
Does it say, “Welcome to our talent community”? Or does it say, “We
will call you if something comes up”? Does it reaffirm the company’s
brand? If you are not sending a reply at all, what does that say about
your organization and what it might be like to work there?

If your employment Web site leads to a one-way resumé-submittal page
or visitor profile page, it might not matter what you say. Typically, these
types of pages ask for personal information, ostensibly to be stored and
accessed later. Only active job seekers will take the time to fill out these
forms. These people are usually either unemployed or unhappy in their
current situation. They might be great talent, but active job seekers rep-
resent, at most, 20 percent of your available talent pool. And even with-
in that 20 percent, most are only looking out of curiosity. They simply
want information they can use, think about, and dream about before
making a major life change.

As a result, companies with straightforward resumé-submittal pages
find that as many as 98 percent of visitors to that page “back out” with-
out submitting anything. Most never return. Their reasons vary. Maybe
they have had a good job for five years and do not have a current
resumé. Maybe they just wanted to learn about jobs at your company to
find out whether it is a good fit before actually applying for one. Maybe
they just do not want to give you their phone number over the Internet.

Are these the kinds of people you want to be turning away?
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The bottom line is, a 2 percent return means that you are losing the
opportunity to engage 98 out of every 100 people who visit your Web
site. What if you were a retailer or a restaurant and 98 percent of the
people who came through your door never bought anything?
Companies should expect a much higher rate of success from their Web
recruitment efforts. How does a 20 percent rate of return sound? 30 per-
cent? If 1,000 people visit the site, that is the difference between 200 and
300. Think you might have a better chance of finding that next superstar
if you can choose from 100 more people with the same amount of
effort? For large companies, those numbers could be much higher.

In the virtual world, your lobby can hold thousands of people without
violating any fire codes. Web technology enables companies to commu-
nicate and build relationships with thousands of people located all over
the world. So instead of throwing up roadblocks, such as, “Give me a
current resumé,” why not simply invite them in? Attracting and com-
municating with talent online does not necessarily take a big invest-
ment as much as a change in philosophy. Being gracious, respectful,
and, most of all, responsive to the people who visit your site will go a
long way. Being targeted, strategic, and honest with your messages will
take you even further.

Today’s interactive technology can provide an experience that is much
more like traditional recruitment—ask prospects about their interests,
match positions to those interests, e-mail prospects data that is interest-
ing enough to get them to take the next step in the process. Online, this
interaction can lead to a valuable relationship without requiring candi-
dates to give you their name, address, or other personal information.

To maximize this collection phase, ask for as little as possible. Make the
“cost of entry” as low as you can. It is all about the candidate at this
point. Offer them some value (for example, information, a discount, an
upgrade, or a coupon). Give them the option to remain anonymous.
Let them know your philosophy regarding their potential relationship
with your organization, the choices they have for engaging with you,
and how you honor and protect them by letting them choose to give
you information when they want. Some of this information will be
contained in the privacy policy you should link to from each page on
your site, but you should also articulate the value of the relationship
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more prominently in concise, simple language. If you offer them
something, follow through immediately, at least with an e-mail
confirmation.

The site should explain the value that the organization places on great
talent and how, because of that priority, you want to know them. You
want to know what they do, and what they are dreaming about doing.
And you want to stay in touch. You do not need their phone number,
you do not need to know where they live. All you need is an e-mail
address. If you can obtain someone’s anonymous, non-work-related
e-mail address and then use it to communicate respectfully and gra-
ciously with the person, you are on your way to establishing a success-
ful, long-term relationship with that person.

This kind of open approach, requiring a low investment by the candi-
date, is the key to attracting any potential candidate, including a passive
one. Remember, the passive candidate is an oxymoron used to describe
the person who is not technically “looking,” but who might become
interested in an opportunity if his or her attention is piqued. These
prospective candidates are typically wary and desire a high degree of
anonymity, which in turn requires trust. Therefore, to be successful,
your Web site’s content and interactions need to provide a way for per-
sons to engage with you on their terms, slowly, in a way that makes
them comfortable and willing to return to your site again.

Stuck in the Web: Capturing the Relationship

Asked for as little as their first name, e-mail address, and areas of
interest, visitors to your employment pages are more likely to spend
the required 60 seconds—or less—to give you this information. After
that short, quick, easy registration has been submitted, you have just
captured a talent relationship. If your Web site copy and processes
are working correctly, you will soon find yourself with an ever-
growing community of talent that you can begin to nurture for the
long term.

With this resource, you do not necessarily have to run a newspaper ad
every time your organization has a new job opening. You do not have to
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comb through dozens, even hundreds, of resumés when you need to fill
a position. You do not have to reinvent the wheel every time you want
to hire someone. You can now begin to meet your talent needs by
reaching out to your talent community, potential candidates who have
shown a sincere interest in your company.

Over time, you can begin to find out more about each participant. For
example, your communications can become more targeted with candi-
dates who select high-demand skill areas during registration or in sub-
sequent communications, or who demonstrate other interesting skills
during their participation in your talent community.

In the meantime, stay in touch with these folks regularly, but not too fre-
quently. You want your talent looking forward to your communications.
Some companies use a two-month cycle, communicating general infor-
mation to the entire talent community three times per year and sending
job opportunities and other more targeted content to high-value candi-
dates an additional three times per year. Or, as part of registration, allow
people to indicate how often they would like to hear from you.

Your communications should continue to provide something of value,
be it an entertaining read, useful information, special offers, or some-
thing else. You have to provide value first to gain value down the
line. You might send messages from the CEO, company news, or other
company-specific updates such as upcoming product launches, special
events, or sales.

Every communication to your talent community should contain a
value statement about talent. You do not necessarily need to come right
out and say, “We value talent,” but rather highlight the company’s ben-
efits, commitment to workers, and any best-place-to-work awards or
other evidence of that commitment.

As job opportunities open up, e-mail them to specific participants in
your talent community who might be interested and include links back
to the company’s site. When candidates click the link that you provide
in your e-mail, it should automatically take them to a Web page that
asks specific questions about their qualifications while providing more
information about the job in question. The next section describes these
questions in more detail.
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This stage is where Web recruitment offers real value and efficiency.
With current Web technology, the technologist in your talent organiza-
tion, described in Chapter 3, “Building a Competitive Talent
Organization,” can design a front-end solution that automatically
screens candidates. “Front-end solution” might sound fancy and expen-
sive, but like most business-efficiency initiatives, it is actually a huge
money-saver in terms of both actual expenditures and productivity.

For some companies, initial candidate screening is a significant
expense. Think back to the product manager working 70 hours per
week. Instead of asking him to screen candidates by wading through a
stack of resumés, the Web site can do most of that for him. The site will
deliver prescreened, prequalified talent to the product manager’s desk-
top, along with some personal information about the candidate that he
can use to start the conversation.

Your talent organization can also be a bit leaner now. If you currently
utilize agency recruiting, this is a classic technology benefit story. You
can transfer just about all of the initial screening activities performed by
the agency to the Web site and allow the expensive contract recruiters to
focus solely on delivering qualified candidates to your organization, pro-
viding an immediate return on your investment in the Web site.

Without using the Web to prescreen candidates, a large company might
need to retain 50 or more external recruiters, even with state-of-the-art
technology tools, just to handle the effort of qualifying and delivering
talent into the organization. With contract recruiters often command-
ing $7,000 to $12,000 or more per month, that is an expense of $4 to
$7.2 million per year, largely to perform the functions you have just
automated. Using the approach previously described, most businesses
will see these costs decrease significantly, even dramatically. How about
reducing your outsourced recruiting headcount from 50 to 10?

What’s more, those 10 recruiters, whether internal or external, will be
able to bring a higher level of value to the business. It starts with the
efforts described in Chapter 3. Freed from the task of initial screening,
the talent organization can now work on extending its reach, both
within the walls of the business and beyond them, developing and
strengthening the talent strategy, brand, messages, and philosophy.
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The talent organization can spend more time engaging with talent, build-
ing affinities, deepening relationships, and bringing talent from cyber-
space to the workplace and possibly into one of your open positions.

This type of screening automation also has the potential to improve
candidate relations. Imagine this scenario: A high-level technical job
opening is automatically published to your company’s Web site at
11:50 p.m. A great candidate happens to be online, working late, and
receives an automated e-mail about it. He thinks, what the heck, clicks
the link in the e-mail, answers the questions on your Web site, and sub-
mits the requested information at 12:15 a.m. He passes the initial auto-
mated screening process and, as the next step in the process, the system
automatically forwards his information to the hiring manager, who is
still online after submitting the job less than half an hour ago.

That hiring manager could pick up the phone, knowing the candidate
is awake, and contact him to begin a conversation based on informa-
tion the candidate just provided. Or the hiring manager could immedi-
ately send the candidate a short e-mail, expressing his interest in the
candidate and scheduling time to talk. Do you think that potential
Q-Talent would be impressed with the hiring manager’s responsive-
ness? How long would that process have taken, and what would it have
cost, using traditional recruiting means?

Qualifying the Candidate

Let’s take a closer look at the initial screening process we have been dis-
cussing. When the candidate reaches a point where she wants to apply
online for a position of interest, the company can determine whether
there is a match by asking qualifying questions (QQs) online that are
specific to each position. At this point in the process, if the person is
serious about applying for a position, she will be willing to spend a few
minutes answering some questions about her work life. Think of these
questions as your “sieve”—if they do their job, all the water and sedi-
ment will fall through, and you’ll be left with a few shiny gold nuggets.

The tone and format of the QQs should be carefully planned to match
the attitude and culture you want to convey, while at the same time
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obtaining the information you need. If done right, this optional, short
form will not be a stressful burden or hassle for your talent, but an
interesting, maybe even fun experience that reaffirms their excitement
about the opportunity to become a part of your company.

Draw in candidates with compelling, interesting questions that put
forth the company’s values. To do this, part of each question should
contain a statement about the company’s commitment to its people or
why the position is critical to the company’s success. For example, “We
are committed to providing the best intensive care facility in the tri-
state area. Do you have experience leading a talented, disciplined nurs-
ing staff in a highly demanding environment?” If it fits your talent
brand, use a quirky bit of wisdom, humor, or whatever style reflects
your company’s culture: “Our keyboards will shock you if you type less
than 60 words per minute. Can you hack it?” The statement can also
underline the importance of the skill you are asking about: “We move
six tons of product per day. Our people are in great shape. We need
people who love exercise and can handle a fast-paced environment.”

To craft the questions, the recruiter should work with the hiring man-
ager to hammer out the specifics about the open position. Writing
effective questions requires the ability to ask compelling questions
combined with an understanding of the mentality and requirements
necessary to do the job. Be sure each question will uncover the type of
information you need. The entire questionnaire should align with the
specific business goals that the position is meant to help accomplish.

The Benefits of Automated Qualifying Questions

The following list, provided by the recruitment firm Novotus,
outlines some key areas where good qualifying questions can help
the business save time and money in finding the right candidate:

* Automated screening questions conserve the most expensive
of all recruiting resources—a recruiter’s time. The bottom-
line savings are often significant.

* When interacting with your private talent community, any
loss of reputation or damage to the talent brand usually
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results from a lack of communication with the candidate.
The QQs, teamed with an automated response system, allow
you to get information to the candidate quickly.

* QQs can help flush out any illegitimate applicants by forcing
the candidate to either know the information or lie about it.
The system quickly uncovers those who embellish.

+ QQs facilitate verification of the applicant’s location, access
to work, and ability to work.

+ QQs facilitate candidate ranking based on skills and
experience.

+ QQs facilitate rapid deployment, and not simply through
process automation. For instance, you might have a QQ that
states the pay rate, employment status, length of engage-
ment, and other key job attributes. Candidates who agree to
these can be routed through the system more quickly.

+ QQs aid with recruiting compliance requirements: All candi-
dates are qualified equally, and decisions made at the first
level of screening are retained for easy compliance reporting
and tracking.

In designing your questions, make sure you have covered all the
bases. The following categories describe the information your
QQs need to uncover for initial screening purposes:

+ Why do. “Why do” questions have their roots in the compa-
ny’s mission and values and should evaluate whether the
candidate is a good fit for the company’s culture. These are
often essay-style questions that will help you sort through
and talk to candidates after they are qualified.

+ Want to do. “Want to do” generally uncovers job experience
and the applicant’s understanding of and enthusiasm for the
role. Here, too, essay-style questions may be most useful.

+  Willing to do. “Willing to do” often involves special qualifiers
for such things as odd shifts, occupational hazards, or reloca-
tion. It might also get at specific demands of the job, such as
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the ability to travel, work as a team, or work alone for long
stretches.

+ Able to do or Have done. These questions are typically expe-
rience-, training-, skills-, or education-oriented. They also
frequently deal with the applicant’s availability and location.
Often these are “knock-out” questions. If the position
requires five years of experience, the system can be set to
eliminate candidates with less than five years of experience.
If the applicant must reside in Eritrea, the site can be set up
to eliminate any non-Eritreans who apply (and automatically
send them an e-mail letting them know why they are not
being considered).

+ Prove can do. This is another category of questions that are
often necessary to get at specific skills. Maybe this is where
you ask for a link to the candidate’s doctoral thesis, offer a
quiz or a riddle to test their understanding of quantum
physics, or ask them to take an online typing exam.

With all of these questions, begin with the business goals that the
job function solves, along with the characteristics valued by the
department. Keep the underlying message positive and positioned
to sell the company’s strengths as a recruiter and employer.

If a company decides to use a Web screening system, these ques-
tions are the key element in allowing the site to deliver interested,
qualified, and available talent to the recruiters’ and hiring man-
agers’ desktops. With the preceding recommendations and a little
practice, the professionals in your talent organization should be
able to create an initial screening system with questions that
effectively perform this stage of the recruiting process.

When in place, these questions can also help the company adhere
to Equal Employment Opportunity Commission and Office of
Federal Contract Compliance Programs guidelines. As an auto-
mated screening tool, this method creates a “blind” system,
where all applicants are treated exactly the same based on their
skills, experiences, and goals.
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Sample Qualifying Questions

The following are actual qualifying questions taken from a site
that was seeking a retail merchandise planner. The “desired
answers” are behind-the-scenes requirements utilized by the soft-
ware to screen applicants. Based on the “desired answer,” some of
the candidate’s answers are immediately disqualified, whereas
others require further evaluation:

I have years experience as a Retail Merchandise
Planner.
Desired Answer: Minimum of 2.5

I have developed location plans by department based on trend,
store profiles, competition, and seasonal conversion issues.
Desired Answer: True

I have identified location growth opportunities and minimized
down-trending businesses.
Desired Answer: True

I am experienced with the analytical skills that are necessary for
this position.
Desired Answer: True

I can effectively plan and control inventories at the location level
to maximize sales, inventory, and profit within management
guidelines.

Desired Answer: True

I have worked for the following company(s) as a Retail
Merchandise Planner:
Desired Answer: Requires individual evaluation

I have planned and erected commercial displays, such as those in
windows and interiors of retail stores and at trade exhibitions.
Desired Answer: True

In my own words this is what a Retail Merchandise
Planner is challenged with doing on a day-to-day
basis: .

