
What You Need to Know About 
Recruiting, Hiring, and Managing
by Joanna L. Krotz

Success in business comes from recognizing opportunity, building a strong management team, and marshalling the resources you need to operate. That also means having the right talent in the right place at the right time.
Yet hard-charging, fast-moving entrepreneurs have little time to spare when it comes to recruiting, hiring and managing that talent. Microsoft® Office Small Business Edition 2003 can help.
Using the familiar applications included in Office Small Business Edition 2003 means you don’t need to learn new software. Managing employee performance can also be automated via Microsoft Office. Streamlined solutions help you to create and complete employee appraisals, set goals, and define and track staff development.

Here are the basics about recruiting, hiring, and managing employees. And here’s how Office Small Business Edition 2003, along with the professionally designed templates on this CD, can further your goals and grow your company. Follow these links to the key topics covered in this paper:
· Define your needs
· Where to find job candidates
· Screening saves time and money
· Interviewing: Do’s and Don’ts
· Making the offer
· Managing 101
· Tips for delegating: Do’s and Don’ts
· Making employees feel valued
· Measuring performance and job satisfaction
· Low-cost ways to reward employees
· Managing the new workforce
· Next steps
Define your needs
The first step is to determine the kind of help you need. Sometimes, that’s not as simple as it sounds.
Let’s say your two salespeople are swamped and customers are squawking. The reflex is to hire an additional salesperson. But that could result in yet another harried salesperson and more dissatisfied customers.
What you really need is administrative support that will free up the salespeople you already employ. You might hire an assistant to keep track of sales and customer information. Or you could hire an IT consultant for a month or so to develop a customized inventory system. Maybe all you need is an intern for two days a week to handle schedules, confirm appointments and send out appropriate follow-up materials.
When business gets overloaded, analyze the pain. Don’t automatically hire more of what you already have. Think ahead to the skills you’ll need over the upcoming several months.

Once that’s clear, use this convenient template to jot down an informal description of the job you’re creating and your minimum requirements for qualifications. Include:

· How the new hire will be managed and supervised

· Level of authority and responsibilities

· Specific skills you need, such as computer training or customer contact

· Educational requirements

· Performance expectations

Writing down the job description will help you to select the most efficient recruiting channel, winnow the candidate responses, and speed the interviewing process.

Where to find job candidates

Before recruiting outside the company, review your existing staff. It’s a lot more efficient and cost-effective to hire from within.
If you decide to recruit from the outside, you’ll probably want to advertise for the job in the appropriate journals or magazines. You might also post an ad on industry recruiting sites or on your own Web site.
You can quickly create an ad using Microsoft Office Publisher 2003, the desktop publishing program included with Office Small Business Edition 2003. Publisher 2003 offers convenient tools for creating distinctive and professional-looking print or digital ads (as well marketing and other material, of course).
You can design the ad in Publisher 2003 and then easily modify it for use across multiple recruiting channels and media, including the Web, print, or e-mail. Publisher 2003 also lets you create flyers or postcard announcements that you can post on bulletin boards at industry conferences or professional meetings. 

When you’re done working in Publisher 2003, simply save the templates and use them whenever you need the ad forms again. Creating your own ad ensures that your company branding and logo are consistently and properly displayed. Plus, Publisher 2003 lets you create selected sets of design ideas, like colors, styles, and fonts that complement each together. That means you can choose among the offerings to customize your ad so it stands out amid the clutter, giving you more bang for the buck.

Here are more ideas for recruiting: 

Word of mouth. Share details of your job description with the staff and ask for referrals. You might offer an incentive for any referral that leads to hiring. If cash is tight, promise a day off or a free lunch. Also put out the word with industry contacts and professional associations. Mention your opening when chatting with suppliers and vendors. Word spreads quickly.

Online recruiting. Fast and affordable, online recruiting is increasingly sophisticated. There are now an estimated 40,000 Internet job sites and a single ad can quickly pull hundreds of responses. Just keep in mind that quantity isn’t quality. Before buying and posting an online ad, research the sites likely to turn up candidates qualified for your position. Then compare costs. Look for niche job boards that represent your targeted populations, geographic regions, or interest groups. Many industry association and professional organization sites have job listing channels – often free to employers. To narrow the search for likely sites, canvas employees about where they log on. Quiz applicants you interview. And ask around at trade shows, conferences, or association events to get leads.

Newspaper and trade magazine ads. Classified ads in an appropriate publication will definitely pull candidates in your field. Run your ad a few times and then check responses. Again, ask your staff and associates about which publications, newsletters, trade journals, or daily newspapers they read in order to reach the type of candidates you want. Keep the wording of your ad short and specific.

