                                              Recruitment

                                                         Recruitment


CHAPTER-IV
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 “From the outside looking in, you can never understand it. From the inside looking out, you can never explain it.”- Unknown.

4.1: Concept of Recruitment

Recruitment is the process of attracting qualified applicants for a specific job. The process begins when applications are brought in and ends when the same is finished. The result is a pool of applicants, from where the appropriate candidate can be selected.
According to Flippo, “Recruitment is the process of searching for prospective employees and stimulating and encouraging them to apply for jobs in an organization.”1
In the words of Yoder, “Recruitment is a process to discover the sources of manpower to meet the requirements of the staffing schedule and to employ effective measures for attracting that manpower in adequate numbers to facilitate effective selection of an efficient working force.”2
4.2: Objectives of Recruitment
The objectives of recruitment are given below:

i)   To attract and encourage more candidates to apply in the organization;
ii)  To create a talent pool of candidates to enable the selection of best candidates for the organization;
iii) To determine present and future requirements of the organization in conjunction with its personnel planning and job analysis activities;
iv) To link the employers with the employees;
v)  To increase the pool of job candidates at minimum cost;
vi)  To meet the organization’s legal and social obligations regarding the composition of its workforce.
4.3: Steps in Recruitment Process
The recruitment and selection is the major function of the human resource department and recruitment process is the first step towards creating the competitive strength and the recruitment strategic advantage for the organizations. Recruitment process involves a systematic procedure from sourcing the candidates to arranging and conducting the interviews and requires many resources and time. A general recruitment process is as follows:

1.Identify vacancy

1. Edwin B. Flippo: Personnel Management, Sixth Edition, Mc-Graw Hill, New York, 1984, P.131. 
2. Dale Yoder and Others: Personnel Management and Industrial Relations, PHI, New Delhi, 1975, P.63.

2.Prepare job description and person specification

Advertising the vacancy

Managing the response

Short-listing

Arrange interviews

Conducting interview and decision making
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Fig. 3: Recruitment Process
4.4: Recruitment Policy
In today’s rapidly changing business environment, a well defined recruitment policy is necessary for organizations to respond to its human resource requirements in time. Therefore, it is important to have a clear and concise recruitment policy in place, which can be executed effectively to recruit the best talent pool for the selection of the right candidate at the right place quickly. Creating a suitable recruitment policy is the first step in the efficient hiring process.
Components of Recruitment Policy: The components of recruitment policy are mentioned below:
1. The general recruitment policies and terms of the organization

2. Recruitment services of consultants

3. Recruitment of temporary employees

4. Unique recruitment situations

5. The selection process

6. The job descriptions

7. The terms and conditions of the employment

An effective of recruitment policy of an organization should be such that:
1. It should focus on recruiting the best potential people.

2. To ensure that every applicant and employee is treated equally with dignity and respect.

3. Unbiased policy.

4. To aid and encourage employees in realizing their full potential.

5. Transparent, task oriented and merit based selection.

6. Weightage during selection given to factors that suit organization needs.

7. Optimization of manpower at the time of selection process.

8. Defining the competent authority to approve each selection.

9. Abides by relevant public policy and legislation on hiring and employment relationship.

10. Integrates employee needs with the organizational needs.
4.5: Sources of Recruitment
Various sources of recruitment may be classified into two broad categories, namely internal sources and external sources.
Internal Sources: It is a recruitment which takes place within the concern or organization. Internal sources consist of the following:
a) Transfers: Employees are transferred from one department to another according to their efficiency and experience.
b) Promotions: The employees are promoted from one department to another with more benefits and greater responsibility based on efficiency and experience. 
c) Demotion: Demotion of present employees according to their performance.
d) Retired and Retrenched Employee: Retired and Retrenched employees may also be recruited once again in case of shortage of qualified personnel or increase in load of work.
e) Deceased and Disabled Employees: The dependents and relatives of deceased employees and disabled employees are also done by many companies so that the members of the family do not become dependent on the mercy of others.
Merits of Internal Sources of Recruitment

i)   Morale of existing employees improves when they would be preferred in filling up vacancies at higher levels.
ii)  It promotes loyalty and commitment among employees.
iii) Suitability of existing employees can be judged better.
iv)  Present employees are already familiar with the organization. Therefore, time and costs of orientation and training are low.
v)   Trade unions prefer internal sources of recruitment. 
vi) Labour turnover is reduced.
vii) The advantages of using internal recruiting is that it is cheaper to advertise and waste less time trying to look for people.
Demerits of Internal Sources of Recruitment

         i)  It can negatively affect morale and commitment of those not promoted.

ii) It also promotes individual competition for promotion, which can affect cooperation and      collaboration.

iii) There is also a lack of new employees from the outsides leads to a lack of new ideas and                                                                                                                                            approaches.

iv) All vacancies can not be filled up from within the organization.
         v) This source of recruitment is not available to a newly established enterprise.

vi) The choice in selection is restricted. 