Desired Answer: Requires individual evaluation
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If T were hiring for this position the key attributes that are
required are:
Desired Answer: Requires individual evaluation

I am qualified for this position for this reason(s):

Desired Answer: Requires individual evaluation

These qualifying questions are focused on the categories “Able
to do,” “Have done,” and “Prove can do.” Think how much
more informative these could be with a few more probing
questions to understand “Why do,” “Want to do,” and “Willing

to do.”

New Alliances, New Opportunities, New Ways
to Add Business Value

In addition to providing you with great new professionals for your organ-
ization, your talent community is an audience available to participate in
creative new programs. If you understand your talent community mem-
bers, their interests, activities, hopes, and dreams, you can create endless
programs, initiatives, events, promotions, and strategic partnerships that
provide true value to your talent community—and new returns to your
business that most companies have never even considered.

For instance, in sports entertainment network ESPN’s reality television
show, Dream Job, contestants took a crash course in sports journalism,
vying for a one-year contract with the network. How many people
began to think about a career in sports journalism as a result of that
show? How many visited ESPN.com to fantasize about their own dream
job? Here is a community united behind a common interest—they all
dream of becoming an ESPN sportscaster. As with any good talent
brand, the TV show, Web site, and accompanying messages probably
lead people to self-select for this dream job, distilling this audience to a
reasonably focused demographic.

What other common interests might this demographic share? Imagine
if ESPN took this programming a step further and began building an
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online community. Might other companies be interested in the poten-
tial of that community? Perhaps companies such as Calloway Golf or
Nike would be interested in pursuing a sponsorship or exchanging links
with this site, knowing there is a steady flow of people there who fit
their target market. Could campaigns, events, or promotions be built
around those participants?

These cooperative principles can work in almost any industry. A
videogame development company could build a large talent community
of people who enjoy playing videogames. Through special promotions,
discounts, and other offers, the company could continue to deepen the
relationship with each participant, return something of value to the tal-
ent community, and at the same time accomplish some of its own
recruiting goals.

Perhaps the company needs to move units of a particular game to meet
sales expectations or make room for new inventory. They could spur
sales by offering a discount to their talent community, returning some-
thing of value to the community in the process. Perhaps they need feed-
back on a beta release of a new game in development. They could invite
the talent community to participate in the beta, make all of the partici-
pants feel like insiders, and gain useful product data to aid with devel-
opment. Along the way, they could identify participants who provide
exceptional beta feedback, perhaps asking those individuals to come
back and preview more new games.

In this scenario, the head of the talent organization would work in tan-
dem with the heads of marketing, sales, product development, and
other leaders to affect the number of units sold, revenue streams, prod-
uct quality, and the company’s stock price. Now your talent organiza-
tion is no longer overhead but is returning real, measurable value to
your bottom line.

Technology is a tool. Used strategically, this tool enables you to create
and nurture a talent community that will provide an ongoing source of
Q-Talent, strengthen your talent brand, and achieve other business
results across the organization. Most people work. Most companies
hire. Using the Internet to link the two is a bandwagon that everyone
should be jumping on.
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6

TANGIBLE TALENT
MEASUREMENT

Forces in Play: Smart companies realize a competitive
advantage by measuring their talent efforts to help them
improve. Shareholders, analysts, and business leaders
factor new talent measurements into investment strategies
and policy decisions. State and local governments explore
talent-oriented economic programs.
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hat if we told you that excellence in recruiting and retention
could increase your organization’s market value by 8 percent?

Here’s what that would look like:

Market Value Market Value Improvement
Opportunity

$250K $20K

$500K $44K

$1M $80K

$10M $800K

$100M $8M

$500M $40M

$1B $80M

$5B $400M

$15B $1.2B

Not a bad improvement for your shareholders, is it? Of course, the vast
majority of businesses are worth less than the amounts in this chart.
But improving recruiting and retention offers an opportunity to create
value in businesses of any size.

To some, the value of Q-Talent is common sense—a company filled
with tenured, satisfied, productive, hardworking, and smart people is
going to perform better and eventually be worth more than a company
filled with bitterness, indolence, and rampant turnover. This is true
whether you are a multinational corporation or a barbershop.

Although the notion that business competitiveness is tied closely to tal-
ent may seem intuitive, social scientists have spent a great deal of time
proving it. The decade from 1993 to 2003 saw many studies from
researchers, such as Yeung and Berman, Pfeffer, and Ostroff, that used
complex statistics to paint a mathematical picture of the correlation.
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The 8 percent figure in the chart at the beginning of this chapter came
from one of the more dramatic demonstrations of talent valuation, the
Watson Wyatt Human Capital Index Study. This study compared a com-
prehensive Human Capital Index score—a rating of a company’s human
capital management practices—against financial performance and mar-
ket value from 1999 to 2001. More than 750 companies from across the
United States, Canada, and Europe participated, each with 1,000 or more
employees and more than $100 million in revenue or market value.

According to the study, “a significant improvement” in the category
“recruiting and retention excellence” accounted for an 8 percent increase
in market value. The study defines its standard for “significant improve-
ment” as one point on a five-point scale. Considering that many of the
companies in the study were worth between $4 billion and $8 billion, that
one-point improvement could presumably be worth $40 to $80 million.

So why don’t more businesses rank talent capital as their top priority
for success? Why don’t business leaders treat their talent with the same
sense of urgency they give to raw materials, infrastructure, technology,
and other business-critical assets? Why do CEOs say, “Talent is the most
important thing in our company,” and then not make anyone inside the
organization responsible for a strategic competitive model that ensures
they have the right talent, in the right place, at the right time?

The answer to these questions is, in part, because most companies do
not measure talent. It is paradoxical. Businesses love data. Most are
swimming in it. Every viable business has a budget and a balance sheet.
Its leaders know how much the organization earns and how much it
spends. Many have committed to memory the amount of this year’s
technology investment, this month’s price increase in a key raw
material—to the penny—or the offer extended in a recent negotiation.
Some carry around “scorecards” with regularly updated business indi-
cators. The numbers help them gauge the health of the organization
and can be an early warning system for problems and opportunities.

Why don’t more companies measure their hiring and retention effec-
tiveness and report and improve on it? Some organizations do, includ-
ing professional sports teams and companies in the entertainment
industry. For the former, ticket sales, wins and losses, hits and flops,
strikeouts and home runs provide all the Q-Talent measurements the
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industry needs. Reflecting the importance of these metrics, most talent
scouts for professional sports are paid huge sums. A book published by
Michael Lewis in 2004, Moneyball: The Art of Winning an Unfair Game,
has generated controversy by proposing a new set of metrics by which
to predict a baseball team’s chances for success. Teams that adhere to
Lewis’s metrics are said to be playing “moneyball,” whereas others dis-
miss his approach and sabermetrics in general.

For most businesses, innovation in talent capital management repre-
sents one of the last great business opportunities, a chance to get ahead
and give your company something that your competitors do not have.
As indicated in Chapter 2, “Talent Market Demands,” accurately meas-
uring an organization’s talent represents a major trend that is already
beginning to unfold.

Talent measurement can help businesses operate more nimbly. It can
generate immediate and substantial cost savings. It can return value.
And most important, over time, it can help you put the best talent force
in place for the future of your business.

Talent Metrics

Talent measurement is an extension of business management. This
concept has been around for decades. After World War II, W. Edwards
Deming took his manufacturing philosophies to Japan and, by meas-
uring productivity, was able to move a motivated business environment
and talent force to the forefront of global economic success.

Talent metrics require that the base components of the business model
are measured first. If a company knows what it takes to produce a prod-
uct, they can then align these business metrics with the appropriate tal-
ent metrics. The talent leader must understand this sequence to tie
talent metrics to real business needs or purposes:

1. First, establish clear business goal(s).

2. Then, define business measurements: What does it take to reach
the goal?

3. Create talent measurements: What is needed from each posi-
tion to succeed?
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Studies, such as the Watson Wyatt Human Capital Index Study
described in the previous section, will create more pressure to measure
talent capital and human resources effectiveness as a way to provide
another key indicator of financial success (or the potential for it).
Companies will find that there is increasing value—market value—in
being able to articulate how they are going to attract better people, how
the people they already have in place are superior, how they are going to
retain those people, and what their succession plans are. If a company
can show that it has better talent, which in turn means it is in a better
position for success, how could an investor ignore that?

But on the other side, how can a company articulate those things? What
measurements set one company apart from another when it comes to
something as intangible as “talent”?

Let’s look more closely at how specific talent metrics can help businesses
plan for upcoming challenges and opportunities and prevent talent-
driven disasters, such as unhealthy turnover or egregious employee
behavior.

Planning for Future Talent Gaps at All Levels

As you read in Chapter 3, “Building a Competitive Talent Organiza-
tion,” the talent leader needs to be closely aligned with other senior
managers in your organization. We suggested holding senior managers
accountable for this partnership by measuring their participation and
contributions in the talent arena. Here are five ways that senior man-
agers can contribute to your organization’s talent goals:

+ Plan vigorously. Senior managers should partner with the tal-
ent leader and hiring managers in their division to create a
written plan for how they will meet your current and long-term
talent needs. Planning for the talent agenda should be as thor-
ough and as vigorous as any other planning in the company
(for instance, strategic, annual operating, material, and finan-
cial planning). Chapter 3 covers talent planning at length.

+ Be accessible. Senior managers should schedule regular meet-

ings with their talent organization counterpart and be available
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and responsive when the talent leader contacts them. All senior
managers should be accessible to meet prospective talent any-
where and anytime.

+ Sell. With a plan in place, senior managers are responsible for
“selling” the plan within their division. How will the talent plan
help the division succeed? How should people participate? How
will they be measured and rewarded for their participation?
Senior managers need to emphasize the importance of Q-Talent
and back up their words with concrete plans and metrics. They
also need to always wear their “selling shoes” when talking and
meeting with prospective talent. If a hiring manager or other
employee cannot sell his own company to a candidate, then
leave that person off of the interview or meeting schedule.

+ Benchmarking. Know how effective your talent efforts are
today and continue to measure these efforts using the metrics
outlined next to gauge your efforts over time. Are they work-
ing? Also, continuously benchmark internal and external talent.
The grass is hardly as green on the other side as you want to
believe. Still, knowing who is out there, what they are doing,
and how your internal talent stacks up is an essential element
of strategic talent planning.

+ Make movement happen. Don’t let open positions stagnate
while hiring managers churn through reams of resumés from
unqualified candidates. The framework provided in this book
shows you how to be proactive in assessing and meeting your
talent needs. Put the time and resources behind this framework
to make it happen in your organization. And be willing to open
up positions and make churn happen within the organization to
accommodate new candidates and grow existing talent. Keeping
the place moving will add the extra adrenaline needed for all tal-
ent to see a future in front of them in the current organization.

What talent metrics can help you in your efforts to find and acquire
Q-Talent? Short term, it starts with every hiring manager and recruiter
tracking their talent inventory and process: how many open positions
they are responsible for, how many resumés they have reviewed, how
many informational and formal interviews they have conducted, how
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many upcoming interviews are scheduled, and time-to-hire for each
position. Senior managers need to follow up and manage this informa-
tion for the open positions in their divisions to make sure that hiring
managers and recruiters are actively working to fill open slots and to get
a sense of the quantity and quality of talent available for various types
of positions—just like they would for an important product delivery.

If certain positions take an unusually long time to fill, recruiters should
be closely partnering with the hiring managers for these positions and
discussing why this is happening and what to do about it. You might need
a separate talent plan (see Chapter 3) for targeting and attracting candi-
dates with difficult-to-find skill sets. Remember, your goal is to move
from “reacting” to open positions to proactively cultivating relationships
so that the right talent is available to you when you need it, or just before.

To this end, in addition to short-term metrics about current open posi-
tions, you need to measure your long-term progress toward building
relationships and establishing a pipeline of Q-Talent for future open-
ings. To get to 10 Q-Talent hires, you need to find I new person who is
not in your pipeline, recruit 6 people from your existing pipeline quickly,
and continue to manage relationships with 3 people who will fill
your future pipeline and be great hires for future openings. Beyond the
10 people who you hire, you will decide not to hire countless others
who express interest in your organization.

Let’s look at these four categories and ways to measure your progress
in each:

1. New Talent That You Must Find (About 10% of Your Pipeline)

Question Metric

How many new candidates | Number of new candidates you need
do you need? to find by level (for example, entry-
level, middle-management, execu-
tive), role (for example, marketing
manager, engineer, quality assurance,
finance), and skill set (for example,
programming languages, years of
management experience).

Chapter 6 Tangible Talent Measurement

99



Which methods for finding Response rates for all recruiting
new Q-Talent are most tactics: Web site, advertising in all
effective? media and direct-mail pieces, job
fairs, or other recruiting events,
referrals, and so on.

How long is it taking you Rate of talent acquisition by level,
to find the types of talent role, and skill set.

you need?

How can you become a Make sure that any new recruiting
“magnet” for the type of initiatives include relevant metrics,
talent you seek? including long-range initiatives to

nurture talent relationships at an
early stage (for example, talent
development partnerships with
colleges or high schools).

2. Talent That Finds You and That You Want to Hire Immediately (About
60% of Your Pipeline)

Question Metric

How does this talent find you? Response rates for all recruiting
tactics: Web site, advertising in
all media and direct-mail pieces,
recruiting events, referrals,
talent community registration,

and so on.
How quickly do you respond Turnaround time for candidate
to qualified talent? inquiries received via Web site,

e-mail, phone, snail mail, refer-
rals, and events.

Are you capable of managing Time-to-hire and possibly can-
qualified candidates from didate satisfaction (via surveys
first contact to hire? given to new hires).
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3. Talent That Finds You and That You Want to Hire, Not Now but for
Future Openings (About 30% of Your Pipeline)

Ask the same questions as number 2, above, plus the following:

Question Metric

How long will you Length of relationship from first

cultivate the relationship? contact (while the relationship is
underway).

Length of relationship from first
contact to hire or first contact to
disengagement (due to the candidate
finding another new job, growing
impatient or losing interest).

How will you balance the Readiness to turn on spigot
candidates’ timing versus when the timing is right.
your timing?

4. Talent That Comes to You—Who You Do Not Want to Hire

Question Metric

How do you decline these can- Time-to-decision and
didates while ensuring that they time-to-follow-through
send you referrals? How can communication.

you decline them graciously?

Can you manage/handle Conversion rate.

i ?
their referrals? Number of repeat referrals.

Remember, all candidates, even people you do not hire, have value to
your organization as referrers of talent, customers of your products and
services, market influencers, and stockholders. Therefore, through your
talent practices, you should treat each candidate with respect and care.
Chapter 8, “Relationship Recruiting (Still) Rules,” talks more about the
importance of gracious recruiting.
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After talent is on board, additional metrics can help your organization
track its talent management practices, including succession planning
and identifying potential talent-related issues, such as turnover and
serious employee misbehavior.

Succession Planning

Planning for future talent gaps at the executive level requires special
consideration because these positions are both highly strategic and
high-profile. We provided an example of solid succession planning
at the beginning of Chapter 1, “The Quality Talent Imperative,” by
describing how GE prepared for former CEO Jack Welch’s retirement.