TIP: To check which publication pulls the best for you, insert a special department or code word in the ad. When applicants send responses, you’ll know which publications turned up which candidates.

Search firms and recruiting agencies. Usually, headhunters are hired for higher-level searches, including specialized talent or executive skills. They charge either contingency fees or retainers. The contingency fee is paid only after a successful hire, including some probationary time on the job, often 90 days. Recruiters on retainer get most of the fee upfront and are paid to search until you choose a candidate or move on. Fees are typically 25% to 33% of the hire’s first year of compensation, including salary, signing bonuses, or commissions. Such fees are always negotiable.

Colleges and universities. A terrific source for full-time, temporary, part-time, or intern help, whether year-round or during summers, colleges are often overlooked as a recruiting channel. To learn about the level of skills and possible candidates offered by local schools, talk to directors of career centers or community outreach programs. Most schools are eager to form partnerships with businesses. Community colleges typically have entrepreneurship divisions with ties to local businesses or chambers of commerce. Chat with deans of departments that match your field and ask about internship programs and career days or fairs you can attend. Also consider placing ads in school newspapers. College websites are a good place to start to find contacts and information.

Screening saves time and money

After all resumes and responses are in, make a preliminary cut. Eliminate any applicants who do not meet your minimum job requirements – which you defined in the job description.

Next, pre-screen the remaining applicants via phone or e-mail or surface mail. Ask them to respond to such questions as their availability, compensation expectations and some specifics about experience. Based on those responses, eliminate the next round of applicants who don’t fit your bill.

Now you have a short, qualified list of applicants to invite in for personal interviews. 

Interviewing: Do’s and Don’ts

Before the face-to-face meeting, ask applicants to fill out an application form so you can later check their background and experience, including references, dates of employment, education, and previous positions. When appropriate, the application form can also include a section that gives you permission for pre-employment medical exams or drug screening. Legally, the form should inform the applicant that giving any false information could lead to termination of employment. Check with an employment lawyer or a human resources expert about the legal wording for such disclaimers before using the forms. Once an applicant signs the form, you’ve then covered the bases.
When interviewing applicants, don’t monopolize the conversation. Be an active listener, which will encourage the applicant to open up. Experts suggest that applicants do 80% of the talking during interviews. Avoid questions about race, religion, age, sexual orientation, national origin, or mental or physical disabilities. These questions are illegal – again, talk to an employment attorney to learn more about what you can and cannot ask.
You can make a rough comparison of applicant skills and presentations by keeping organized interview notes.
TIP: Interview Checklist

· Don’t wing it. Prepare by reading the resume beforehand and developing key questions.

· Do ask open-ended questions to give applicants an opportunity to interact. For instance: “What did you like most about your last job?” instead of: “Did you like your last job?”

· Do explain the mission and the culture of your company as well as the job responsibilities. Hiring is not only about skills; it’s about the fit.

· Do describe the job in detail. Ask the applicant if he or she is prepared to perform at the level you expect. Is there any hesitation?

· Do set up 360-degree interviews. Have the applicants you like best undergo a round of interviews with your staff, including the potential hire’s peer, subordinate, and supervisor. Make sure you listen to staff reactions. That way, you get everybody’s buy-in and you learn more about the applicants.

Consider a “situational interview.” It’s difficult to make hard judgments based on a half-hour or so of chatting. So many companies are now asking applicants to demonstrate their skills or abilities via a job “situation.” Applicants are asked to meet some challenge or solve a problem that might arise on the job. For instance, he or she could be asked to run a departmental meeting, make a sales presentation or deal with an irate customer. Situational interviews give employers more insight into how applicants will cope with the demands of the position. Again, consider getting a lawyer’s advice before creating any audition like this, just to make sure you stay within legal bounds.

Offer employee benefits. It’s smart to step back and review whether your firm is known as a good place to work. Employee benefits are an important factor in attracting and retaining top talent. Many insurance carriers now sell healthcare and/or retirement packages specifically structured for cash-strapped small businesses. These offerings depend on employee contributions so employers pick up only minimal tabs. There are also financial advantages for employers in offering benefits:

· Tax savings. Plan contributions are tax deductible.

· Personal savings. Setting up plans for the staff may net you better benefits for less money than paying for yours alone.

· Payroll savings. Some employees may accept certain benefits as a substitute for higher salaries or raises.


Checking references. Hundreds of job seekers fudge facts or outright lie about their skills, experience, or education. That goes for seemingly inconsequential details and for executive candidates, too.

