Developing an Internal, Dedicated Sourcing Team

Six key questions to ask
By: Shally Steckerl

In the Recruiting Leadership forum, Amy Johnson asked some key questions about how to design and
build an internal team dedicated exclusively to sourcing. In my book, Electronic Recruiting 101, 1 review in
detail the structure of a successful centralized sourcing team.

But the question wasn't a request for an infomercial. Amy asked some specific questions about building a
sourcing team inside of a corporation, so I would like to offer my perspective based on having been
instrumental in building several sourcing teams (Motorola, Cisco, Coke), architecting and managing two of
my own (Google, Microsoft), and consulting on the design of numerous others.

Question 1: Do you currently have a dedicated team?

Yes, it's absolutely critical in order to reach the deepest of the talent pools, or those candidates who don't
take the initiative to seek out career opportunities on their own. Check out this Kennedy Audio recording
about just this subject, as well as the article I published in ERE's Journal in February 2006. (You can get
past Journal issues here.)

Question 2: What metrics do you use to measure the team's success?

There are so many ways to measure, and only a few experts I can point to who totally understand them.
People like Dan Kilgore and Dan Hilbert, or websites like Staffing.org and HRmetrics.org, can give you the
full scoop. From having led my own teams, I advise that you do not forget to establish a baseline and
track trends over time, not just take snapshots.

Anyone can look like they are flying if you take their picture while they are in the middle of a jump shot,
but then again, anyone can look like a loser if you take their picture while they're in the middle of defeat.
Don't take two-dimensional metrics; make sure there is enough comparison to clarify what the
measurements mean, not just show the "current state" of your team.

Therefore, be sure to track the following metrics:

. Sum of offers accepted (all the salaries added up)
. Number of hires

. Costs (total burdened cost of recruitment)

. Costs per hire

. Time to fill (be careful where you start counting)

. Customer satisfaction
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. Quality of hire
Question 3: How does the team interact with the client?
The answer is very carefully.

I'm trying to be funny, but this is really important. If you are too aggressive, you will alienate recruiters
because you are dealing too directly with hiring managers and leaving recruiters out of the process.

If you aren't aggressive enough, you will be relegated to a basement function that nobody knows about
and you will be the first to get cut when budgets are tight. Deal with each group in the way your customer
wants to be dealt with.


http://ere.net/erenetwork/groups/posting.asp?LISTINGID=%7b2C5519E7-7E1A-451E-BE0F-08E71A4807C2%7d
http://www.kennedyinfo.com/audio/JustInTime/
http://www.crljournal.com/pdf/CRLcover_0206.pdf
http://www.crljournal.com/past-issues/
http://www.ere.net/articles/db/D89CC5F6881B4A24A9A344D6E5FF0D37.asp

Not all your customers are going to want multiple points of contact (recruiter, sourcer, account manager,
staffing manager, HR contacts, etc.), yet some will want to know who to go to for each function. Negotiate
what is best for you customer group (business unit, branch, division) but include your hiring managers,
business leaders, staffing leaders, and the recruiters in this discussion.

Question 4: What service level agreements are put in place between the recruiters and
sourcers?

The short answer is to keep it simple.

The more complex answer is to provide a simple commitment that explains what is needed, what you
guarantee to deliver if you get what is needed, and a promise that "if we deliver that, then this is what
you promise to do in return" works best. If you need an attorney to decipher your SLA, then your
customers won't know what to make of you.

Question 5: When do the sourcers hand off the candidate?
The short answer is when the candidate tells them to.

In some industries, candidates don't mind being approached by sourcers, but in others they would prefer
the first call to come from a hiring manager, or even a business leader. Only you know your industry well
enough to answer this.

Generally speaking, you want to hand off at the most natural point in the conversation, where there's the
least potential for friction or drop off. There are a few places in the process where there is less friction:
before you call/email the lead for the first time; when they are being scheduled for an interview; and
when they show up for their interview.

One of those three should suit your candidates fine, but there are other places like technical phone
screens and "initial conversations" with hiring managers where a natural handoff can occur.

Question 6: What challenges have you run into?

The short answer is that I have encountered all of them. This can be a very complex sell into the
organization. The top-10 roadblocks I've seen include the following:

1. The expectation that the sourcing team will deliver a short-term solution to what is a long-term
problem.

2. Lack of buy-in from upper management after a leadership change, restructuring, re-org, etc.

3. Oops, we have to cut the budget! Oh, I know, let's start by cutting this sourcing team because
we don't really understand what value they add.

4. Recruiters afraid to pick up the phone and follow through with leads that have been sourced.
5. Hiring managers not having a clue how to treat a candidate who still needs a bit more romancing.

6. Recruiters thinking of sourcers as junior (i.e., thinking sourcers want to grow up someday and be
a "real" recruiter).

7. Inadequate contact management technology, both in the CRM system as well as the applicant
tracking system.

8. Over-reliance on email as the initial outreach.
9. Lack of follow up with future-interest candidates.

10. Failure to invest in the development and training of the sourcing team (yes, even sourcers can
learn a few things!).

Naturally, the list goes on. Each environment will provide its own opportunities or obstacles. One thing
you can do is bring someone in as a consultant who has done it before to help you architect the team from
the ground up. Perhaps they can help you tool up and get things rolling, then staff your team and leave it
ready for you to manage.
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