Other times, CEO succession becomes an issue when a company is in
trouble or is preparing for change. When Disney Corporation was in
turmoil, for example, the company’s longtime lead director sent an
open letter to shareholders, announcing that the board of directors
would begin more earnest discussions on succession candidates for
CEO Michael Eisner.

It might sound as if Disney’s Board was being proactive but, in fact,
they were behind the curve. In January 2005, BusinessWeek’s “The Best
and Worst Managers of the Year” feature listed Eisner among the worst.
At the time, after dealing publicly with the question of succession for
nearly a year, he still had only one legitimate internal candidate to
replace him.

Ultimately, by choice (or maybe by necessity), the only internal candi-
date, Bob Iger, got the job. Contrast this to the example provided in
Chapter 1, where GE had half a dozen executives primed to replace
Welch. Disney had one. After Iger was named CEO, how many Disney
executives left the company to become CEOs at other companies, as so
many GE executives did after their new CEO was named?

Why would a company go all the way to the brink of such a major
change without a plan for dealing with it? What would an investor
think if a manufacturer treated its core raw materials that way, waiting
until the last possible moment to source a critical supply, for exam-
ple? Why don’t more companies see talent management and, more
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specifically, succession planning as an opportunity to create value not
just now, but for years to come?

Think of the value that businesses have reaped from analyzing, bench-
marking, streamlining, and automating their supply chains for produc-
tion materials and other business processes. The same is true of the
talent supply. The only difference is that most companies have not yet
figured it out.

The importance of succession planning at these levels is obvious, and
Eisner’s handling of Disney is an easy target. But again, it is not just
executives. Succession planning for key positions, such as experienced
corporate buyers, floor managers, engineers, cabinetmakers, account
sales, accountants, and drivers is important to avoid devastating talent
gaps and imbalances in a company.

Succession plans are a hot topic, and this issue will receive increased
scrutiny. The Institutional Shareholder Services (ISS) now considers
whether a company has a succession plan as a determining question
in whether ISS will support proposed measures by public companies. As
the ISS goes, so go many institutional shareholders who look to the ISS
for an independent opinion.

Turnover

Sometimes, rather than a single executive leaving the company, talent at
one or more levels begins to leave, increasing the organization’s turnover.
Turnover is not necessarily a bad thing. Many companies experience good,
productive, predictable turnover, which is necessary for a company’s long-
term growth. Procter & Gamble, for instance, has groomed executives
internally, moved them up when the time is right, and seen shareholder
value increase for years. GE, as shown earlier, follows a methodical
approach for identifying and grooming its bench of executive talent.

Other companies, however, seem to turn executives over haphazardly.
And analysts can tell the difference in the impact on the business. For
example, Excite@Home, a former darling of the Internet world, expe-
rienced turnover at executive levels and eventually found itself bank-
rupt and searching for a buyer in 2001.
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At the beginning of 2002, retail giant Kmart was facing bankruptcy
after a period in which it appeared to burn through several high-profile
executives and managers. The headlines of Kmart’s press releases from
March 1999 through January 2002 revealed extensive executive
turnover at the company. Over that 35-month span, Kmart issued more
than 40 announcements regarding executives moving in, out, or up,
most describing multiple moves.

High turnover of great talent can be a problem that shareholders and
business leaders should be concerned about and monitoring systemati-
cally. Analysts, shareholders, and company leaders would benefit from a
more streamlined, transparent, and timely method of seeing turnover
by having an opportunity to assess its impact in time to do something
about it, if necessary. Ultimately, exposing executive turnover via stan-
dard reporting would allow stakeholders to find out whether the com-
pany’s talent capital—and success—might be affected.

Wrong ‘lalent

Turnover can harm a business, but so can the wrong talent inside your
organization that does not leave. All of the great recruiting, develop-
ment, and management practices are meaningless if the raw materials
in the supply chain are fundamentally flawed.

A successful talent plan and set of actions depend on the fact that you
are hiring the best talent for the business, people with the right set of
values and principles. During the “dotconomy” bust, the business land-
scape was littered with the broken shells of failed businesses with
unseasoned, inexperienced management teams. These were examples
of hiring at the right time but not the right talent. If these firms had
been using talent metrics, could they have done a better job of hiring
the right talent, thereby saving their businesses?

There is one example in this category that no businessperson will for-
get. It changed the way for the rest of us, and we continue to have to
manage through the sins committed. Enron catalyzed an overhaul of
the financial-reporting system in the United States. Enron did not sow
the seeds of doubt about corporate leadership—it watered, fertilized,
nurtured, and harvested them. The Enron case caused investors,
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shareholders, and regulators all over the world to sit up and take notice.
The accounting industry will never be quite the same.

The “Enron scandal” could just as easily be called the “Arthur Andersen
catastrophe.” Arthur Andersen, the founder, started the firm decades
ago on the principle that doing the right thing was more important
than doing the easy thing. Arthur Andersen, the business, had long
been known for resigning clients that it felt had questionable account-
ing ethics. The founder and his colleagues built a talent force that was
respected and set industry standards. They thought of themselves as the
best of the best, and they were great at sourcing the right talent and
ensuring that they had the right talent in place for the future. But some-
where along the way, priorities shifted at Arthur Andersen, and they
lost their footing.

In the 1990s, it is said that the firm hired executives who were more
focused on growing the business than on maintaining the firm’s stan-
dard of excellence. They allowed the talent brand to be compromised,
and as a result, the culture shifted, becoming more oriented toward
sales, billing, and revenue than toward the quality, objective work for
which the firm had been known. The firm’s audit practice became com-
promised by financial pressures from its lucrative consulting arm. The
company was no longer willing to stand up to clients with substantial
consulting revenues, fearing the loss of that money.

As a result of this shift in priorities, which had its roots in the compa-
ny’s executive talent base, the legacy that Arthur Andersen left behind
will be images of paper shredding, lost retirement savings, and height-
ened regulation of the audit industry. Arthur Andersen will forever be
associated with the catastrophic demise of one of the biggest U.S. cor-
porations—and for allowing Enron to abuse its stewardship of vital
public utilities at a cost to the American public that may never be fully
understood. Arthur Andersen was a company that lost sight of its her-
itage, its culture, the things that made it successful, and ended up losing
one of the most important assets for any company—its reputation.

How could Arthur Anderson have employed talent measurements, pro-
viding early indicators of a growing problem in the way the company’s
people were conducting business? Tracking the performance of new
hires for their first 6 to 12 months (and then regularly thereafter) is one
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way for managers to identify and address issues early. Keep in mind that
this method and others that occur post-hire might help you identify
poor performers, but they will not save you from hiring the wrong tal-
ent in the first place.

Hiring right depends on your hiring managers understanding the orga-
nization’s core principles, values, and make-up and hiring talent that
reflect these factors. Ultimately, like it or not, we hire in the likeness of
ourselves. We like people who are like us. It is human nature. We would
rather surround ourselves with people that we like and can relate to
than with those who differ from us. The culture of a company is most
quickly changed by the talent that enters the door and the people who
sway the hiring decisions. Stop and think about it—who are the “gate-
keepers” for your organization?

Without performance metrics and active performance management,
culture changes and performance degradation can sneak up on an
organization as it might have at Arthur Anderson. One person who
does not embody the company’s values hires people in his or her like-
ness, and before long, the company is comprised of talent that no
longer embodies the original core principles and values. That is a posi-
tion no organization wants to find itself in.

Talent management technology will eventually allow companies to tie
talent sourcing to the brand and messaging elements that attracted
each candidate to the company. This is parallel to the tracking that
companies do for product sales; applied to talent sourcing, it will
help companies target their recruiting efforts in the areas that produce
not the most candidates, but the highest-quality candidates who prove to
be strong long-term contributors.

So far, rather than hearing much about company-driven metrics to
proactively identify and solve talent-based problems, we have heard a
lot about government oversight and regulation. Make no mistake; gov-
ernment oversight and regulation are certainly important, and the
sanctions imposed on offending companies would be severe. But ulti-
mately, it was the loss of reputation—damage to the brand images
evoked by “Enron” and “Arthur Andersen”—that rendered those com-
panies powerless to recover and doomed them for all time. Who would
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now be proud to have either of these companies on their resumé?
Arthur Andersen’s damaged reputation and credibility led to the subse-
quent loss of hundreds of clients around the globe who could no longer
afford the risk of associating with the troubled auditor.

The consequences for Enron were similar. Even after Enron wrote down
its revenues drastically, the company reported more than $800 million
in 2000. It still had a company to run and talent to attract and retain. It
still owned Portland General Electric, the Transwestern Pipeline Co.,
and the Northern Plains Natural Gas Co., among other companies. It
had sizable assets that could have formed a healthy nucleus of operat-
ing revenue for a legitimately run energy firm. After the scandal broke,
however, nobody wanted to do business with Enron, fearing it would
either collapse or otherwise fail to fulfill its end of the deal.

Despite the company’s asset portfolio, its credit rating was downgraded
to junk status and its stock price fell to pennies. And Enron’s talent—
both good and bad—fled as fast as their customer base. You can imag-
ine the uphill battle of trying to recruit anyone to either of these
companies going forward. We will never know what the future would
have held for Arthur Andersen. The crisis brought about its demise.

Since the collapse, some economists at the University of Washington
and elsewhere have argued that the importance of reputation, credibil-
ity, and protecting the value of the brand was demonstrated so dramat-
ically by Enron and Arthur Andersen that it will end up providing as
much natural market incentive for companies to walk the “straight and
narrow” as any new regulatory effort.

Perhaps regulatory efforts will point the way to new talent-force
metrics. During the congressional hearings for the Corporate
Responsibility Act, sponsors Senator Paul Sarbanes of Maryland and
Congressman Michael G. Oxley of Ohio convinced the legislature that
the SEC needs to examine what makes a good auditor, a good account-
ant, and a good board member. (In fact, they were deciding what makes
up a good talent force.) When this was debated in Congress, some were
asking, “Should we open up the windows or open up the door to the
house?” If any one sentence sums up the attitude of the financial com-

munity after Enron, it was Sarbanes and Oxley’s famous reply, “You
should take the roof oft”
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Their point? The more visibility, the better. The more you can see
inside a company and glimpse how it works and addresses its chal-
lenges, the better. All interested parties want to ensure that they have a
handle on a company’s leadership, talent base, culture, character, and
future.

Private Planning, Public Accountability

Beyond the benefits to individual business leaders, talent metrics are
important to analysts, accountants, consultants, and investors, all of
whom make at least a part of their living from understanding what
makes one company different from another. Individuals in these roles,
burned by Enron’s smoke and mirrors, will find new ways to measure
the true health of an organization. It will not be long before they also
start looking at a company’s talent management and talent capital for a
reading on its organizational health.

The financial industry can fairly value just about any tangible or intan-
gible business asset. Goodwill can be fairly estimated. Stock options are
moving toward true valuation. All of these items appear on a company’s
financial statements.

How is talent measured and reflected on financial statements today? It
isn’t. Talent capital—the people and skills that a business brings to bear
against challenges and opportunities—has become the last frontier for
this kind of analysis and valuation.

More and more, cautious investors want to know about the leaders who
are running a company—where they come from, how they manage,
what makes them unique. Human resources executives are being asked
to sit on the dais during shareholder meetings to address these issues.
CEOs are being given talent-management objectives and asked to
report on their progress—a solid precursor to more formal talent
metrics.

European financial services conglomerate Allianz is one prime exam-
ple of a company taking concrete steps to measure its talent practices.
With 174,000 employees and 456 member companies worldwide,
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Allianz is decentralized, but runs its talent management programs in a
centralized fashion. The CEOs of each member company have broad
latitude to run their businesses, and each one must report annually on
his or her talent management practices, demonstrating measurable
results.

Uniquely, Michael Diekmann, chairman of the board of Allianz, took
over the group’s HR function and still leads it in 2005. His overall posi-
tion and that of the entire conglomerate is that if a member company
does not have a solid talent management philosophy and methodology,
then it does not have a sustainable business model.

Allianz is not alone in this belief. Companies all over the world that
realize the competitive value of great people are starting to take con-
crete steps to measure how this talent affects the business. Progress in
this area is seen in books, such as The ROI of Human Capital:
Measuring the Economic Value of Employee Performance by Jac Fitz-
Enz, the “father of human capital benchmarking and performance
assessment” and founder and chairman of the Saratoga Institute, a
PricewaterhouseCoopers service offering that helps organizations
optimize their HR processes.

Analysts will find a way to estimate and identify the value that com-
panies, such as Allianz, have brought to their bottom line through
great recruiting and retention. These analysts are looking for numbers
that consistently correlate to success—besides the number of gray
hairs on the CEO’s head. What is the value of one person versus
another? What is the value of a strong human resources organization?
What is the value of high retention rates or the kind of deep manage-
ment bench that companies, such as GE, have developed? What num-
bers can practitioners use to measure effectiveness inside their own
company?

Methods and measurements will be found to rate companies head-to-
head in this arena. More and more, analysts and shareholders want to
know what the company is doing to attract the best talent and what
they are doing to retain and develop their employees. The inevitable
breakthrough will represent new intellectual property for analysts, who
make money from selling this information.

Chapter 6 Tangible Talent Measurement
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After one company’s talent management and talent capital have been
valued, it will not be long before they all are. Then, an entity, such as the
Financial Accounting Standards Board, might look for a way to codify
the value and create a talent-based asset in much the same way that
goodwill rules quantify value for corporate brands and reputation. If
that happens, the Securities and Exchange Commission might well start
to ask for it as part of public company proxy statements.

Taking it a step further, corporate flameouts, such as we have seen with
Kmart, could spur the next generation of the Sarbanes-Oxley
Corporate Responsibility Act, requiring even more talent measure-
ment. If solid, objective measurements can be found and agreed upon,
Congress or the SEC could eventually mandate talent capital reporting
as part of the proxy in the annual report.

Analysts and shareholders can already access the information to start
identifying companies that have great talent management practices.
Many early warning signs and red flags indicate talent-related prob-
lems, and these indicators are too obvious to ignore much longer.
When this information is provided to broader audiences, by the time
the annual proxy hits the Web or arrives in the mailbox, it will not be
too late to act on the information. Sure, there are press releases and
updates, but when was the last time you saw a press release announc-
ing, “This is the second CFO we have turned over in the past nine
months?”

The real value of great talent management is not on the compulsory,
regulatory, compliance side. The real value comes when companies
realize that talent measurement is one of the greatest business opportu-
nities over the next decade and beyond. Why wouldn’t a company want
to use real data to improve in one of its most strategic areas?

Smart companies will quickly realize that they can improve today and
create a competitive advantage that returns value to the company, or do
nothing, get nothing, and quite possibly be forced to create these prac-
tices anyway through government regulation. If the same issue can
either be an opportunity or a challenge for your business, why not take
the opportunity and leave your competitors to grumble about the
challenges?
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One simple measurement would be tying executives (public
“Section 16B” positions) to tenure and turnover rates.

