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4.0 OBJECTIVES

After studying thisunit, you should be ableto:

e  describethe purpose and importance of recruitment

e identify the factorsaffecting recruitment

e discusstherecruitment policies, methodsand process
e explaintherecent trendsinrecruitment

4.1 INTRODUCTION

The human resources are the most important assets of an Organization. The success
or failureof an Organizationislargely dependent on the caliber of the peopleworking
therein. Without positive and creative contributionsfrom people, Organi zations cannot
progress and prosper. In order to achievethe goals of an Organization, it isnecessary
to recruit peoplewith requisiteskills, qualificationsand experience. Whiledoing so,
they haveto keep the present aswell asthe future requirements of the Organization
inmind. Recruitment isdistinct from Employment and Selection. Oncetherequired
number and kind of human resources are determined, the management hasto find the
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placeswhere the required human resourceswill be available and a so find the means
of attracting them towardsthe Organi zation before sel ecting suitable candidatesfor
jobs. Inthisunit you will learn about the purpose and importance of recruitment,
factorsaffecting recruitment, recruitment policies, methods, process, and recent
trendsin recruitment.

4.2 RECRUITMENT-MEANING AND IMPORTANCE

Edwin Flippo defined” Recruitment asthe process of searching for prospective
employeesand stimulating them to apply for jobsin the Organization.” Recruitment
involves estimating the avail abl e vacancies and making suitable arrangementsfor
their selection and appointment. In order to attract peoplefor thejobs, the

Organi zation must communicate the position in such away that job seekersrespond.
To be cost effective, the recruitment process should attract qualified applicantsand
provide enough information for unqualified personsto self-select themsel ves out.
Thus, the recruitment process beginswhen new recruits are sought and endswhen
their applicationsare submitted. Theresultisapool of applicantsfrom which new
employeesare selected.

Thegenera purpose of recruitment isto provideapool of potentialy qualified job
candidates. Specificaly, the purposesareto:

e Determinethe present and future requirements of the Organizationin
conjunctionwith itspersonne-planning and job-analysisactivities.

e Increasethepool of job candidatesat minimum cost.

e Helpincreasethe successrate of the selection process by reducing the number
of visibly under qualified or overqualified job gpplicants.

e Hepreducethe probahility that job applicants, oncerecruited and sel ected, will
|eavethe organization only after ashort period of time.

e Beginidentifying and preparing potential job applicantswho will be appropriate
candidates.

e Induct outsiderswith anew perspectiveto lead the Company.

e Infusefreshblood at al levelsof the Organization.

e Develop an Organizationa culturethat attracts competent peopleto the
Company.

e  Searchfor peoplewhose skillsfit the Company’ svalues.

e Devisemethodologiesfor assessing psychologicd traits.

e  Searchfortalent globally and not just within the Company.

e Designentry pay that competeson quality but not on quantum.

e Anticipate and find peoplefor positionsthat do not exist yet.

e IncreaseOrganizationa andindividual effectivenessinthe short term and long
term.

e Evauatetheeffectivenessof variousrecruiting techniquesand sourcesfor all
typesof job applicants.

Management hasto attract more candidatesin order to increase the selection ratio so
that the most suitabl e candidate can be sel ected out of thetotal candidatesavailable.
Recruitment ispositive asit aimsat increasing the number of applicantsand selection
issomewhat negative asit sel ectsthe suitable candidatesin which the unsuitable



candidates are automatically eliminated. Though, thefunction of recruitment seemsto
be easy, anumber of factors make performance of recruitment acomplex one.

4.3 SOURCES OF RECRUITMENT

The sourcesof recruitment may be broadly divided into two categories. internal
sources and external sources. Both havetheir own meritsand demerits. Let us

examinethese.

4.3.1 Internal Sources

Personswho are already working in an Organization constitutethe ‘interna sources .
Retrenched employees, retired empl oyees, dependents of deceased employees
generaly constitutetheinternal sources. Whenever any vacancy arises, someone
from within the Organization isupgraded, transferred, promoted or even demoted.

Merits and demerits of internal sources of recruitment

Merits

Demerits

Economical: The cost of recruiting
internal candidatesisminimal. No
expenses are incurred on advertising.

Suitable: The Organization can pick the
right candidates having the requisite
skills. The candidate can choose aright
vacancy where their talents can be fully
utilized.

Reliable: The Organization has the
knowledge about suitability of a
candidate for a position. This supports
the saying ‘Known devils are better than
unknown angels!’