Do not forget to check references before making an offer. Otherwise, you may land in a heap of legal, financial, or professional trouble. When calling personal and official references, consider these concerns:
· Verify all dates and statements on the resume, including the social security number, all previous jobs, schools attended, and degrees attained.

· Look into criminal records or civil judgments against the applicant. You don’t want a bookkeeper, for instance, who was sued for fraud.

· When appropriate, review professional licenses and certifications to ensure they’re bona fide and up-to-date. 

Background checks. These days, when so much personal data is computerized, you can hire professional pre-employment screeners for as little as $50 or so per request. Third-party background checks are a good idea for certain positions, like security or law enforcement, healthcare, or childcare. More broadly, you ought to invest in deeper screening when employees will interact with the public, work in customers’ homes or offices, or if they will handle financial or other sensitive information. To find reputable screeners, ask associates for referrals, check online, or your local phone directory. Always ask for client references before signing on. 

Such reports range from simply verifying social security numbers to full-dress investigations, much of it from public records, including:

· Education records

· Arrest, court, or criminal records

· Credit reports or bankruptcy filings

· Driving records and vehicle registrations

· Medical records and workers’ compensation

· Military service records

· Property ownership

· State licensing records

· Character references or interviews with neighbors

· Employment verification

State and federal laws police the kinds of information employers can use when making employment decisions, so consult an employment attorney, human resources consultant, or the screener before proceeding.
Making the offer

This is the fun part – when everyone feels like a winner. Just remember to put your offer in writing in order to avoid later confusion or disagreements. Spell out the details and terms, including start date, compensation, and vacation time. You might also cover any special contingencies or agreements, like work-at-home privileges or the use of a company car.

Pay packages and compensation range enormously, of course. Salaries vary with geography, industry conventions, the seniority of the position – as well as the candidate’s experience, talent, and training. So generalizations about compensation are just that – guidelines to give you a working framework. Remember, too, that you make the final decisions, so long as you don’t run afoul of any employment or anti-discrimination law.

You want to offer salaries that are high enough to attract top applicants and not so rich that you eat into your survival or profits. But before you can decide whether your company should pay more, less or the same as other employers for the same sort of work, you need to know the going rate. Learning what’s competitive in your field or industry takes a bit of sleuthing. 

Here are some steps to benchmark the competition and figure out what to pay, as well as a helpful template for Microsoft Office Word 2003 to help you compile the information. 
Track classified ads. Glancing through the Help Wanted sections of newspapers or professional journals will give you a sense of which jobs and experience command what salaries. Look for jobs that are similar to the one you’re offering. Usually, ads give you an approximation of what companies are offering. You can always call the company listed in the ad and ask what the position pays – sometimes it works.

Tap professional networks. Talking to the president of your local professional association or expert panelists at a conference or to other business owners is informative. Also ask recruiters, appropriate consultants, or some of your vendors to learn more.

Check online sources. The Web, of course, is a rich source for salary data. Your first stop should be the U.S. Bureau of Labor Statistics. On the homepage, click “Wages by Area and Occupation” to find salary data. This information, while extensive, may be a few years old. If you're looking for more current data, check business magazine Web sites and issues. Many journals run annual salary surveys, both online and in print.
Don’t forget that if you consistently pay less than the going rate for skills or jobs, employees are likely to look for better paying work soon after being hired. That adds up to constant turnover. Over time, it can cost you more than paying higher salaries in the first place.

Managing 101

The dream of starting a company often begins with the love of doing something – programming, designing, investing, taking photos. But as a business grows, most entrepreneurs must stop doing what they love. They must hire others to do it and then oversee results. The founder’s job becomes coordination and improvement. Those are very different skills. How do you know when it’s time to take a back seat?

· Staff turnover increases

· Everyone starts hiding things from the boss

· The mission is diluted – everyone’s going in different directions

· Key managers and employees keep saying, “We don’t get any time with you.”

Tips for delegating: Do’s and Don’ts

When it comes to loosening the reins, first review your tasks and responsibilities – perhaps in a written list. Check what you’re doing that can be done by someone else or eliminated entirely. Focus on the work only you can do and give responsibility for the rest to subordinates.

When delegating, the first rule is empowerment. Don’t keep second-guessing deputy decisions. 
Other advice: 

· Don’t play favorites. Select the deputy who has the skills to get the job done, not a friend or a favored protégé.

· Make your intentions clear. Communicate your expectations and goals to the deputy. Explain what needs to be accomplished, but don’t tell him or her how to do it. 