Free Talent Zones—Using Talent to Drive
Economic Development

All of this public interest in talent could have another intriguing side
effect on economic stimulus programs. Nations and communities alike
work hard to “sell” their locales to businesses. This phenomenon creates
a chicken-or-the-egg question. Should state and local leaders follow the
traditional path, working to lure businesses to their area and then
counting on talent to show up? Or would it be more cost-effective,
especially in smaller communities, to create incentives that lure
talent to the region first, and then use that new community asset to
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attract businesses? Tackling economic incentives from the talent
perspective might allow smaller communities to pull together existing
people and resources and become more competitive in the hunt to
attract business and jobs. And in the global economy, those jobs can
come from just about anywhere.

Switzerland, long known for its creative tax-planning provisions, has
made itself and some of its cantons (municipalities) attractive for
multinational companies, some of whom have moved their European
headquarters there. By providing the lowest corporate tax rates,
Switzerland has brought thousands of new jobs into the country; many
are filled by expatriates who bring in new currency for upgraded
schools, new housing, and other beneficial projects. These companies
provide new work and new jobs for the locals and add to the country’s
talent base, many who might never leave.

As another example, consider the community of Marquette, Kansas.
This town of about 600 took a page from nineteenth-century home-
steading programs, offering free land to folks for relocating there. As
part of the program, Marquette divided 50 acres of farmland into
80 lots. As of February 2004, 21 of them had been given out, 20 of which
went to newcomers. Four three-bedroom homes had been built, and
construction was beginning on six more, with each home expected to
add about $1,000 of tax revenue to the town’s $350,000 annual budget.
In a town with 127 school-age kids, six more had been added to the mix.

A similar program is in place in Paducah, Kentucky. The city’s Artist
Relocation Program provides a package of business, tax, financial, and
cultural incentives in an effort to attract artists from across the United
States into this formerly troubled spot between St. Louis and Nashville.
The community gives artists the opportunity to buy affordable hous-
ing, along with gallery and studio space and other incentives. The pro-
gram is breathing new life into Paducah, helping to attract visitors,
expand the tax base, and increase property values. Perhaps, after all,
there is some truth to the oft-quoted line from the movie Field of
Dreams: “If you build it, they will come.”

Could the same principles be utilized to attract doctors, teachers, and
firefighters to a local community? Absolutely. It does not have to be
land grants, although land is one area where smaller communities have
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an advantage. It could be tax incentives, college tuition assistance, even
country club memberships—whatever works for the area and appeals
to the talent it wants to attract. For example, loan repayment programs
are already available for U.S. doctors who choose to relocate to certain
underserved rural areas.

In November 2004, California voters approved Proposition 71, which
provides unprecedented support for stem cell research. Freed from fed-
eral reluctance to provide stem cell lines or funding for the research,
doctors in California will be in a much better position to make
advances in this new science. New York magazine captured the broader
potential talent market repercussions in its January 3, 2005, edition,
under the headline “The California Stem-Cell Gold Rush: Will New
York Lose Its Best Medical Minds to the Lure of Unfettered Research
and the Promise of Biotech Billions?”

Doctors who have dedicated their lives to stem cell research elsewhere will
now at least consider moving to California, where their work can enjoy
much higher levels of investment and public support. Can it be long before
a new ecosystem of stem cell biotech companies emerges in California? In
this example, the state did not go out and woo companies to relocate in
California, leaving the companies to recruit doctors and find investors.
Instead, the state merely created an environment where all of those parties
can come together and do the work they are all passionate about.

Another idea is to reach out to information workers, who are able to
use technology to escape geographic boundaries. Could a consortium
of writers and graphic designers be attracted to a small town in
Georgia? If they were offered affordable housing, beautiful surround-
ings, and could continue to sell their services across the world via the
Internet, then why not? Perhaps the community could start by upgrad-
ing its technology infrastructure, even offering Wi-Fi throughout the
downtown area. The next step would be to launch an information cam-
paign and invite the information workers to the town. Working togeth-
er with the talent, the community could identify new ways to make the
arrangement work.

This approach could also be used to help address some of the problems
of offshoring discussed in Chapter 2. In rural America, for example,
many towns have experienced unemployment rates of 9 or 10 percent.
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These places have people ready to work. Presumably, it would also cost
much less to run certain operations in, say, Moses Lake, Washington,
than it would in San Francisco. In addition, the same technology that
has enabled companies to use radiologists and call center workers from
overseas can enable similar, domestic operations.

For companies, of course, decisions about where to locate often come
down to cost. But offshoring is no panacea of free labor. It is a major
expense, and many executives, when asked, say that if the costs were more
competitive, they would much rather relocate jobs inside their home
country than outside. Smaller communities are in a position to capitalize
on that sentiment if they can make themselves more competitive.

To become even more competitive, what if the state of Washington and
the city of Moses Lake took steps to lower those location costs even fur-
ther? Perhaps they could develop a program, such as the one in
Marquette or Paducah, to help subsidize worker salaries at a new plant
in Moses Lake, exempting the workers from local property taxes, or
even providing them with a lower state income tax. Maybe the state
could help subsidize the employees’ insurance and benefits costs.

Possibly, like Marquette and Paducah, communities will start looking
for more creative ways to put themselves on the map. By using their
ingenuity and resources, and by working together with talent, business-
es, and state and federal government, communities where jobs are
needed and the cost of living is lower might find that they can compete
effectively in today’s global talent market.

Not convinced that a real city could draw a viable talent base with the
right incentives? For more proof, look no further than one of the
fastest-growing city in the United States at the beginning of the twenty-
first century. Decades ago, the city changed laws, rewrote rules, and
designed and distributed incentives to create a city around an industry.
Las Vegas was built to see whether they would come. And come they
did, and they still do today—consumers, developers, financiers, knowl-
edge workers, and working-class talent.

The idea of “free talent zones” is not so far-fetched. Are these our next
competitive fields of dreams that communities should be taking a hard
look at now to remain competitive?
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TALENT GOES
ON OFFENSE

Forces in Play: Like high-value free agents, Q-Talent can and
will articulate its worth. Companies have the burden
of putting up or losing out.
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n 1980, the oil industry drove a major portion of the U.S. economy
I and was a cornerstone for the emerging global business environ-

ment. As powerful and enormous as the industry was, however,
many of its companies faced an Achilles heel: a talent shortage of qual-
ity, proven geologists—the people who, using technology, experience,
wisdom, and a certain amount of chutzpah, made the recommenda-
tions about where to “punch the hole.” Investors allocated millions of
dollars and gained and lost fortunes based on the expertise of this
industry-specific Q-Talent.

Soon, it became apparent to these geologists that they were not only
crucial to the success of oil companies, but also that they were in short
supply. Suddenly, recruiting them became much more difficult.
Geologists with a track record began demanding “points,” or a percent-
age of revenues from successful drilling sites. As time went on, the
talent became more confident about its demands, asked for more, and
often got it. Oil companies had to be creative and flexible to meet this
new business challenge.

More recently, in India, a similar phenomenon is occurring with call
center workers. Yes, those hourly, low-cost, call center workers. With
offshoring en vogue, many companies have moved call center opera-
tions to India for a variety of reasons: Most educated people in India
speak English, the education system is strong in many areas, technology
systems and skills are advanced, and salaries in India are much more
affordable than in North America or Europe.

But the explosion of offshore industry in India has created another
high-demand situation for talent in some areas. As it turns out, only a
few cities in India have the proper blend of people with English accents
and education rates to effectively staff and run call centers. After they
have been trained to perform efficient customer service for their parent
companies abroad, a process that can be expensive for the parent com-
pany, these Indian business professionals are primed to be headhunted.
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In some industries in India, annual turnover has approached 50 per-
cent, exceeding most industrialized nations. The high demand for
skilled talent in India is boosting wages at an annual rate of 30 percent,
compared to less than 10 percent wage growth in the United States. To
offset the new culture of job hopping and retain their valued call center
talent, firms are implementing cultural changes, benefits improve-
ments, bonuses, and other measures.

These two examples are separated by more than two decades and
10,000 miles, but the point they illustrate is the same—when candi-
dates know they are valued and in short supply, they react by changing
their behavior. Responding to such market conditions with more self-
confidence and assertiveness is a side of human nature that transcends
continents and cultures.

The Talent Demand Cycle

What happened in the 1980 oil industry and what is happening today
in India are not isolated phenomena constrained to specific roles or
industries. With the convergence of trends described in Chapter 2,
“Talent Market Demands”—generational shifts in the workforce, devel-
opments in the areas of immigration and offshoring, and emerging
talent markets worldwide—certain companies and industries will begin
to see their pools of available talent recede or evaporate. They will have
more difficulty finding good talent for noncore positions and serious
challenges retaining the Q-Talent that is so vital for any competitive
business.

As the economy evolves, it leaves career holes in some places and creates
career opportunities in others. Certain types of skills will become
“commoditized,” whereas others will become white-hot commodities.
Some necessary skills might become rare as schools, colleges, and the
culture focus on emerging information age careers. Other skill sets will
be in high demand, forcing the talent pool to catch up. Even for com-
panies that might not be in the proverbial skillet, there will still be a
“trickle effect”—what happens when workers who possess high-
demand skills are currently employed by your company?

Chapter 7 Talent Goes on Offense

u
117



If you find yourself managing a business or a department in this envi-
ronment, you are not that different from the general manager of your
favorite professional sports team, and you should start thinking more
like the coach or head of player personnel. As with sports teams, acquir-
ing Q-Talent is a continuous challenge for companies that want to be
the best. They must always be thinking about landing superstars and
keeping them. The quest for the best talent is not a spigot that you turn
off when the yard is saturated.

We cannot predict where the next pinch will come from yet, but the
cycle is predictable, and the demographic picture across the globe indi-
cates that a change is coming. Do not be surprised if you are challenged
by the next hot skill set in demand, even though you might feel like you
are far away from the next booming industry. Change might be coming
soon to the skill set in your industry, the talent employed in your busi-
ness. It is important to get ahead and stay ahead by recognizing that
candidates’ and employees’ new perspectives and behaviors represent
another powerful force that savvy businesses need to understand and
respond to now.

Talent Knows: The Information Equation

How will these changes impact individual workers? As candidates begin
to see increasing demand for their skills, their behavior will change. As
more companies make talent a priority in their organization, as infor-
mation technology makes communication even more convenient, and
as the working population gradually shifts its priorities and values, each
change will affect the psyche of individual workers.

The net effect will be a more empowered, more confident talent pool.
Candidates will change the way they approach every facet of their
working lives, from finding new opportunities, to negotiating for those
opportunities, to thinking differently about their relationship to their
jobs and organizations.

Thanks to the Internet and personal connectivity, people have access
to an impossibly vast amount of information. Loads of detailed data
are available about companies, their people, culture, and prognosis.
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Much of this information is factual, coming in the form of analyst
studies, media coverage, and the company’s own statements. Other
information is, shall we say, editorial in nature. All of it is mere seconds
away. Candidates use this information to find jobs, apply for them,
learn myriad facts about specific companies, and even dig up “dirt”
about the companies through the electronic grapevine.

The sheer amount of information available and the ease of accessing
it is changing the dynamics of how matches between companies and
talent are made. Today, candidates know more, faster. They can search for
interesting companies by industry, locale, and success factors, such as
profitability or employee satisfaction. They use search engines, such as
Yahoo! or Google, to find out more about the company and its indus-
try. They can easily learn about the company’s market, its opportuni-
ties, and how its products and services have fared and are expected to
fare. And they can search for jobs all over the world.

Today, in only a few minutes, a candidate can Google key words, such as
“proxy statement talent,” and find hundreds of companies that say
something about talent in their annual reports. In another few minutes,
the candidate can dig a little deeper into those results. He can search for
salary and benefits information using each company’s name along with
the key words “salary benefits.”

Who has a stock-sharing plan? What about time off and Family
Medical Leave Act benefits? Who is going to match the biggest share of
employees’ 401(k) contributions? If this is such a small company, why
are they paying the CEO that much? Try it yourself. Experiment with
different key words to find out about whatever job factors you believe
are important. The information and access to it varies from company to
company, industry to industry, and country to country. You can find all
kinds of interesting information and usually determine, to some degree
of satisfaction, which companies really seem to have their act together.

In addition to information provided by official sources, unofficial infor-
mation is available, too. Many employees maintain blogs—increasingly
popular and influential online journals and discussion forums—where
job candidates can find out what people are saying about a company’s
executives, management style, and culture. Workplace rant forums, such
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as badbossology.com, wallyworldlife.com, and workingwounded.com,
offer outlets for disenfranchised workers. These sites might contain
internal company memos or e-mails, news articles, or written com-
plaints from users. Some items on these sites are so juicy you have to pay
for them.

Blogs Bring Media Power to the Masses

Initially viewed as little more than online diaries or journals,
Web logs, or “blogs,” are an increasingly influential form of com-
munication. According to a November 2004 survey by the Pew
Internet Project on the state of blogging in the United States,

27 percent of U.S. adult Internet users say they read blogs regu-
larly, up from 17 percent just 9 months earlier. That represents a
jump of 58 percent, to more than 32 million people.

Technorati, a search engine that tracks blog activity, claims that a
new blog is created every 2.2 seconds. The number of blogs that
Technorati tracks doubled every 5 months from June 2003
through March 2005. In South Korea, 75 percent of households
have broadband access (compared to 20 percent in the United
States) and blogging has exploded, with some estimates claiming
that more than 20 percent of South Koreans maintain a blog.

Blogs are becoming major media players. The rising influence of
blogs was driven home in 2004 during the American presidential
campaign. On 60 Minutes II, CBS News anchor Dan Rather
reported about some documents detailing holes in President
Bush’s National Guard record. Before the broadcast was over,
users of the conservative political blog FreeRepublic.com had
posted questions about the documents’ authenticity, pointing

to fonts that appeared to have been made by modern word
processors.

Soon, another blog, Power Line, linked itself to that conversa-
tion. Shortly after that, the Drudge Report, a site that reports
news and aggregates news headlines from across the Internet
(and is one of the most highly trafficked sites on the Internet),

linked to the story on Power Line. What began as some whispers
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on a conservative blog was now being discussed by millions of
people around the world.

The next day, a headline on ZDNet, an online publisher of
technology news, read, “Bloggers Drive Hoax Probe into Bush
Memos.” The New York Times wrote, “The debate over President
Bush’s National Guard service turned into a furious battle over
the minutiae of Vietnam-era typewriter fonts on Friday.” Later in
the week, the Los Angeles Times wrote an enlightening dissection
of the event under the headline, “No Disputing It: Blogs Are
Major Players.” “Rathergate,” as it has been called, heralded the
arrival of a new media power. Since then, Rather has stepped

down, and CBS has fired others involved with the incident.

Proponents of blogging call it the democratization of the media,
giving just about anyone the power to report major news events.
Critics say that, absent a consistent ethic of fairness and balance,
blogs cannot be trusted to accurately convey important stories.

In fact, just because the information is there does not mean it is
true. There are those who say you will never win your battles in
the public arena. And in today’s age of bloggers, that saying is
truer than ever. Some are now making it their mission in life to
ensure that as many people as possible know what is on their
mind. The New York Times recently gave these people a name:
“determined detractors,” those few who will try to sway the
masses to their side. These people are now filling the Internet
with their biases, often providing a heavy counterbalance to any
good news. They each have their own motivations—sometimes a
singular and personal cause, other times one backed by special
interest groups and labor unions.