Satisfying: A policy of preferring people
from within offers regular promotional
avenues for employees. It motivates
them to work hard and earn promotions.
They will work with loyalty, commitment
and enthusiasm.

Limited Choice: The Organization is
forced to select candidates from alimited
pool. It may have to sacrifice quality and
settle down for less qualified candidates.

Inbreeding: It discourages entry of
talented people, available outsidethe
Organization. Existing employeesmay fail
to explore innovative ways and inject
necessary dynamism to enterprise
activities.

I nefficiency: Promotions based on length
of service rather than merit, may prove to
be ablessing for inefficient candidates.
They do not work hard and prove their
worth.

Bone of contention: Recruitment from
within may lead to infighting among
employees aspiring for limited, higher level
positionsin an organization. Asyearsroll
by, the race for premium positions may
end up in abitter race.

4.3.2 External Sources

Externa sourceslieouts dean Organization. The Organization can havethe servicesof:

(8 Employeesworkinginother Organizations,

(b) Jobaspirantsregistered with employment exchanges,

(c) Studentsfrom reputed educational ingtitutions;

(d) Candidatesreferred by unions, friends, relativesand existing employees,
(e) Candidatesforwarded by searchfirmsand contractors;

(f) Candidatesresponding to the advertisements, issued by the Organization; and

(99 Unsolicited applications walk-ins.

Recruitment
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Merits and demerits of external sources of recruitment

Merits

Demerits

Wide Choice: The Organization has the
freedom to select candidates from alarge
pool. Persons with requisite qualifications
could be picked up.

Injection of fresh blood: People with
specia skills and knowledge could be
hired to stir up the existing employees
and pave the way for innovative ways of
working.

Mativational force: It helpsin
motivating internal employeesto work
hard and compete with external
candidates while seeking career growth.
Such a competitive atmosphere would
help an employee to work to the best of
hisabilities.

Long term benefits: Taented people
could join the ranks, new ideas could
find meaningful expression, acompetitive
atmosphere would compel peopleto give
out their best and earn rewards, etc.

Expensive: Hiring costs could go up
substantially. Tapping multifarious sources
of recruitment is not an easy task either.

Time consuming: It takes time to
advertise, screen and test, to select
suitable employees. Where suitable ones
are not available, the process has to be
repeated.

De-motivating: Existing employees who
have put in considerable service may
resist the process of filling up vacancies
from outside. The feeling that their
services have not been recognized by the
organization, forces them to work with
less enthusiasm and motivation.

Uncertainty: There is no guarantee that
the Organization will ultimately beableto
hire the services of suitable candidates. It
may end up hiring someone who does not
fit and who may not be able to adjust in
the new setup.

44 METHODS OF RECRUITMENT

Themethods of recruitment can be broadly divided into two: internal methodsand

externa methods.

44.1 Internal Methods

Thefollowing arethe most commonly used internal methods of recruiting people.

1. Promotionsand Transfers: Promotion and Transfersare used tofill vacancies
fromwithinthe Organization. A transfer isalateral movement withinthe same
grade, from onejob to another. It may lead to changesin dutiesand
responsibilities, working conditions, etc., but not necessarily salary. Promotion,
onthe other hand, involvesmovement of employeefrom alower level positionto
ahigher level position accompanied by (usualy) changesin duties,

respongbilities, statusand value.

2. JobPosting: Job posting isanother way of hiring peoplefromwithin. Inthis
method, the Oorgani zation publicisesjob opening on bulletin boards, e ectronic
method and similar outlets. One of theimportant advantages of thismethod is
that it offersachanceto highly qualified personsworking within the Company to
look for growth opportunitieswithout ooking for greener pasturesoutside.

3. EmployeeReferrals. Employeereferral meansusing personal contacts of
employeesto locatejob prospects. It isarecommendation from acurrent
employeeregarding ajob applicant. Thelogic behind employeereferral isthat
“it takesoneto know one’. Employeesworking inthe Organization, inthiscase,



are encouraged to recommend the names of known persons, working in other Recruitment
Organizationsfor apossiblevacancy inthe near future.

Infact, thishasbecome apopular way of recruiting peoplein the highly competitive
sectorslikel T, Retailing, etc.

442 External Methods

Thefollowing methods are used to recruit the people from outside:

1. CampusRecruitment: Thisisadirect method of recruiting peopleby visiting
academicinstitutions such as collegesand universities. Heretherecruitersvisit
reputed educational institutionswith aview to pick up job aspirantshaving requisite
technical or professional skills. Job seekersare provided information about thejobs
and therecruiters, in advance. The Company getsadetailed profile of job seekers
through constant exchange of information with respective ingtitutions.