· Set up a procedure to review results, whether an informal breakfast once a week or a formal monthly report. 

· Ask for the deputy’s input in getting to your desired goals. You could learn something.

· Introduce the deputy and explain his or her authority to the staff in some formal way, so everyone knows there’s a change. When employees make end runs around the deputy to report to you, don’t fall for it.

· Don’t give and take away. Be consistent about the authority you delegate.

· Never criticize the deputy in front of the staff – or, for that matter, any employee. Always set up a one-to-one, private meeting for feedback – and offer specific, positive ways to correct the problem rather than a list of disappointments.

Making employees feel valued

How you manage your staff and handle their conflicts and goals directly influences the company climate. That weather report – fair or foul – is endlessly broadcast to customers, vendors, suppliers, and everyone else in your industry. Setting policies that make employees want to stick around is cost-effective business. It saves recruiting and training costs, as well. Here are some proven ways to build your company community and keep employees loyal.

Recognize the individual. Let each staff member know that he or she can make a difference. It’s important for the business owner to interact with people. Each workday, don’t rush through the door and immediately head for your office. Stop and chat with employees. No one likes to be taken for granted or feel interchangeable.

Help employees to achieve their dreams and goals. Your company is also their company. If you want them invested in your success, you need to invest in theirs, too. Periodically, meet with each employee to set yearly goals and accomplishments and keep a written record so you can benchmark progress.

Be consistent. Employees don’t like secrets or surprises. Don’t spring things on the staff or make changes without communicating why you’re doing it.

Create an atmosphere of trust. Assume that everyone is doing his best until proven otherwise.

Don’t turn into a lone ranger. Ask for help. Brainstorm with employees and ask for their input to solve problems or develop strategy. It may take a bit more time, but you’ll end up with a happier, more productive staff – and some great ideas.

And, of course, compensate people fairly. 
Measuring performance and job satisfaction

To be effective, feedback for employee performance ought to be open and interactive. A meeting to review expectations and performance helps to build skills and loyalty. And a review guide can clarify expectations on both sides.

You can stick to traditional supervisor-employee reviews, if that’s most comfortable. Just don’t discuss wage increases and job performance in the same meeting. The two issues should be unbundled so you can honestly address each one.

Also consider more casual conversations or occasional one-to-one coffee hours or lunches that let you interact with the employee about goals, job pressures, strategy, and achievements. 

Many companies are moving away from the formal, subjective review by experimenting with continuous, 360-degree, more accurate reviews. This kind of appraisal gives the employee a full-circle view of how he’s perceived by gathering performance reviews from supervisors, subordinates, peers, and sometimes even customers or clients. All comments are strictly anonymous and reviews can be done on a regular basis or following the completion of special projects. 

Keep a written record of the review. That way, you can set benchmarks for the employee’s performance over time. You should also ask the employee to sign and date the review form to indicate that he or she accepts the evaluation and agrees to the goals you’ve both set. 

Too many managers simply ignore poor performance until it’s too late. Yet in most cases, by clearly communicating direction and defining your expectations, you can boost an individual’s performance.

Low-cost ways to reward employees

You don’t have to spend a lot to say, “Thank you.” A spot bonus for performance can be a sharp, quick return, but you don’t even need cash to express appreciation. Many studies have shown that recognition and time off are as effective rewards as money. So don’t avoid rewards simply because cash is tight. Here are 12 low-cost ways to let employees know they’ve done well:

1. Hold an awards ceremony in the office or at a more formal evening venue to grant plaques or certificates or even funny T-shirts.

2. Host award dinners at local restaurants, either for the entire team or as gifts for an employee and a partner.

3. Give the employee a weekend getaway.

4. Give a lottery ticket each week to an employee who performs well.

5. Buy him or her two tickets to a sports event, concert, movie, or play.

6. Offer time off or flexible hours for a specified period of time.

7. Take out an ad in the local newspaper or a trade journal that thanks the employee or the team.

8. Donate money or time to a charity or organization designated by the employee.

9. Send out a card or special announcement to the company’s clients recognizing the employee’s efforts.

10. Give the employee a training course of his choice.

11. Put the employee in charge of the company or a department for a day.

12. Assign more high-quality and demanding work. Offering more challenging assignments tells employees you appreciate what they are doing and you trust them to handle more responsibility. And it provides training and experience.
Managing the new workforce

Increasingly, success hinges on the quality of work done outside the office by a new breed of independents for hire.

Smaller businesses, in particular, reap benefits from teleworkers and free agents, such as contract workers, freelancers, self-employed experts, and independent consultants. Owners save big-time on the costs of space, maintenance, and resources. They’re able to recruit and retain better talent by outsourcing certain functions and letting experts work from home.