The bottom line? Blogs are another source of information that many
find valuable, including job candidates searching for any piece of
data they can find about the companies they are interested in.

Organizations that understand this new medium can use it effec-
tively in their recruiting communications and employee relations
programs. Companies that are caught unaware could find them-
selves caught up in the next big blog-driven headline.
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Beyond these forums, just think of all the information sharing
that goes on today through e-mail and instant messaging. How
many jokes, observations, rants, and other comments do you get
in your inbox every day? Any time a company issues a punitive
memorandum, any time someone gets fired unfairly or insulted
by a manager, you can be sure the relevant e-mails are shared
among friends, family, and co-workers. If your company gets bad
press, you can be sure those articles are being forwarded to and
by your employees and posted on blog and chat sites. And, as
always, you can be sure that all of those things are talked about
in restaurants, at parties, and at the gym.

The Web, interpersonal connectivity, and an overall culture of
information sharing among today’s workers constitute a new,
ad hoc Better Business Bureau for job seekers. With so many
sources of job information, potential talent has unprecedented
access to a raw, unfiltered, and potentially unflattering look
inside a company. This kind of information is only going to
become more prevalent and easier to find.

Truth in Advertising Takes On a New Meaning

Employers unaware of this ongoing information exchange need to take
notice. Organizations with a compelling brand, where the brand is con-
sistently conveyed in how the company is perceived and talked about,
are going to be the most attractive to Q-Talent that knows its worth and
will not settle for less than the best.

A company’s brand is no longer conveyed only by its Web site and other
marketing channels, such as print or radio advertising. Although most
companies understand the value of investing in these traditional areas,
many still have not caught on to the ramifications posed by the broader
Internet community, where information on just about everything is
available all the time. With the information spigot turned on forever,
the best thing a company can have going for it is the truth.

Thinking of buying a television? Punching the make and model num-
ber into the Google search engine will give you instant access to dozens
of reviews, user comments, and prices. You can tell in a few minutes
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whether the TV you are considering performs well and what it should
cost. As a result, the guy at Television Warehouse had better tell you the
truth, or you will probably take your money elsewhere.

The same is true of employers. A person applying to become an assistant
manager at her local Wal-Mart store, for example, might find many agree-
able messages on the company’s Web site. But does the company live up to
those messages? Suppose our job seeker recalls reading something about
Wal-Mart and unions in the local newspaper. Going back to Google, she
might try to get a handle on outside perceptions of Wal-Mart’s labor prac-
tices by entering a search query such as “Wal-Mart labor.” And although
Google’s geographically influenced algorithms sometimes produce vary-
ing results, one of the first items to pop up during a long stretch of
2004-2005 was the unflattering headline, “New Report Details Wal-Mart
Labor Abuses and Hidden Costs.” The accompanying report detailed a
range of alleged abuses committed by Wal-Mart upon its employees.

You can imagine the hair on the job seeker’s neck standing up already.
But that’s not all. The announcement also links to a full report, which
contains 20 pages of alleged abuses by the company, supported by
107 footnotes. Among the report’s assertions:

+ Sales clerks at Wal-Mart made $8.23 per hour on average in
2001, or $13,861 per year for those employed full-time. The
official U.S. government poverty level for 2001 was $14,630 per
year. In addition, employees work an average of 32 hours per
week at Wal-Mart, not the 40 that is standard in the United
States, meaning that the average Wal-Mart sales clerk took
home less than $1,000 per month in 2001.

+ Part-time employees must wait two years before they can enroll
in the company’s health-care plan. The industry average in the
United States is 1.3 months. Wal-Mart classifies as “part-time”
anyone working fewer than 34 hours per week, even though its
workers average 32 hours per week. The company openly
encourages employees to file for public health-care assistance,
passing the cost along to taxpayers.

Wal-Mart is the subject of a class action lawsuit brought on by
more than one million former and current female employees
alleging workplace discrimination.
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+ Thirty-nine more class action lawsuits, involving hundreds of
thousands of current and former employees, have been brought
against the company for alleged nonpayment or underpayment
of wages, as employees were forced to work off the clock, or
even had hours deleted from their timesheets.

Given the apparent disparity between Wal-Mart's public messages and
its alleged behavior as portrayed on the blogs (although there are blog-
gers who also defend Wal-Mart) the question remains, will a candidate
enthusiastically put their family's future and financial security in the
company's hands?

Talent management practices that invite these types of Internet-driven
information campaigns are simply not sustainable over the long term.
These information campaigns might not have as much of an effect
on the unskilled portion of Wal-Mart’s workforce, but how will
they affect the company’s ability to bring in quality managers, buyers,
and other critical roles? Sooner or later, the policies and the headlines
they generate are going to create challenges for the world’s largest
company.

Note: Wal-Mart has reacted to some of their negative press
and has stepped up employee programs and worked hard to
participate in community activities. For example, Wal-Mart
provided financial and goods assistance for the Hurricane
Katrina victims in New Orleans, Louisiana, and guaranteed
that any displaced employees from the region would be guar-
anteed jobs in the interim once their affected stores are back
up and running.

Wal-Mart is not alone. The biggest and the best-perceived organiza-
tions will all deal with similar challenges at one time or another. It is
part of growing up and one of the fallouts of being in the public eye.
If you are a leader, you will eventually be challenged and you can join
the ranks of Microsoft, The Gap, Nike, Cintas, Starbucks, Fed-Ex,
Electronic Arts, Home Depot, Wal-Mart, Fox, and others who have all
been a target at one time or another and who, from that point forward,
have had to factor the consequences into their talent brands.

Note: The decision to change jobs can be one of the most
important and stressful events in a person’s life. Today,
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with nearly unlimited company information—official and
unofficial—immediately and easily accessible, more and more
people are relying on it to guide their job search. Companies
can increasingly count on talent to research job-related deci-
sions more thoroughly. And the information that is available is
not restricted to large companies. The low-cost platform of the
Web means that medium-sized and small companies are
profiled and discussed, too.

Try this: Take the perspective of a job candidate, go online,
and see what information you can dig up about your current
organization and your competitors. You might be surprised
by what you find.

The Importance of Your Virtual Lobby

Information is everywhere and is available at unprecedented rates, in
unprecedented amounts. Candidates are armed with data that makes
them more confident, savvy negotiators. As candidates find companies
of interest, there is one more place they will look for information about
those companies—the companies’ own Web sites.

Candidates visit your Web site with expectations for how the site should
look, what information it should contain, what actions they should be
able to take, and how they should be treated. As discussed in Chapter 4,
“The Cultural Obsession of Work,” your talent brand needs to be prop-
erly expressed on your Web site because candidates’ experience on your
site will significantly impact how they perceive your organization and
whether they would consider working there.

The good news is that organizations can completely control the face they
put on their own Web presence. Companies often invest a great deal in
their physical lobby and reception areas. It is an important way to show
that they take pride in their appearance and convey a sense of profession-
alism. It is also often immediately apparent when a company has taken
the same care in hiring and training the receptionists that greet visitors.

A company’s Web site is its new lobby, and the impression it makes is
every bit as important as its physical lobby to the company’s ability to
compete. Companies must become more strategic in looking at and
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measuring the value that their Web presence brings to their recruiting
efforts.

Savvy organizations of all sizes have finely crafted Web sites that serve
customers’ needs. Their Web site copy is targeted, tweaked, and mas-
saged. A range of helpful services are provided for customers, journal-
ists, and others to find information about the company. They might
have focused intense resources on the problems of getting ahead of
demand when it comes to their supply chain, production processes, and
other aspects of the business. Slick designs add to the visual appeal. All
of these steps are necessary and good.

But overall, companies have not taken the same strategic steps when
it comes to their most important competitive asset—their talent. Too
often, companies have slapped together some employment-related copy
and posted it on the Web just to have something there.

As we reviewed in depth in Chapter 5, “Building a Talent Community,”
by using technology that is available today, companies can retool their
employment Web pages to automatically capture information, build
relationships with candidates, and provide candidates with information
of interest while automatically qualifying them for an opportunity.

A Gracious and Inviting Employment Web Site

The employment area of a company’s Web site serves as
receptionist, recruiter, and virtual lobby for potential talent.
Therefore, just as they do with their physical lobby, companies
should strive to make their Web site a welcoming place for
potential talent as well as customers, with a look and feel that
captures the brand of the overall company and its culture. Here
are some ways your Web site can provide talent with a taste of
what it might be like to work for you:

+  Welcoming messages. Ideally, these should come from
someone important in the company. Imagine that you got
to meet the CEQ, functional vice president, or a department
leader the minute you walked into a company’s lobby. That is

the effect you are looking for in your greeting.
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+ Easy access. There should be a link to your main employ-
ment page from your company’s home page. People need to
be able to access the employment pages in as few clicks as
possible. Imagine having to circle a company’s building look-
ing for the main entrance, only to end up standing outside
the door, waiting to get inside. It sounds simple, but it is
amazing how many companies get this wrong. “Easy
entrance, quickly accomplished” is the mantra.

+ Exploring opportunities. Help the candidate answer his or
her own questions about the company. If the company’s
facilities are a selling point, you might provide a virtual tour.
If benefits are a strength, offer a look at them.

+ Assurances. Make sure candidates know that their time has
not been wasted. If candidates fill out a registration form or
request information, the site should promptly reply with a
message that reinforces the interaction and thanks them for
their time.

As the need for talent increases and companies find themselves
competing for the best available talent, well-planned sites that
deliver real value to the company and the candidate will become
more prevalent. Smart companies will begin working on this
today. For others, the changes will come after they start hearing
about where they fall short in this area during interviews and in
e-mails and letters. Why does your site only accept resumés? Why
did it take you weeks or months to respond? Why do I have to
give you my name and phone number when I just want to find
out more about your company? Your competitor has a unique
way of dealing with me on my terms; why don’t you?

Companies need to learn how to use the Web in the ways
described in Chapter 5 so that their sites invite participation and
return value to all parties. Using the Web to build relationships
across the recruiting spectrum—with everyone from passive can-
didates to active job seekers—is a critical competency for compa-
nies that want to hire Q-Talent at a time when talent is more
empowered than ever.
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The Internet offers a wealth of information to help candidates determine
their market value. Here, Payscale.com serves up expected
benefits and compensation for a sous chef.

The New Interview

Whether it is provided on your company’s Web site or someone else’s,
one of the nuggets in the steady stream of job-related information is
data about a candidate’s value in the marketplace, including expected
compensation and benefits. Understanding that knowledge is power,
some companies have long resisted publishing salary figures and specif-
ic benefits information. But today, anyone can easily find out the mar-
ket value of an accountant, underwater welder, or aeronautical engineer
and what benefits such a position should provide. Just “Googling” any
job title coupled with the word “salary” will often provide useful results.
Sites like Salary.com and Payscale.com provide a wealth of this type of
information.
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In some ways, this newfound access to compensation data shifts some
burden to the job seeker. Hiring managers used to be amazed when a
candidate walked in well prepared and it was clear that the candidate
had done his homework. Today, there is no excuse for a candidate to
show up for a job interview unprepared.

A Cautionary Tale

Just as companies can be negatively impacted by unsavory details
shared about them via the Web, e-mail, and other means, indi-
viduals can also be “bitten” by broad information access. For
example, some employees have embraced blogs as a forum where
they “rant” about their companies and work experiences.
Although these bloggers provide job candidates with a unique
perspective about their workplaces, some have been fired as a
result of their indiscretion. There is even a term for getting fired
due to your blog—dooced—derived from Dooce.com, one of the
first blogs to lead its owner to this fate.

By early 2005, Google, Delta Airlines, and the Houston Chronicle
in the United States, and Waterstone’s, a bookstore chain in
Scotland, were among the companies that had fired employees
due to their work-related blogs. In February 2005, an individual
in Iran was charged with “spying and aiding foreign counter-
revolutionaries” after criticizing the arrest of other online
journalists on his blog. He received a 14-year jail sentence.

A graduate school admissions incident provides another caution-
ary tale. In March 2005, an individual posted information online
telling business school applicants how to view their admissions
status prior to receiving official notice from the schools in
question: Harvard Business School, MIT’s Sloan School of
Management, Stanford’s Graduate School of Business, Duke’s
Fuqua School of Business, Carnegie Mellon’s Tepper School of
Business, and Dartmouth’s Tuck School of Business. A nice “win”
for the applicants, right? Wrong. The schools were able to track
which individuals breached their systems.
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Each school responded differently. Stanford reviewed these indi-
viduals’ applications on a case-by-case basis. Harvard Business
School provided the most immediate and extreme response; its
dean, Kim Clark, told the Boston Globe, “We expect our appli-
cants to be personally responsible for the access to the Web site,
and for the identification and passwords they receive.” Harvard
rejected all 119 applicants who prematurely accessed their
admissions site.

The electronic medium makes certain activities so easy, they
seem innocuous—complaining about your boss, accessing
restricted information, and so on. However, this ease of use
does not mean you should abandon good judgment and engage
in activities online that you would be more careful about, if not
avoid entirely, in an offline setting. The same “offline” rules
about good judgment apply online. Think before you act. Your
employment—or future employment prospects—might be

at stake.

However, most consequences for job seekers are overwhelmingly posi-
tive. With this newfound wealth of compensation-related information,
an accountant, zoologist, marketing professional, or dental hygienist
now walks into an interview with more of an edge. The hiring authority
used to ask the loaded question, “What are you looking to make?”
Today, a skilled accountant, who has this information in her back pocket,
can merely hit the ball back into the employer’s court—“This looks
like a good company, and I'm sure you’ll make me a competitive offer
that is in line with or better than the market rate for someone of my
education, experience, and talent” The candidate may even be think-
ing, “And by the way, I have the spreadsheet in my briefcase if I need to
pull it out for you . . . which you don’t want me to do.”

In any industry that experiences a skills shortage, you can expect candi-
dates to become even bolder in their demands. (Remember the oil geol-
ogists?) Candidates might have specific information about who is
managing the division or department and insist on meeting with that
person. They might not even want to talk to someone who is not directly
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connected to the hiring authority. Why waste time meeting with some-
one who cannot make something happen? They might have seen
organization charts and have questions about them. They might see
that their prospective boss, the director of marketing, reports to the
CFO or some other unfavorable proposition and not bother to inquire
about the job in the first place. They might have heard about an un-
usual compensation arrangement and ask to explore it.

The candidates who take the time to do extensive research are more
likely to be the Q-Talent that companies need. These candidates also
present some new wrinkles for those doing the hiring. The interview is
now starting to look more like a sales meeting, with the candidate a val-
ued client and more important decision makers at the table, people
who can accurately and compellingly tell the company’s story. If the
right decision makers are not at the table, the candidate might ask for
them to be. The candidate’s knowledge of her worth in the marketplace
leaves her holding more of the cards, and her negotiating skills may
markedly improve.