2. Advertisements: - Companies give advertisementsto attract prospectivejob
seekers. Theseinclude advertisementsin newspapers; trade, professional and
technica journas; radio and television; etc. In recent times, this medium hasbecome
just ascolourful, lively and imaginative as consumer advertising.

3. Private Employment Sear ch Firms: Search firmisaprivate employment
agency that maintains computerized listsof qualified applicantsand suppliestheseto
employerswillingto hirepeoplefromthelist for afee.

FirmslikeArthur Anderson, Bobleand Hewitt, ABC consultants, SB Billimoria,
KPMG; Ferguson Associ ates offers speciaized employment-rel ated servicesto
corporate housesfor afee, especially for top and middielevel executivevacancies.

4. Employment Exchanges: Asastatutory requirement, Companiesare also
expected to notify (wherever the Employment ExchangesAct, 1959, applies) their
vacanciesthrough the respective Employment Exchanges, created all over Indiafor
hel ping unemployed youith, displaced persons, ex-military personnd, physicaly
handicapped, etc.

5. GateHiring and Contractor s: Gate hiringisthe method of recruitment used by
small and medium sized Organizationsgenerally where semi skilled workersare
required. Thejob seekers present themselves at thefactory gate and offer their
servicesonadaily basis. Contractorsare al so used for the supply of such personnel.

6. Unsolicited Applicants/ Walk-ins: Companiesgenerally receive unsolicited
applicationsfrom job seekersat various pointsof time. The number of such
applications depends on economic conditions, theimage of the Company and thejob
seeker’s perception of thetypesof jobsthat might beavailableetc. Such applications
aregenerally kept in adatabank and whenever asuitable vacancy arises, the
company would intimate the candidatesto apply through aformal channel.

Sincerecruitment and sel ection costs are high (search process, interviewing agency
fee, etc.) firmsinrecent timesaretrying to look at alternativesto recruitment
especialy when market demand for firm'’s products and servicesissluggish.
Moreover, once employeesare placed on the payroll, it may be extremely difficult to
removethemif their performanceismarginal.
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Check Your ProgressA

1. DefineRecruitment.

45 RECRUITMENT PROCESS

Recruitment processinvolves asystematic procedure from sourcing the candidatesto
arranging and conducting the interviews. This process requires many resourcesand
time. Look at the Figure 4.1 which showsthe process of recruitment. Let uslearnthe
stepsto beinvolved in the process of recruitment.

| dentify vacancy
job description and person specification
Advertising thevacancies

Short-listing

1

2

3

4. Managing theresponse
5

6. Arranginginterviews
7

Conducting interview and decision making
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Figure 4.1: Recruitment process

Therecruitment processisimmediately followed by the selection processi.e. thefina
interviews and the decision making, conveying the decision and the appointment
formalities.

4.6 RECRUITMENT VS. SELECTION

Sofar you havelearnt the meaning, importance, sources, methods and process of
recruitment. Let usnow learn about recruitment v/s selection and the new trendsin
recruitment.Both recruitment and selection are the two phases of the employment
process. Thedifferences between thetwo are:

1.

Therecruitment isthe process of searching the candidatesfor employment and
motivating them to apply for jobsin the Organization; whereas selection involves
the series of stepsby which the candidates are screened for choosing the most
suitable personsfor vacant posts.

The basic purpose of recruitmentsisto create atalent pool of candidatesto
enablethe selection of best candidatesfor the Organization, by attracting more
and more employeesto apply in the Organization whereas the basi ¢ purpose of
selection processisto choosetheright candidatetofill the various positionsin
the Organization.

Recruitment encourages more and more candidatesto apply whereas selection
involvesrejection of the unsuitable candidates.

Recruitment isconcerned with coll ecting the sources of human resources
whereas selection is concerned with sel ecting the most suitable candidates
through variousinterviewsand tests.

Thereisno contract of recruitment whereas sel ection resultsin acontract of
service between the empl oyer and the selected candidate.
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4.7 NEW TRENDS IN RECRUITMENT

Many Companiesare moving away of conventional recruitment methods. The new
methodsfollowed by Companiesare outsourcing, poaching/raiding and e-recruitment.