But the management challenges change dramatically when dealing with either remote or contract workers. 

When setting up any telecommuting management, first leverage the power of today’s affordable technology. 

Both Microsoft Office Small Business Edition 2003 and Microsoft Windows® SharePoint™ Services 2003, a component of Windows Small Business Server 2003, allow for easy collaborations of offsite or remote workers. With Windows SharePoint Services you can set up a Web site for document storage and retrieval that gives every user check-in and checkout privileges, maintains a document version history, and offers other benefits as well. Users can find and share data while you’re protected from losing any information or records.

TIP: By integrating Office Small Business Edition 2003 with Windows SharePoint Services, remote employees can collaborate and plan, schedule and interact with one another in real time. Plus, teleworkers will be comfortable using familiar Office applications.

Here’s how to get the best out of the contemporary workforce: 

Managing teleworkers

Evaluate the workspace. Remote offices should be set up to get the job done as well as protect you from liability. Spaces need proper lighting and workstations. Work out written agreements for IT, legal, and insurance issues. Who owns the equipment? How will you handle maintenance? Who’s responsible for what sort of injuries? What about state worker compensation laws? Visits themselves may cause conflict. Can you drop in to an employee’s home any time, just as you’d wander into an on-site office? Some companies limit liability by hours and others by defining the workspace. Get expert advice to ensure you’re adequately protected.

Stay in touch. Communication and follow-up with isolated employees demand special and consistent effort. After all, every on-site staffer takes one look at the boss’ face and instantly gets a company weather report. For remote workers, relying on e-mail will not cut it. Pick up the phone, often. Bring in teleworkers for periodic updates to maintain ties with the rest of the staff.
Bridge HR and IT. What happens when a teleworker calls in sick? Do you even believe it? If he doesn’t need to get dressed and travel to work, surely he can put in at least a half-day, right? It’s a tough call. And how can mobile workers take advantage of company benefits or training programs? HR forms, benefits, and policies must be as immediately accessible and clear to remote workers as they are to on-site employees.
Measure productivity, not activity. Offsite staffers have a hard time proving themselves. Teleworkers may be slower to achieve promotions because they don’t have face-to-face relationships with the boss or manager. Create clear remote-performance benchmarks.

Managing free agents

Explain the mission and job. Often, contingency help is hurried into starting tasks and then left isolated. Some companies don’t even bother to introduce the worker or to tell the staff why he was hired. Instead, arrange for a formal orientation. Tell the worker why you’re hiring a contingency worker, what the company is about and, as a possible incentive, what kind of training or learning he can achieve while on the job.”

Define your needs. If a permanent position is an option down the line, say so. The more honest you are, the better the work you’ll get. If you do plan to hire, tell temps this is a tryout and you’d like to see their best efforts and how well they can contribute.
Review policies and benefits beforehand. Several government agencies take dim views of any company that hires “temporary” workers as a way to save on permanent worker benefits or taxes or to avoid laws and regulations. There are federal compliance issues about worker status for immigration, employment discrimination and harassment, and wage and hourly entitlements. Then there are state issues about worker compensation and injuries. Have a lawyer review your policies. And make sure your benefits plan clearly defines which categories of employees are covered by the company plan and which categories are excluded. If yours is like most companies, you can't afford to be on the hook for every temporary or contract worker.
Protect yourself. Depending on the work and the worker, you may want to ask a contract employee to sign a nondisclosure release or a confidentiality agreement before beginning work. You can draft a simple document that says the worker agrees not to use any information he learns on the job or to compete with your company for a period of one year.
To a large degree, the process of recruiting, interviewing and managing comes down to combining respect with common sense. Treat employees as if they’re ready, willing and able to do the job – and the likelihood is they will be.
Next Steps
To learn more about how Office Small Business Edition 2003 can help more effectively recruit and manage your employees, visit the following resources:

· Templates to help you build your team Customizable templates for Office 2003 that cover the key recruiting concepts discussed above. 

· Templates to help you manage your team More customizable templates to help you keep the team running smoothly.

· Microsoft Office Small Business Edition 2003 demo. Learn about the features and capabilities of Office Small Business Edition 2003 in this self-guided, interactive tour.

· Office Online An essential resource with thousands of additional templates, clip art and media, assistance articles, business services, training, product information, and more for Office. Visit the special section for human resources professionals.
For more management advice, visit the Web site http://www.muse2muse.com for Joanna Krotz's company, Muse2Muse Productions.
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