It is incumbent on companies facing this more informed, savvy candi-
date to do their own homework about standard market values for the
positions they are offering, typical benefits, and even which perks the
competition offers. When a candidate asks for more information or for
time with additional employees—even executives—smart companies
will make every reasonable effort to comply. Companies must approach
their end of job interviews and negotiations in a professional and well-
planned way and extend the best possible offer.

When candidates join your company, they approach their employment
status differently than previous generations did during the days of
“lifetime employment” and intense job loyalty. Your employees are
saturated with information about careers and the job market in the
ways described in Chapter 4. Those with exceptional skills or
accomplishments—the Q-Talent you especially want to retain—might
be approached by employees or recruiters from other firms, either
formally or informally, regarding opportunities.

Using the Internet, employees can easily stay up-to-date on their mar-
ket value and might inform their manager if their compensation falls
behind market norms. These employees are now the ones maintaining
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blogs, sending e-mail, and instant messaging their friends and col-
leagues about their jobs, projects, colleagues, managers, and companies.
What will they say about working for your organization? We take a
closer look at retention in the next chapter.

Information accessibility and a competitive labor market combine to
give new advantages to Q-Talent and provide new challenges for com-
panies seeking to acquire and retain the best people. The resulting
dynamic in job searches and job interviews might not quite approach
the free-agency phenomenon in professional sports, but in some indus-
tries, such as transportation, agriculture, medicine, and technology, it
might get close.
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3

RELATIONSHIP
RECRUITING (STILL)
RULES

Forces in Play: Even with an online talent community of
millions, relationship recruiting remains a competitive
advantage and differentiator. Talent must have a name and
a face for you to win them over. Continuous recruitment

is required not only to attract the next generation of
Q-Talent, but also to retain your existing Q-Talent.
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magine the following scenario: You are interviewing a candidate for
I an executive-level position in your organization. He supplied all the

right answers to the initial screening questions. He is interested
enough in your company to fly across three states for the interview. But
now, as the interview draws to an end, he seems hesitant. He asks a cou-
ple good questions, but you cannot shake the impression that he is not
sold on the role. Because of his hesitation, you are leaning toward a “no
hire” recommendation. After the candidate leaves your office, you call
the recruiter to discuss your impressions.

Having followed the candidate through the process, the recruiter lis-
tens to your feedback and has an immediate response. Your observa-
tion that the candidate is hesitant is correct, he tells you—but not for
the job-related reasons you might suspect. In fact, the recruiter
informs you, the candidate is concerned about high school athletic
programs in your area. He wants the job. He wants it badly. But back
at home, he has something else to be concerned about. His daughter
is an all-conference basketball player. The team is counting on her.
Basketball is her passion. He needs to be able to tell her that the pro-
gram in your area is as good as, or better than, the one she is in now.

For this candidate, the toughest discussion in the entire interview
process will happen around the family dinner table, not your conference
table. His most difficult decision is not about whether to take the job,
but about moving his daughter out of her basketball league.

Understanding the candidate’s concerns, the recruiter can guide you
and the entire interview team into an open discussion of this hurdle.
The recruiter might connect the candidate with local high school bas-
ketball coaches so that he can talk with them directly about how his
daughter’s passion might translate to the new surroundings. In this
instance, one of the recruiter’s key roles is ensuring that the candidate
has all the information he needs to effectively balance his desire for
the job with his family considerations and to communicate this

134



information to the interview team so they can make a fully informed
hiring decision.

There is no technology perceptive enough, sensitive enough, or wise
enough to navigate this kind of complex human situation. No matter
how rapidly the world changes, no matter which trends affect the talent
market, and no matter how technology advances our capabilities, the
human dimension of recruiting will always be a major factor in a com-
pany’s ability to attract and secure Q-Talent.

As discussed in Chapter 5, “Building a Talent Community,” one of the
most important roles that technology plays is automating some of
the functions that your employees or contract recruiters have been
performing, such as initial candidate screening. If you are using the
Web functionality described in Chapter 5, you are delivering a stream
of interested, qualified, and available candidates to the desktops of your
recruiters and decision makers. The technology is automatically screen-
ing out a high percentage of unqualified individuals.

With this automatic filtering and your growing talent community in
place, your recruiters no longer have to do an initial resumé review or
make all of those screening phone calls or find every single applicant
themselves. They are free, or at least a lot freer than they were before.

TALENT SPIN

COLLECT
A

4
SUSTAIN «— > NURTURE «— > CAPTURE

y
DELIVER

The Web site can collect, capture, and even nurture your talent relationships,
but it takes a human approach to deliver the right candidate into your
organization and sustain those relationships over time.
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So what does the talent organization do with all this newfound
free time? They build relationships. Face-to-face relationships with
both candidates and internal decision makers bring a higher level
of sophistication and value to the recruiting process. Let’s look
more closely at how much value these face-to-face relationships
deliver.

The Human Touchpoint

We have talked about extending the product-marketing mindset to the
recruitment process by using a disciplined approach to capture and
communicate the heart and mind of your organization via a talent
brand and corresponding messages. After you have established your
online talent community, the processes of “collecting” and “capturing”
never stop. The “talent spin” is a never-ending cycle.

But for all the benefits that technology can deliver, the final piece of the
“talent spin” cannot be completed with technology. The “deliver” stage
of the cycle requires the human element, where real people get involved
to make decisions, solve problems, communicate, and build individual
relationships.

Only a person can effectively develop and advertise the company’s
employment brand. Only a person, a skilled relationship recruiter, can
look into people’s eyes, shake their hands, ask them questions, and for-
mulate a rich, nuanced, social understanding of each unique answer. In
short, only a person can understand the needs of all parties in the hir-
ing equation and deliver the right talent into the organization in the
right place, at the right time.

The core of your efforts to attract and acquire Q-Talent is the basic
understanding that people are not computers or advertising space or
used cars. A computer can be sold to a company, but in the end, the
computer does not have to decide to go there. The computer does not
have to move its family or leave old friends. Computers do not worry
about the risk involved. In business, it is easy to temporarily focus on
metrics and spreadsheets, but the essential human element of business
in general, and recruiting in particular, is just as potent as any number
and often, much more so.
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Numbers did not create the world of business. People did. And recruit-
ment is an area of business that numbers cannot completely explain.
Recruiting is a complex, bidirectional, human process. Recruiters need
to understand and manage a complex social matrix consisting of the
candidate, all of her influencers, the company, the hiring manager, the
departmental players, and often many others.

Furthermore, technology or no technology, you are not going to hire
somebody sight unseen. Does the person fit with the group? Is the
chemistry there? “Fit” cannot be assessed any other way than through
face-to-face interaction.

At some point, if she passes all the preliminary screening, the candidate
will meet her potential peers, supervisors, and other influencers inside
the company. These people make a hiring decision based on their inter-
actions with the candidate, the most crucial juncture of the entire
process. At this stage, the recruiter plays a pivotal role. As previously
discussed, the recruiter needs to have a thorough understanding of the
company, its goals, industry, culture, and the qualities that a candidate
needs to possess to get the job. The recruiter knows the key influencers
and is in tune with the desires of the candidate. Overall, good recruiters
have a high “EQ,” or emotional quotient—a high level of intelligence
and sophistication when it comes to human nature.

Throughout the process, the recruiter is on the “front line” of the
interviews, orchestrating, so that all goes smoothly and so that all the
necessary information is available for the candidate and interview
team to make well-informed decisions. The recruiter needs to be in
tune with everybody’s needs, desires, hurdles, and concerns. The hiring
process elicits emotions, gut reactions, and assumptions that can have
a direct, sometimes adverse, effect on decision-making. The recruiter
uses his skillfulness to uncover whether any of those forces are at play,
ferret out the necessary information, help everyone come to the most
informed conclusion, and ultimately deliver the right candidate to the
organization.

This front-line role is as critical as the person who you send to Wall
Street to build analyst confidence in the state of your business.
Although not as public, the stakes are just as high. The one great talent
that gets away is like the one new institutional shareholder who decides
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not to buy into your stock. It is a loss that can magnify itself. It is a loss
that might never be fully understood or quantified.

How can you put a dollar figure on the importance of this competency
to the company? Do you value your top salesperson? How about the
recruiter who has brought in three of your top five salespeople? Who
has delivered more value to the company? Are the people who cur-
rently recruit for your company bringing in the kind of value they
should be?

Although these concepts may sound basic, in practice they are extraor-
dinarily complex. The recruiter provides alignment among the organi-
zation, the department, the position being filled, and all of the people
involved along the way. The recruiter needs to synthesize all of these
people and the related business issues for the company to get the most
out of its hiring process and the best Q-Talent into its open positions.

Ten Qualities of Great Recruiters

Recruiting Q-Talent requires hard work, knowledge, wisdom,
strategy, and, at times, a little bit of luck. Recruiters must under-
stand a broad range of issues across the cultures, teams, and
industries they work with, as well as the nuts and bolts of what
drives each unique individual candidate. It is a highly skilled
profession, requiring someone who can master mostly intangible
factors to bring about tangible results—the best hire for each
and every open position.

Great recruiters . . .

+ Love to learn, digging in to whatever part of the business
they represent.

+ Meet new people at every opportunity.

« Are adventurous . . . see themselves as the Indiana Jones of
recruitment.

+ Thrive on competition and winning.

« Work happily in the background and do not require pats on
the back.
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+ Seek solutions, believing answers can be found and tasks
completed when others may have given up.

+ Practice strategic consultative selling, closing two parties at
the same time, every time.

+ Think strategically, stay a step ahead, and come prepared
with a contingency plan.

* Enjoy project work and starting fresh every day.

+ Believe they have the best job on earth.

The Evangelist Culture

There is an old joke about souls being recruited to Heaven and Hell. They
take a trip through Hell and see a world of golf courses, casinos, happy
hour every day at 5 o’clock, and many of them sign up. The next day,
when they report to Hell, they are immediately cast into a lake of fire to
spend eternity. “What gives?” they say. “This isn’t what we saw yesterday.”

“That’s because,” says the devil, “yesterday, you were a recruit.”
You might be thinking by now that this is not a book about retention.
But then again, maybe it is.

Recruiters are not the only human touchpoint in the process of finding
and acquiring great talent. Your employees are powerful touchpoints,
too. This constituency often gets overlooked or taken for granted.
Employees are the most critical, most immediate talent community,
and companies are constantly building (or destroying) relationships
with this community.

If companies make talent a priority and work hard to hire the best
Q-Talent available, they must work equally hard to retain that talent, or
all of those initial efforts go to waste. For the purposes of this book,
recruiting and retention cannot be separated from one another.
Attracting and retaining are symbiotic activities. To retain the best
people, business leaders should be thinking about recruiting their own
talent every day.
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Why? For one thing, if you are not continuously recruiting your best
employees, nurturing relationships of value with them as you do with
external Q-Talent, then guess what—your competitors are. Do not
waste time fighting over internal Q-Talent (for example, by restricting
great employees from pursuing compelling opportunities elsewhere in
the organization). Although some restrictions on internal transfers are
legitimate for relatively short-term business reasons, long term, it is in
the company’s best interest to allow Q-Talent to move around to pursue
a career path, stay invigorated, and make your organization a vital place
where Q-Talent can grow.

Additionally, think of all of those recruiting messages, all those great
things you told your potential talent to sell the employment experience
at your company. If those things are not true in practice, they will come
around and bite you on the retention side. In the end, you might build
great recruiting processes, only to find yourself pouring water into a
leaky bucket. Internal practices that do not match up with the “face” of
a company’s recruiting messages will cause the same frustration and
resulting damage to the talent brand as poor recruiting.

When companies do not recruit to the truth, new employees recognize
it and feel immediate resentment. Over the long term, “bait and switch”
recruiting practices will damage your ability to attract and retain
Q-Talent.

Remember, news about a company’s culture is shared on the Internet
and spreads fast. Recruiting efforts that are not honest, respectful, and
gracious can easily create dissatisfaction, even bitterness, and those feel-
ings can last—and multiply. Now the company has two problems: a dis-
gruntled employee who is sharing his resentful feelings both inside and
outside the company and, eventually, an opening to fill again. Only it
gets harder to fill that spot the second or third or fourth time around.
This is a bad cycle for the company.

When does recruiting stop and retention begin? The answer is largely
semantics. Before the offer is made, before it is even accepted, the com-
pany should be thinking about keeping its new talent. Expect your
quality candidate to receive a counteroffer. Expect doubts and anxieties
to surface. Expect him to have to answer hard questions from his per-
sonal influencers, such as family members or friends. It is a good thing
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you have staffed your talent organization with savvy people who under-
stand the needs and priorities of all parties and know how to address
them openly, truthfully, and graciously.

Chances are, you have already got a lot of great talent in your organiza-
tion. Keeping these people happy is imperative not only to operational
success, but also to the success of your talent recruiting strategy.
Referrals from current employees often account for 30 percent to
40 percent of a company’s new hires. Recruiters cannot afford for com-
panies to disenfranchise a resource like that.

Interestingly, this 30 percent to 40 percent of referrals typically comes
from a small percentage of employees. When starting a company, most
people surround themselves with friends and family, the people they
trust the most. When working for a company, however, most people
have a hard time referring friends and family to work there. Doing so is
an emotional, risky proposition. But there are many things these
employees feel comfortable doing that can help spread the word about
your company. It could be as simple as having your talent Web site URL
and its tagline printed on the back of the company’s business cards. It
could be posting flyers at the local university. It could be introducing
someone to a recruiter via e-mail.

For those who do refer candidates, the talent organization should take
steps to identify who is referring the best and approach those people to
see whether they can recommend others for future job openings. In
addition, asking for referrals immediately upon the conclusion of the
hiring process can often increase the response rate. New employees are
excited about their decision to join your company and are looking for
validation from the company, family, and friends. Providing a referral
and getting affirmation from a friend they introduce to this great new
company feeds their excitement and need for validation. Asking early
for referrals from new hires works.

In addition to referrals and some of the other simple steps just
described, one of the most powerful assets (or liabilities) in your recruit-
ing arsenal is simply the way in which employees talk about their jobs.
This is impossible to control completely, but the company can do many
things to ensure that this employee “chatter” helps its recruiting efforts.
Does every employee understand the company’s mission, goals, culture,
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and values? More important, are those values true and relevant to your
employees? If someone asks one of your employees about your company,
would his response reflect the image and philosophy of the company
in the most accurate and persuasive light? If a group of employees takes
a job candidate to lunch and the candidate asks, “What is the company’s
culture like?” would the response be consistent and positive?

Most companies have a mission statement and a codified set of core
values. In case you have forgotten why you created those in the first
place, here is a big reason: You want your employees to unify around
those concepts, not only to achieve business goals, but also to accept
and internalize your mission, values, culture, and everything these fac-
tors represent about what is great about being part of the company. If
the mission statement and company values are relevant and true to
your current employees, they can be a tremendous asset for recruiting.
If employees are satisfied and deeply grounded in the company’s mis-
sion, philosophy, and culture, the “face” that candidates see will validate
the corporate values and reinforce the messages being communi-
cated through the company’s Web site. The candidate will begin to feel
the sense of trust that comes from experiencing consistent behavior
over time.