External Sources: External sources of recruitment have to be solicited from outside the organization External sources consist of the following:    
            1. Advertising:  There is a trend toward more selective recruitment in advertising. This can be effected in at least two ways. First, advertisements can be placed in media read only by particular groups. Secondly, more information about the company, the job, and the job specification can be included in the advertisement to permit some self-screening.
2. Employment Agencies:  Additional screening can be affected through the utilization of employment agencies, both public and private. Today, the public employment agencies in several States are well-regarded, particularly in the fields of unskilled, semi-skilled and skilled operative jobs. In the technical and professional areas, however, the private agencies appear to be doing most of the work. Many private agencies tend to specialize in a particular type of worker and job, such as sales, office, executive or engineer.

3. Employee Referrals:   Friends and relatives of present employees are also a good source from which employees may be drawn. When the labour market is very tight, large employers frequently offer their employees bonus or prizes for any referrals that are hired and stay with the company for a specific length of time. Some companies maintain a register of former employees whose record was good to contact them when there are new job openings for which they are qualified. This method of recruitment, however, suffers from a serious defect that it encourages nepotism, i.e. persons of one’s community or caste are employed, who may or may not be fit for the job.

4. Schools, Colleges and Professional Institutions: Offer opportunities for recruiting their students. They operate placement services where complete bio-data and other particulars of the students are available. The companies that need employees maintain contact with Guidance Counsellors of Employment Bureaus and teachers of business and vocational subjects. The prospective employers can review credentials and interview candidates for management trainees or probationers. Whether the education sought involves a higher secondary certificate, specific vocational training, or a college background with a bachelor’s, masters’ or doctoral degree, educational institutions provide an excellent source of potential employees for entry-level positions in organizations. These general and technical/ professional institutions provide blue-collar applicants, white-collar and managerial personnel.

5. Labour Unions:  Firms with closed or union shops must look to the union in their recruitment efforts. Disadvantages of a monopolistically controlled labour source are offset, at least particularly, by savings in recruitment costs. With one-fifth of the labour force organized into unions, organized labour constitutes an important source of personnel.

6. Casual Applicants: Unsolicited applications, both at the gate and through the mail, constitute a much-used source of personnel. These can be developed through provision of attractive employment office facilities and prompt and courteous replies to unsolicited letters.

7. Professional Organizations or Recruiting Firms or Executive Recruiters:  These firms are looked upon as ‘head hunters’, ‘raiders’ and ‘pirates’ by organizations which lose personnel through their efforts. However, these same organizations may employ “executive search firms” to help them find talent. These consulting firms recommend persons of high calibre for managerial, marketing and production engineers’ posts.

8.  Indoctrination Seminars for Colleges Professors: These are arranged to discuss the problem of companies and employees. Professors are invited to take part in these seminars. Visits to plants and banquets are arranged so that the participant professors may be favourably impressed. They may later speak well of a company and help it in getting the required personnel.

9. Unconsolidated Applications: For positions in which large numbers of candidates are not available from other sources, the companies may gain keeping files of applications received from candidates who make direct enquiries about possible vacancies on their own, or may send unconsolidated applications. The information may be indexed and filed for future use when there are openings in these jobs.

10. Nepotism: The hiring of relatives will be an inevitable component of recruitment programmes in family-owned firms, such a policy does not necessarily coincide with hiring on the basis of merit, but interest and loyalty to the enterprise are offsetting advantages.

11. Leasing: To adjust to short-term fluctuations in personnel needs, the possibility of leasing personnel by the hour or day should be considered. This practice has been particularly well-developed in the office administration field. The firm not only obtains well-trained and selected personnel but avoids any obligation in pensions, insurance, and other fringe benefits.

12. Voluntary Organizations: such as private clubs, social organizations might also provide employees – handicaps, widowed or married women, old persons, retired hands, etc., in response to advertisements.

13. Computer Data Banks: When a company desires a particular type of employee, job specifications and requirements are fed into a computer, where they are matched against the resume data stored therein. The output is a set of resumes for individuals who meet the requirements. This method is very useful for identifying candidates for hard-to-fill positions which call for an unusual combination of skills.
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Fig.4: Sources of Recruitment
Merits of External Sources of Recruitment
         i) As recruitment is done from a wider market, best selection can be made irrespective of caste,
         sex or religion.
         ii) Expertise and experience people from other organization can be brought.
         iii) It helps to bring new blood and new ideas into the organization.

Demerits of External Sources of Recruitment

         i)  It is more expensive and time-consuming to recruit people from outside.
ii) As the employees being unfamiliar with the organization, their orientation and training is              necessary.
iii) If higher posts are filled from external sources, motivation and morale of existing staff are                                                                                                                                                                 affected.
4.6: Factors Affecting Recruitment
All the factors affecting recruitment can be classified into two categories. These are internal                                                            factors and external factors. These are discussed below:
          Internal Factors
          The internal factors or forces which affecting recruitment and can be controlled by the organization are:
        1. Recruitment Policy: 

The recruitment policy of an organization specifies the objectives of recruitment and provides a         framework for implementation of recruitment programme. It may involve organizational system to be   developed for implementing recruitment programmes and procedures by filling up vacancies with best qualified people
2. Human Resource Planning:
Effective human resource planning helps in determining the gaps present in the existing manpower of the organization. It also helps in determining the number of employees to be recruited and what qualification they must possess.

