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Attracting and On-Boarding People
What Really Works

As signs of recovery bring recruitment and on-boarding into sharp focus across all sectors, Consult-HR
and Stuart Allan at Hammerson plc hosted a group of HR and talent leaders, to explore how to attract
the people they need for the future.

With many of their organisations seeking to transform themselves for what lies ahead, the group also
asked how they could enable talented new hires to board a vehicle moving at full pelt in a new
direction.
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How does your organisation attract the right people — BREAKFAST NOVEMBER 2013
those who will really contribute, be in it for the long haul
and build the future? Michael O’Keeffe from The

Innovation Beehive described how to use employee value EMPLOYEE VALUE PROPOSITIONS
propositions (EVPs) to define the deal you offer — what

WHAT’S THE DEAL?

TRANSPLANTING VITAL ORGANS
you get from an employee in return for what you give as
MANAGING TRANSITIONS

an employer. Creating clarity about what employees
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value in an organisation or a role means you can make a
clear employment offer that attracts, motivates and TEN TALENT COMMANDMENTS

retains the right people.

Use customer insight techniques

He described the power of applying customer insight
techniques, common in marketing, to build an employee
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y they like their job and the RECRUITMENT
organisation, and then building in 20% stretch to reflect
aspirations of what that experience could be. This stretch
can link to strategic initiatives, like BP's Customer Mania, INNOV %TION
and help find the people who will deliver the
organisation’s ambitions and evolve its DNA.
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Julia Lence from BP outlined how they used this approach
with UK BP Retail, to decrease turnover and improve staff
satisfaction and customer service. Developing the EVP
collaboratively with staff helped them to own it and also
generated some surprising insights. Roles that the
executive team had viewed as tough due to the constant
workload took a positive spin: “It’s never boring here”.

Can you keep your promise?

The process of developing an EVP can also surface some
uncomfortable home truths about what life is really like
within an organisation. The senior team needs to be
ready to hear this and find ways to respond. While your
EVP needs to have some aspiration in the mix, it’s a kind
of brand promise and needs to be tested against reality.
Promising more than you can deliver to potential
employees sets everyone up for disappointment and can
be a costly error.

Bring it to life

Once BP had developed its proposition, it breathed life
into it with some practical tools, such as an online
recruitment tool, and actions to bring the values to life,
such as holding senior leadership meetings out at
terminals and renaming Head Office as the Support
Centre. Michael O’Keeffe’s advice is to continually find
ways to communicate and reinforce your EVP through
the words you choose, iconic actions which make a
statement, physical working environment and people
processes.

Around the table it was striking how many large
organisations did not have a clearly defined EVP, resulting
in mixed and ultimately muted messages in the job
market. Michelle Lawton of Consult-HR saw this
reflected in briefs for senior roles. Functional skill and
experience requirements tend to be well-defined, but
cultural fit was often conveyed off-the-cuff by the hiring
manager and missed the opportunity to send clear and
consistent signals that attract the right people.
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Around 40-50% of senior outside
hires fail to achieve desired results

Managing transitions

Once you've attracted a great person, how do you get their talents in
play? Mike Vessey from MDV Consulting said that in many
organisations: “People think that if you find a person with the right
skills and track record, and put them in the right place, they will be
successful. Sadly this is all too often not the case.” Research confirms
that around 40-50% of senior outside hires fail to achieve desired
results and the odds aren’t much better on people promoted
internally.

Organ transplant failure

Common traps are leaders who see superficial similarities between the
new situation and their last and recycle their previous approach, as
well as organisations that recruit for skills and approaches they are
lacking but find them hard to swallow when faced with them day-to-
day. Mike likened the new hire transition to an organ transplant - both
the organ and the body need support to ensure neither is rejected by
the other. And both need time to adjust and recover: the individual
and their new boss, colleagues, customers and team. This means
organisations need to think systemically about all stakeholders and
how to enable the vital new organ to thrive and serve its purpose.

Typically it takes six months for a new leader to break even — for the
contribution they make to pay back the investment they consume
through on-boarding. Putting together the potential opportunity cost
of underperformance, or worse, the individual's failure leading to
interim and replacements costs, plus the impact on engagement and
productivity in the wider team, the business case for managing
transitions is clear.

Laying the foundations

Rachel Walden from Halliburton pointed to the assessment process as
vital to helping someone land. Beyond ensuring the right choice, the
process needs to enable the potential hire to touch enough
stakeholders to get a feel for the real EVP, and for those stakeholders
to feel part of the decision. At G4S, on-boarding begins before the
person starts, with the individual and the organisation both laying the
groundwork for a good start. More broadly, good baton passes
between recruitment, L&D and HRBPs are key to success, and this is
being built into processes at organisations like London Stock Exchange
Group.
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EMPLOYEE VALUE PROPOSITIONS

1. DEVELOP COLLABORATIVELY, USING
CONSUMER INSIGHT TECHNIQUES

2. TEST OUT - DOES IT REFLECT REALITY, IS IT
APPEALING TO THE RIGHT PEOPLE?

3. COMMUNICATE AND REINFORCE
CONTINUALLY IN WORDS, ICONIC ACTIONS,
WORKING ENVIRONMENT, AND PEOPLE
PROCESSES

4. TAKE IT OUT INTO THE MARKET AND USE IT
TO SEND STRONG SIGNALS

TRANSITIONS

5. TRANSITIONS START WITH AN ENDING - HELP
PEOPLE LET GO OF OLD RESPONSIBILITIES
AND HABITS

6. USE STORIES TO HELP NEW PEOPLE ABSORB
THE CULTURE

7. THINK SYSTEMICALLY ABOUT HOW TO
SUPPORT PEOPLE IN TRANSITION

8. USE RITE OF PASSAGE EVENTS TO HELP
NEWLY PROMOTED PEOPLE SHIFT GEAR AND
STEP UP

9. USE TRANSITION PROGRAMMES TO
ACCELERATE THE PROCESS OF NEW HIRES
BECOMING PRODUCTIVE

10. CAREFUL TIMING IS CRUCIAL IN TRANSITION
INTERVENTIONS

Mazzy Cameron from eBay explained how it helps
new starters to bring their own style in the right way
and accelerate the process of becoming productive.
When eBay people are promoted to Director, they
participate in a Director Accelerator programme, to
make sure that “their functionality shifts as well as
their job title". This involves senior executives and in
many ways is as developmental for them as the
participants. There is a strong focus on what it
means to direct using stories and shared design of
the event — participants working out what they need
and how to develop it.

Mazzy also talked compellingly about being really
clear about the handful of non-negotiables that
come with a role, and making sure people are
equipped and motivated to deliver these basics as a
minimum. New Directors recruited externally take
part in a 100 day review process, starting with
connecting within 30 days of arrival to focus on on-
boarding. In these very early days, it’s impossible to
make informed plans, so this happens in detail at a
second check in around 60 days. At 90 days a
consultant gathers 360 feedback, to gauge how
effectively the new leader is getting their talents in
play, and works through this with them at a 100 day
review. Rachel Walden reminded us that with
interventions involving a new leader and their team,
timing is crucial - too soon and there are not enough
reference points, too long and perceptions have
already hardened.

Closing the loop

Finally, how powerful it would be to learn about an
organisation and the type of people who flourish
there through transition interventions, and play this
back into the EVP — using these insights to build
organisations fit to survive and thrive in the future.
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