On the other hand, if the company recruits with false promises—if the
company’s value statements and brand image communicate one story,
but its employees experience something different—what do you sup-
pose the conversations between candidates and employees sound like?
As previously discussed, those conversations, happening online and
offline, can add up quickly in the digital age. The cumulative effect of
any negative word-of-mouth can become a deep, devastating liability to
the talent equation. Your company might never even find out that this
“side conversation” is happening. Companies must continually work to
ensure that they do not create this kind of adversity for themselves. And
it begins on the inside.

Companies that do this right are easy to spot. Southwest Airlines,
whose employees have been profiled on a cable television reality show,
A&E’s Airline, is one example. Southwest’s employees enjoy the latitude
to inject personality, spontaneity, and enthusiasm into their work,
knowing it is part of the company’s brand and understanding the
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acceptable parameters for their behavior. This helps them to be calm,
confident, and empowered in their work. Their attitude, in turn, sup-
ports and reinforces Southwest’s brand identity. Over time, this consis-
tency transforms into long-lasting goodwill among customers as well as
potential talent. The interplay of these forces creates positive momen-
tum that only grows. It is no coincidence that Southwest is consistently
rated one of the top companies to work for.

Furthermore, viewers of the A&E show are exposed to the different
positions at SWA. They see how employees are empowered, the stress
they go through, and the rewards they enjoy. It is a reality show, but at
its heart, it is an employment brand exercise that defines and reinforces
the SWA culture. In this way, candidates who come to SWA have a good
idea of what to expect and, as long as these expectations match their
experiences as employees, SWA will continue to reap the benefits.

Your company might never have its own reality television show, but a
properly positioned, truthful, well-communicated talent brand can
bring the same kind of lasting value that builds over time, whether your
company is an international monolith or a small, neighborhood
landmark.

Chapter 4, “The Cultural Obsession of Work,” discussed the impor-
tance of a talent brand as a way to communicate with potential stars
who are just beginning to learn about the company. Here, the talent
brand comes full circle. If your talent brand messages are more than
just words, employees know it. If those messages are true, your employ-
ees feel it. And when they meet potential new talent, they will show it.

Succession, Development, and Planting the Seed

Previous chapters discussed the importance of succession planning and
talent management plans. Although these steps are critical for the exec-
utive segment, companies also stand to gain tremendous value, both in
terms of economics and employee satisfaction, by extending those
efforts all the way down the line.

No matter how great your recruiting practices, keeping quality people
will always be easier, cheaper, and more productive than finding
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new ones. Yet if most companies hold up the mirror and look at the
programs and processes they have in place, they will likely find that
their retention efforts, like their former recruitment practices, are based
on the same old “arrogance of supply.”

From a purely bottom-line standpoint, even with all of the efficiency
gains and cost reductions that companies can achieve through great
recruiting practices, there will always be a “cost to hire.” From a
productivity standpoint, an open position is an open position, whether
it is caused by inefficient recruiting or a lack of great retention
programs.

The economic benefit of retention can be illustrated with a fact most
often delivered in a marketing context: The cost to acquire is higher
than the cost to retain. For example, if an Internet service provider has
to spend $100 in advertising, promotions, customer service, and inter-
nal processes for each new subscriber, then at $9.95 per month, the
company needs to keep each subscriber for a year or more to make that
investment worthwhile. However, the second year they retain the same
subscriber is pure gravy, and as long as the company continues to pro-
vide good service, there is less reason for the subscriber to leave.

The situation is similar with talent. If a department head leaves, it will
cost you something to replace him. Regardless of whether you have effi-
cient processes, great recruiters, and a super candidate-management
system, there is always a cost to hire.

Furthermore, if the company looks externally to replace the depart-
ment head, chances are fairly good that the external talent will cost a
little bit more. Now you have got a cost to hire, a period of lower pro-
ductivity as the new person is trained, and a higher salary figure to
boot. In this way, turnover can add up quickly in a real, economic sense.

With retention, development, and succession, companies have a solid
way to keep a handle on those costs. By promoting an employee into
the department head role, the company might realize a small reduction
in salary, zero cost to hire, and much less lag time in bringing the per-
son up to speed. These efficiencies can be repeated in moving another
employee into the position vacated by the person who took the depart-
ment head job, and again on down the line to the entry level. In this

u
144

TALENT FORCE



scenario, everybody moves up, takes on more responsibility, gets a
raise—and the company’s costs actually go down. Everyone wins.

Promoting from the inside also allows companies to more selectively
decide where to bring people in from the outside. For example, pro-
moting or even laterally transferring a salesperson who is ready for new
challenges might allow the company to then hire a great salesman they
have wanted on the team. This approach helps keep employees engaged
and fresh, brings their ideas to new areas of the company, and provides
them with more opportunities to learn and grow along the way.

The employee satisfaction element might seem self-evident: If people
have a career path, they are more likely to stay and see it through. If you
feature career development programs in your recruiting messages,
make sure new employees see evidence of those programs soon after
they are hired.

The First Face to Face

With “high EQ” recruiters and employees who are aligned with the
company’s goals and values, you are ready to bring in talent for the first
“face to face.” As discussed in Chapter 5, the company’s careers Web site
should be designed so that it invites and then nurtures a relationship
with everyone who walks into its virtual “lobby.” Its messages should
align with the company’s in a way that taps into the inner motivations
of each participant. It should provide useful information, product and
services discounts, and other valuable content, in the format and at the
intervals of the participant’s choosing.

As previously discussed, all of these efforts and strategies are building
toward the day when the right opportunity comes along and the company
asks its interested, qualified, and available talent-community participants
to express their interest and, for those who qualify, show up in the flesh.

These candidates have visited the company’s career site, joined the talent
community, answered qualifying questions, and have been identified
by the company as desirable talent. They might have been receiving
information and communications from the company for weeks, months,
or even years. If your messages have been consistent, interesting, and
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valuable, the candidates might even feel like they know you. They cer-
tainly will have expectations based on all they have seen and heard
about you.

At this point, the consistency between the company’s messages and its
behavior is put to the test. Remember, hiring is a bidirectional process.
As discussed in Chapter 7, “Talent Goes on Offense,” the candidate is
screening the company as much as she is being screened.

One of the foremost questions in her mind is, “What would it be like to
work here?” She wants to know whether it is as good as it seems or
whether all that talent-community stuff was just a mirage. She might
actually come out and ask the questions, “What is your culture truly
like? Do you enjoy working here? Why?”

Again, these questions, this moment, is why it is so important for the
employment experience to match the experience conveyed by the
recruiting and branding messages. If employees have been treated
inconsistently, if the company has failed to follow through on its prom-
ises, or if its messages simply do not match reality, employees will hesi-
tate before they answer. They might look at each other and smile, roll
their eyes, adjust their glasses before responding. When they do
respond, their voices might contain a hint of cynicism or sarcasm.

These warning flags, however subtle, might not be a make-or-break
issue for the candidate, but they can certainly make a difference. A neg-
ative or confused response might raise questions in her mind: “What
did that answer really mean? Are they hiding something? Do I really
want to be here?” The position might be perfect for her, but if she has
doubts about the company, her decision about whether to work there
will be much more difficult.

This is why it is crucial to constantly reach out to your own employees,
to constantly recruit your own. When candidates ask your employees
these questions, there should be consensus and affirmation. If the can-
didate asks three people those same questions—what is the company
like, do they enjoy working there—and gets an immediate response that
says, “This is how we have defined our culture, these are the things that
we do to put our culture into practice, and this it what it means to me,”
that, too, stands for something. In fact, it means a great deal to most
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people to find out that what they have heard about a company matches
the experience of those who work there. It generates excitement about
the prospect of making a change. Your open position might not be ideal
for her, but her positive impression of the culture may be enough to
swing her decision in your favor.

There are other benefits to involving employees in the hiring process.
Employees might feel privileged to participate in this important
process. They might feel more valued by the company. And the mere act
of expressing the positive aspects of the company can have a rejuvenat-
ing effect on them. The chance to sell the company and talk about their
work in a positive way to someone who really wants to listen can be an
invigorating experience that keeps employees refreshed, recommitted,
and recruiting all the time.

Continuous Improvement: The Key to a Lasting
Competitive Advantage

The cyclic nature of the talent community helps you continuously
attract, capture, and deliver great talent to your organization. In the
midst of this never-ending cycle, how do you stop long enough to find
out whether you are being effective? How do you find out whether peo-
ple perceive that their interactions are consistent with the company’s
brand? How do you know whether the messages and the image you are
spinning in your talent Web are compelling? If so much of the talent
brand reputation is established “underground,” how can a company
bring this reputation to light?

Part of the answer lies in the talent plan discussed in Chapter 3,
“Building a Competitive Talent Organization,” and the talent metrics
described in Chapter 6, “Tangible Talent Measurement.” Each company
may have unique ways of measuring its success, but the ability to
put some kind of measure on progress is a critical component of any
talent plan. You should be measuring how quickly the company is
filling its openings and whether the talent/succession plan has
worked as it should. You should know how the company’s bench
strength has changed over time and what the company’s internal and
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external talent “inventory” looks like. The mere act of creating and
reporting on your talent plan will provide many good indicators of
your progress.

Another important way to get a reading on your recruiting effectiveness
is to take another page from the traditional marketing playbook and
simply ask lots of people—listen and learn. Remember, you now have
a community of prospective talent interacting with the company on a
regular basis. Ask them what is working and what is not. Send them
a link to an automated survey that they can complete on your Web site.
Make it as easy as possible and offer something in return for their
participation.

For candidates who make it to the interview process, ask them to fill out
a survey with questions about their experience or to at least debrief
with the recruiter to share information about their experience.

Ask your employees, too, getting their feedback via open dialogue,
anonymous surveys, and so on—whatever approach best fits your cul-
ture. Ask someone who has recently been hired and someone who
rejected your job offer. Find someone who has recently left the company
and hold an exit interview to dig deep into things that person would
change about your company’s culture. Do not be surprised if you hear
the same manager’s name more than once. Do not be offended if the
person does not like the company. But do find out why.

Regardless of whom you approach, start with four simple words: “We
need your help.” Explain honestly that the programs in question are
new, the talent community is new, and the company needs help to
understand how it can improve itself. Did the recruiting experience
match the person’s expectations? Was it timely and informative? What
would they change about the interview process or, for employees, about
working at the company? Each person’s experience will be unique.
What you need to find are the common themes that might be holding
the company back from being as effective as it can be in attracting and
retaining great talent. Asking these questions requires an open mind
and thick skin, but the payoff can be huge. And just by asking, the com-
pany gains credibility with its constituents by showing that it is self-
reflective and committed to improvement.
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The Gracious Recruiter

At the most basic level, candidates want to be treated well, communi-
cated with, and respected. Whether your message is, “Welcome aboard,”
“Your qualifications don’t match our needs,” or, “You are a great candi-
date, but the timing is wrong,” the way these messages are communi-
cated is important to the candidate, the company, and to the success of
the recruiter herself. “Gracious recruiting” is the principle that everyone
who shows a level of interest in your company should be treated with
courtesy. Courtesy and graciousness involve all of the simple, small acts
that we sometimes forget about but that can have huge implications in
the marketplace for great talent.

Over time, because companies have not made talent the competitive
priority that it should be, candidates have learned to expect the cold
shoulder from HR departments and recruiters. They do not expect any
action, and they do everything they can to bypass these “screeners” and
get straight to the hiring decision maker.

It is unfortunate that courtesy has become a differentiator, but as a
result, a little graciousness goes a long way. From the first greeting,
whether on the Web site, at a trade fair, or elsewhere, a gracious mes-
sage will form a foundation for a relationship of goodwill.

A gracious recruiter is honest with himself and others. He takes the
time to ask questions and fully understand the needs of every partici-
pant in the hiring process. He provides great service, responding imme-
diately to the needs of all his constituencies. He returns value to all
candidates, regardless of whether they meet the company’s needs, by
explaining the process and even spending time with rejected candidates
when possible to help them grow and develop. Instead of asking, “What
do you do?” the gracious recruiter asks, “What do you want to do, and
how can we help?”

A recruiter is not only the face of your new talent organization, but also
the face of your company. Each new applicant is not only potential
Q-Talent, but also a potential customer, partner, investor, and evangelist.
In a world where a lot of people inside of companies have simply for-
gotten how to treat others the right way, the recruiter who approaches
his or her relationships with graciousness and a spirit of service makes
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a noticeable difference and introduces another way to help differentiate
the company over time.

Life is too short to treat people any other way. If there is only one thing
you take away from this chapter, we want it to be this: Be gracious. Your
candidates will benefit, your company will benefit, and, as a recruiter
whose livelihood depends on developing trusting, caring relationships,
you will surely benefit, too.
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9

TALENT FORCES
OF TOMORROW

Forces in Play: Changes in behavior, technology, demographics,
natural resources, and other areas force businesses to
continually look ahead and adapt. Wherever talent scarcity
takes hold, recruiting innovation responds. The most
competitive organizations will be leaders in this space.
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he only constant in the business world is change. When the next
big change comes for your business, will you have the talent you
need to respond?

In addition to everything already on her plate, your Chief Talent Officer
must wear one additional “hat.” To keep your organization ahead of new
forces and fluctuations in the talent market, your Chief Talent Officer
must also be, to some extent, a futurist.

This does not mean you need to go out and hire the next H.G. Wells.
But, just as the Chief Talent Officer must be well-grounded in the real-
ities of the business she supports, she must also have an eye for what is
unfolding beyond the walls of the company.

Many of the ideas discussed in this book will help your organization
tackle the changing talent landscape and meet your need for Q-Talent
today. But what about changes in the next 5 to 10 years and beyond?
What are they, and how can you begin to respond today?

This chapter goes beyond the trends described in Chapter 2, “Talent
Market Demands,” to make several more far-reaching predictions that
will affect the talent market for years to come. Many of the technologies
and processes discussed in this chapter exist today but are not yet
widely accepted or used, especially in the United States. Countries that
are not bound by legacy technologies or processes might be the first to
create and use technology for recruitment in new, interesting, and more
effective ways. Pay attention to how recruiting evolves in emerging
markets, such as China, and technology-saturated markets, such as
Japan and Korea. The competition for Q-Talent is global, and some of
the most innovative ideas for capturing Q-Talent might originate out-
side of your own country’s borders.
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Internet Job Postings Go the Way
of Newspaper Classifieds

They might feel “new” to many companies, but outside of convenience,
Internet job postings do not offer much that newspapers have not been
offering for decades. Online and newspaper classified advertisements
have been “good enough” for many companies, but in a world of inten-
sified competition for Q-Talent, static, uninteresting job descriptions
posted at company and job search Web sites will not attract enough
attention from prospective Q-Talent.

The ineffectiveness of both print and online classified ads will place
increasing pressure on the traditional newspaper business model,
where advertisements, including classified ads, drive the business. Many
newspapers are already struggling to find a new Internet-based model
that can replace this traditional advertising “cash cow.” “Roll-up” strate-
gies, including consolidation, will occur, and new business models will

emerge.

Remember, companies competing for talent need to unlock the “passive
candidate” talent pool. Classified ads have never been the best way to
reach passive candidates, individuals who are happy in their current
positions but are open to considering other compelling opportunities.
With abundant labor supplies of the past, companies have been able to
find someone at just about any time for just about any opening. Rarely
have they assigned anyone with great marketing expertise to help with
job postings.