 3. Size of the Firm:
 The size of the firm is an important factor in process. If the organization is planning to increase its                           operations and expand its business, it will think of hiring more personnel, which will handle its operations.
4. Cost: Recruitment incur cost to the employer, therefore, organizations try to employ that source of recruitment which will bear a lower cost of recruitment to the organization for each candidate.
          5. Growth & Expansion:
         Organization will employ or think of employing more personnel if it is expanding its operations.
External Factors
     The external factors or forces which affecting recruitment and can not be controlled by the organization are:
         1. Supply and Demand of Manpower:
The availability of manpower both within and outside the organization is an important determinant in the recruitment process. If the company has a demand for more professionals and there is limited supply in the market for the professionals demanded by the company, then the company will have to be depending upon internal sources by providing them special training and development programs. 
2. Labour Market:
Employment conditions in the community where the organization is located will influence the recruiting efforts of the organization. If there is surplus of manpower at the time of recruitment, even informal attempts at the time of recruiting like notice boards display of the requisition or announcement in the meeting etc will attract more than enough applicants.

         3. Image or Goodwill:
         Image of the employer can work as a potential constraint for recruitment. An organization with positive image and goodwill as an employer finds it easier to attract and retain employees than an organization with negative image. Image of a company is based on what organization does and affected by industry. For example finance was taken up by fresher MBA’s when many finance companies were coming up.

        4. Political, Social & Legal Environment:
Various government regulations prohibiting discrimination in hiring and employment have direct impact on recruitment practices. For example, GOI has introduced legislation for reservation in employment for scheduled castes, Scheduled tribes, physically handicapped etc. Also, trade unions play important role in recruitment. This restricts management freedom to select those individuals who it believes would be the best performers. If the candidate can’t meet criteria stipulated by the union but union regulations can restrict recruitment sources.

         5. Unemployment Rate:
One of the factors that influence the availability of applicants is the growth of the economy (whether economy is growing or not and its rate). When the company is not creating new jobs, there is often oversupply of qualified labour which in turn leads to unemployment.

         6. Competitors:
         The recruitment policies of the competitors also affect the recruitment function of the organizations. To face the competition, many a times the organizations have to change their recruitment policies according to the policies being followed by the competitors.

4.7: Methods of Recruitment
Dunn and Stephen 3 have broadly classified methods of recruitment into three categories:
a. Direct:  In this method, recruiters visit colleges and technical schools, e.g. Infosys, the Tata Group, Accenture, IBM, Siemens and several other companies maintain continuous relationship with institutions to hire students for responsible positions.
b. Indirect:  This involves advertising in newspaper, radio, T.V., journals etc. Advertising can be very effective if its media is properly chosen.

c. Third Party Methods: This include use of commercial or private employment agencies, placement officials of schools, recruitment firms etc. Friends and relatives of present employees are also a good source from which employees may be drawn as part of the "Buddy Referral" programs.
3. J.D. Dunn and E.C. Stephens: Management Personnel: Manpower Management and Organizational   Behaviour, Mc Graw Hill, New York, 1972, P.99.

Review and Discussion Questions
1. Define Recruitment.
2. Write down the factors that influence recruitment.
3. Briefly describe the different sources of recruitment.
4. State the merits and demerits of internal sources of recruitment.
5. State the merits and demerits of external sources of recruitment.
6. “Recruitment is a motivating process” – Explain the Statement.
7. Read the case study and identify the problems and their solutions
XYZ Ltd. has vacancy for Taxation Manager. Therefore they call candidates for interview and selected Mr.X for the same position. XYZ Ltd. issued offer letter so that Mr.X can resign and join as earliest as possible to XYZ Ltd. Mr.X told that he will be joining w.e.f. 1st April, 2009. Mr.X resigned from his present company and started handovering his charge.

After two week XYZ Ltd.'s CEO call HR Manager and asked to cancel offer issued to Mr.X and inform to him. Immediately HR Manager informed to his boss Sr.Vice President HR about the same. But he said OK I will discuss with CEO. But one day gone he did not reply.

HR Manager wrote email to Mr.X as follows, so that Mr.X will make alternative arrangement or he will withdraw his resignation.

“Dear Mr.X,
This has reference to our offer letter issued to you on 7th March, 2009. Further we would like to inform you that we have internal problem, therefore you are advised not to leave your present job till further our instruction.

Regards,

HR Manager"

This email copy marked to Sr.Vice President HR, too. Immediately he called HR Manager and fired about the same. Why you wrote email to candidate. He advised me that let Mr.X join our company on 1st April, 2009. We will issue him on 2nd Termination letter saying poor performance. In this case our company will be saved.

But can you advise me is it real HR practice. Who was correct in this case? or advise another alternative in this case.
Regard,
HR Manager
XYZ Ltd.
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