4.7.1 Outsourcing

Outsourcingisaprocess of transferring abusinessfunction to an external service
provider. Inrecruitment out sourcing, acompany completely transfersthe selection
processor part of it to athird party. The outsourcing firms help the organi sation by
theinitia screening of the candidates according to the needs of the Organization and
creating asuitable pool of talent for thefinal selection by the Organization.
Outsourcing firmsdevel op their human resource pool by employing peoplefor them.
These human resource poolswill be made availableto various Companiesasper their
needs.

4.7.2 Poaching/Raiding

Raiding or poaching isamethod of recruitment inwhich competing firmsattract
employeesfromrival firms. In smpletermspoaching may be described asbuying
talent rather than devel oping. Hefty pay packages, other termsand conditions may
attract employeesto join new Organi zations. Poaching isabig challengefor human
resource managers. Poaching weakensthe Organi zations competitive strength
because of employees migration.

4.7.3 E-Recruitment

E-Recruitment isthelatest trend inrecruitment. It isalso known asonline
recruitment. Internet isthe back bonefor E-Recruitment. Companiesadvertisejob
vacancieson different websites. Exclusivejob websiteslike naukr.com, monster.com,
etc help both job seekers and companiesto contact each other. Thesejob sites
provide a24x7 accessto the database of the resumesto the employersfacilitating
Organizationsto hire peoplevery quickly.

Every Company website usually provides' career’ hyper link. Thislink helpsjob
seekersto upload resumein thewebsite. Using the uploaded resumes Companies can
build their own resume database, which can be used for existing and future
requirements. Onlinerecruitment hel psthe Organizationsto automate the recruitment
process, savetheir timeand costs on recruitments.

Check Your Progress B
1.  WhatisE-Recruitment?

2. What ismeant by poaching?




3. Digtinguish between recruitment and selection.

5. Whichof thefollowing statementsare Trueor False?
i)  Recruitment issameasemployment and selection.

i)  Recruitment process beginswhen new recruitsare sought and their
applicationsare submitted.

i) Job aspirantsregistered with employment exchanges congtituteinternal
sourcesof Recruitment.

iv) Employeereferrasarethe external method of recruitment.

V) Arranginginterviewsisoneof theimportant stepsin recruitment process.

4.8 LET USSUM UP

Recruitment isthe process of searching for prospective employee and stimulating
them to apply for jobsin Organization. It involves estimation of vacanciesand making
arrangementsfor selection and appointment. |mportance of recruitment isthat it aims
at increasing the number of applicantsand selection issomewhat negative asit

sel ectsthe suitabl e candidatesin which the unsuitabl e candidates are automatically
eliminated. An organization can recruit the peoplefrom internal sourcesand externa
sources. Internal sourcesare: retired employees, dependents of deceased employees
etc. and external sourcesare: employment exchanges, campusinterview, candidates
referred by existing employeesetc. The methods of recruitment can be broadly
dividedintotwo: interna methodsand external methods. Internal methodsare:
promotionsand transfers, job posting and employeereferralsetc. External methods
are: campus recruitment, adverti sements, employment exchangesetc. The
recruitment processisinfluenced by the size, policy and image of the Organization.
The stepsin recruitment processare: |dentify vacancy, job description, advertising the
vacancies, short-listing, arranging interviews, conducting interview and decision
making. Recruitment and selection are two phases of employment process. The
difference between thetwo isthat Recruitment is concerned with collecting the
sources of human resources whereas selection is concerned with selecting the most
suitable candidatesthrough variousinterviews and tests. In order to keep pacewith
the ever challenging demandsform externa environment many Companiesare
moving away of conventional recruitment methodsand adopting the new methods
which are: outsourcing, poaching/raiding and e-recruitment.

Recruitment
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49 KEY WORDS

Recr uitment: The process of searching the candidatesfor employment and
motivating them to apply for jobsin the Organization.

Selection: Screening employeesto choose most suitable candidate for the job.
Outsourcing: Transferring the selection processto athird party.
Poaching: Attracting experienced employeesfrom competing firms.

E-Recruitment: Taking the help of internet and databasesfor recruitment process.

410 ANSWERSTO CHECK YOUR PROGRESS

(B) 5) i) False ii) True iii) False iv) False v) True

411 TERMINAL QUESTIONS

1) What doyou understand by ‘ recruitment’ ? Explain the process of recruitment.
2) Discusscritically thevarious sourcesof recruitment for employees.
3) Ciritically examinein detail the external methods of recruitment.
4) What isselection? Distinguish between recruitment and selection.
5 Wiriteashort noteonthefollowing:
i) Outsourcing
i) Poaching
iii) E-recruitment
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