No more. The idea of talent brands described in Chapter 4, “The
Cultural Obsession of Work,” leading to rich, interactive, informative,
and attractive job- and company-related information targeted at
Q-Talent is about to take a huge leap. Niche job boards and selective tal-
ent communities will increase in popularity as they provide a more effec-
tive way for both companies and Q-Talent to find each other. Just as
commercial media is being splintered by myriad communication for-
mats, including an explosion of cable channels, Web sites, and blogs,
static classified ads will be surpassed by interactive pods, blogs, and feeds.
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Podcasting, VCasts, and Feeds

As with all new technologies, adoption occurs in phases. Each phase
will bring innovations to the way you attract and secure Q-Talent.
Throughout this book, we have shown how technology that is in wide-
spread use today, such as e-mail, Web sites, blogs, and chat rooms,
already affects your ability to hire Q-Talent. Companies, including
IBM, Microsoft, and others, maintain blogs written and managed by
their own employees that provide information about company culture,
projects, and opportunities. Companies are capturing relationships by
asking for prospective candidates’ e-mail addresses and using them to
open a dialogue, create relationships, and build talent communities of
future Q-Talent prospects, as described in Chapter 5, “Building a Talent
Community.”

Efforts to build talent communities will be aided by file formats, such as
Really Simple Syndication (RSS), which enables you to syndicate your
content. Just about any kind of information on the Web can be broken
down and “broadcast” via RSS. Users “tune in” to the RSS feeds in
which they are interested. The feeds are updated whenever changes are
made to the Web pages a person is monitoring.

People who want to learn more about open positions at a particular
company can fill out a profile of their career interests and ask to receive
news of positions that match those interests through an RSS channel, or
“feed.” Any time a position is posted that matches their interests, they
receive an “alert” that the information has been automatically down-
loaded, allowing them to respond quickly if interested. In this way,
companies can communicate with their talent communities almost
instantly. A few Web sites are already doing this today, and many more
will likely be doing it between 2005 and 2010.

Another way to add value to a company’s blogs and Web sites is with
“podcasting.” First developed by former MTV vee-jay Adam Curry in
2004, a podcast is an audio file that can be automatically downloaded,
stored, and listened to using an MP3 player, such as an iPod. (The term
podcasting is a combination of the words iPod and broadcasting.) Curry
saw the huge potential in blogs and wanted to add audio to them.
He teamed with one of the founders of RSS, and yet another new
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communications format was born. Curry now uses podcasting to
broadcast his radio show to a growing audience. No radio, no satellite,
just an audio blog delivered to listeners.

Podcasting, too, will make its way into the talent arena. For example,
some Internet job postings will become audio descriptions from the
recruiter, the hiring manager, or even the CEO. This will enable compa-
nies to convey their passion and sense of urgency about an open posi-
tion through the voices of real people. It will add depth and emotion to
one of the most emotional processes we engage in throughout our
lives—the search for work.

Podcasting is likely to expand to video, and with integrated telephony
slowly realizing its promise, companies will deliver job descriptions to
candidates’ phones, too. Prospective talent will have the option to
receive audio position descriptions by phone or via the Internet. The
telephone approach will also be interactive, allowing the candidate to
submit a profile, answer questions, receive instructions, and perhaps
even have the option to speak directly with a recruiter.

The capability of cell phones to transmit both voice and nonvoice data
has given rise to “VCasts,” short broadcast television episodes created
for viewing on mobile phone screens. In late 2004, Fox TV announced
plans to create VCasts and broadcast them via the Vodaphone and
Verizon networks.

As companies form relationships with prospective talent via their talent
communities (see Chapter 5), they will strive to provide prospective tal-
ent with information of interest. VCasts will be another channel for
doing so, with the ability to provide videos about a special job, company
vignettes, CEO presentations, and other information conducive to
this format.

For example, suppose that an accountant is leaving Manhattan by train
for the 90-minute commute home. He checks his cell phone for mes-
sages and sees that he has one inviting him to view a VCast on a job
opportunity that matches his interests. Is he likely to view it? Yes. Does
it spark his interest in the position? Possibly.

As an extension of this capability, savvy talent organizations that
understand the value of these relationships will partner with their
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marketing colleagues to launch joint marketing efforts that match can-
didates’ interests with relevant products and services in a way that ben-
efits both parties. This opportunity will provide another way for the
talent organization to drive revenue and evolve from “overhead” to
become another profit center.

The convergence of all media channels—cable television, the Internet,
and radio—is driving new content creation and delivery and the busi-
ness models to support them. These developments will have a particu-
larly profound impact in parts of Asia, where personal computers are
relatively rare and most of the “wired” population instead accesses the
Internet via cellular telephones. If the economies in some Asian coun-
tries take off the way many expect, there will be high demand for talent,
leading to the growth of the recruiting industry there and innovative
approaches to acquiring talent.

The Advertising/Marketing Force Meets
the Talent Force

Madison Avenue is managed by executives still living in a 1950s adver-
tising world, pushing advertising concepts from the 1970s at talent liv-
ing in the early twenty-first century. This model must change. Already,
largely due to technology, the way we create and deliver advertising and
marketing messages is changing—quickly.

Creating and delivering effective recruiting messages requires new
thinking, new technology, and changes in the way companies use tradi-
tional recruitment marketing dollars. Again, this area offers an oppor-
tunity for talent organizations to add value to the business by
generating great talent and increased profits.

Let’s revisit the concept of talent communities. Many companies have
already accumulated thousands of relationships through their career
Web sites. Visitors have “opted-in,” agreeing to receive information on
the company or its industry. What type of information are these people
interested in receiving from you? Chapter 5 provided some examples. Are
they poised to participate in a project, if asked? Are they poised to buy?
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If your organization wants to increase sales before the end of the quar-
ter, would your talent community be responsive to a special offer on
certain products? What if the offer included a discount on future prod-
ucts or a “buy-one-get-one-free” proposition?

Some talent organizations will carry these messages even further. When
people register online, some might indicate interest in executive-level
job openings. Demographic research would reveal that people inter-
ested in these positions drive certain cars, take unique vacations, look
for special homes, and so forth. Based on this information, in addition
to its job-related messages, the company might offer a special on
a Calloway Driver, for example, to selected members of their talent
community.

Earlier, we described VCasts. In addition to providing compelling
content via VCasts, companies might offer incentives for people to view
them. This way, the company secures an audience and perhaps piques
the interest of some Q-Talent while viewers get something in return
such as a free product or an offer to participate in a drawing for a great
vacation.

Done correctly, by respecting members’ privacy and carefully target-
ing the offer to their expressed interests, these efforts can help the
company provide something of value as they work to build talent
relationships.

In an economy where targeted marketing is vital to success, many com-
panies will find a treasure trove of data and relationships right under
their nose in their talent community profiles. If you are in a talent
organization, talk to your marketing counterpart about the potential
value of the people who visit your careers site and develop a strategy for
how to capture and nurture these relationships.

If you are in marketing, invite your organization’s talent leader to work
with you to drive revenue through their department.

And if you lead a company, recognize that your talent and marketing
organizations share a goal to sell your company to their respective audi-
ences. Challenge these organizations to work together to achieve long-
term company goals. Encourage them to abandon legacy processes and

Chapter 9 Talent Forces of Tomorrow

u
157



try new, creative approaches. Give them a timeline and make it clear
how you will measure their success.

Beyond the efforts you pursue within your company, a new industry
designed to advertise and market to Q-Talent will develop and thrive.
New concepts that provide more targeted marketing and recruiting ini-
tiatives will yield better results for companies and talent alike.

The Television Industry “Gets It”: Just About
Everyone Works

Chapter 4 described how work and the pursuit of work is increasingly a
cultural obsession. Work, jobs, and improving our economic lives will
become even more ingrained in the public consciousness than they are
today. In much of the industrialized world, television is also a big part
of the public consciousness. So it is not surprising that much of what
people see in their living rooms every night on TV deals with the world
of work and careers in some way.

How will a burgeoning recruitment industry take advantage of this
medium? One group in Southern California created the Career
Entertainment Channel to deliver cable TV programming about work.
Taking this simple idea one step further, an organization could create
an ecosystem of television programming about jobs, careers, and the
pursuit of better jobs and careers.

A careers network will emerge—the “early MTV” of career-related pro-
gramming—that delivers not only entertainment but also information,
news, and content that brings employers and talent together. It might
feature the following:

* A career-and-business news show, such as ESPN’s SportsCenter,
delivered multiple times per day

* A career biographies show profiling well-known business lead-
ers and their career moves

A business version of Bravo’s Inside the Actor’s Studio, where a
prominent business school dean could interview well-known
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business professionals and students could ask questions in a
real-time, open classroom setting

* Reality shows that build off NBC’s The Apprentice and depict
job candidates or new hires experiencing a job search, inter-
view, or on-the-job training

A careers network is also a natural place to join the two most powerful
media in the world: television and the Internet. This type of program-
ming would provide a compelling reason for viewers to go back and
forth between their television and the Web. As discussed earlier in this
chapter, VCasts are already combining TV programming with cell
phone delivery. Companies, including content providers and advertis-
ers, will take advantage of this convergence. The demographic for
career-related TV programming is as focused as they come. Any com-
pany interested in reaching out to job seekers will have a new sweet spot
for their advertising dollars. The network’s online integration could
also be a revenue generator. For example, VCasts of one reality televi-
sion show were expected to cost between 50 and 90 cents to download.
Micro-transactions will merge with new methods of content delivery to
provide new forms of revenue.

Talent Personalization

Personalization technology will continue to mature far beyond recom-
mending CDs and books. Web sites, such as Amazon and Google,
already have personalization technologies that model our behavior and
serve up targeted advertising. We already carry a great deal of personal
information around on our credit cards—even your gas station knows
who you are. When you combine portable, personal information with
emerging technologies, such as Wi-Fi, radio frequency ID tags, content
management and personalization software, customer relationship
management software, GPS devices; and future technologies, such as
information-encoded smart chips, smaller Flash-memory devices, and
retina scans, the possibilities are staggering.

Personalization is a form of artificial intelligence. For many business
applications, personalization provides a way of knowing about an
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individual—his interests, needs, past behavior, and skills—and using
that information to provide relevant products and services.
Personalization raises privacy concerns that need to be addressed.
However, as new technology protects us from privacy violations, per-
sonalization will become a bigger part of our everyday lives, including
how we will manage our careers and jobs. How will personalization
affect the talent market?

Personalization will allow job-related information to be provided in a
more targeted way. For example, when someone uses search engines,
such as Yahoo! and Google, relevant job listings will be exposed based
on personalized data the searcher has provided. For example, if some-
one searches for a medical report and has revealed via his personalized
data that he is a doctor, the site can provide search results, as well as
additional links to relevant boards or companies. A truck driver obtain-
ing route maps via Mapquest might receive targeted offers or other
information based on his position and the areas where he travels.

Other near-term advances might help bring about far-reaching results
in the quest for Q-Talent. Japan and some Scandinavian countries are
starting to use cell phones as credit cards. Shoppers hold phones up to
an electronic sensor, enter a personal ID number, and their card is
charged for purchases made. This is a growing industry, and many
believe that the cellular phone will evolve to perform many functions
beyond communications, becoming a repository for personal informa-
tion, much like an electronic wallet.

Another twist on the electronic wallet idea is that credit cards will
evolve to serve this purpose. Micro-transactions, where the billing for
small credit card purchases (such as 99-cent song downloads) are held
and bundled together for one transaction at the end of the billing cycle,
allow people in emerging countries to use credit cards. This might be
the last barrier to the piece of plastic becoming the place where we
carry our resumés, profiles, and life stories. And with a swipe or a pass-
through, we can choose to let someone else know what we do for a
living—and what we would /ike to do for a living.

Using a bit of imagination, what if those interested in fielding new
job offers could program their electronic wallet—whether a cell
phone, credit card, or other device—allowing recruiters to access this
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information and approach them with relevant opportunities? As the
candidate, you might be standing in a hotel lobby and someone would
approach you, already knowing what you do for a living and your job
search criteria, and ask whether you would be open to doing something
else, which, according to the information you have made available,
could be a perfect fit. When you attend a tradeshow or job fair, you
could swipe your card upon entry, making the event a much more two-
way experience, as you not only seek out people of interest, but they
seek you out, too.

There are many science-fiction-like scenarios for how recruiting might
evolve. In the film Minority Report, the character John Anderton, played
by Tom Cruise, has personal information embedded in his retina. In
one scene, as he walks down a street, holographic advertisements scan
his retina and access a database to find out who he is and what he has
purchased. In response, female images, most likely ones that meet his
interest, deliver personalized and suggestive messages.

Today, retina scan technology is being tested in airports in Germany.
With an aging population and an economy that is looking to reinvent
itself, Germany might need to recruit Q-Talent outside its borders.
When retina scan technology matures, Germany would have the capa-
bility to immediately know where new arrivals are from, and in some
cases what they do, as they are entering the country. Why wouldn’t they
market their great jobs and great lifestyle to visiting professionals? To
make this type of marketing even more targeted, Germany could ask
visitors to proclaim their work title on their visa. Each professional
entering the country could also be entered into a countrywide talent
database. Certain companies or government organizations might even
have priorities set up within the program.

With this system, when a prospective candidate visits Oktoberfest and
walks by a tourism display, his or her cell phone or retina could be
scanned, and job-related invitations or opportunities could be deliv-
ered by a German model guaranteed to catch the person’s eye.

The key to unlocking the potential of these technologies is to find a bal-
ance between their capabilities and the standards and expectations of
human interaction. Most likely, laws will be required to protect individ-
uals from those who would abuse these capabilities. For example,
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privacy laws might require that visitors be allowed to “opt-in” to per-
sonalization systems and require companies to ask for permission
before capturing personal information about its customers or using
that information to provide personalized shopping or other services.

The Force of Change

Our work defines us, gives us sustenance, and provides meaning in our
lives by allowing us to contribute to the greater good. The reasons that
we work might not change, but the way the work, where we work, and
why we work are changing dramatically. Our talent—properly applied,
developed, and managed—is the foundation of success for us and our
organizations, companies, and nations.

In the Introduction, we shared a biblical parable about talent. The story
asked a question that we ask again today: Do we figure out how to take
one talent and turn it into 10, or do we bury our talent in the ground to
protect what we have? Developing our talent and putting it to the best
possible use is part of what it means to be human. To reach our full
potential as individuals, organizations, and countries, we must embrace
our talents every day. As organizations, we must act now to make sure
that we have the right people at all levels of our company and that we
will continue to have the talent force we need for years to come.

We choose whether to develop our talent and how to apply it. We
choose to find solutions to challenges or to accept the status quo. It is
time to accept the charter to use our talent as individuals, companies,
and nations to promote good and to find solutions for greater prosper-
ity and peace. No matter who we are, where we live, or our chronolog-
ical age . . . it’s time. What an awesome challenge. Let’s begin.

“The best time to plant a tree is 20 years ago. The second best time is now.”

—Ancient Chinese proverb

Peace, health, and happiness.

u
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