
How-To Make Your Search a Top
Priority For Your Recruiter

Since  Recruiters  are  paid  strictly  on  a  commission  basis,  we  are  constantly
evaluating our workload to determine where we should be focusing our efforts.
We do this for two reasons: 1) to ensure our client company’s needs are being
met, and 2) to ensure a placement is made, and a commission is earned.

The elements of a search assignment that we use as a basis of our evaluation are
as follows:

An urgent need to fill the position.
A well defined and realistic idea of the job candidate you are looking for.
An open line of communication with the hiring manager.
A commitment to work as a team to attract and hire top talent.
Prompt return of phone calls and feedback on job candidates submitted
and interviewed.
A fair and competitive salary is being offered.
The company is attractive to potential job candidates.
A fair fee agreement has been signed.

When we receive a job order, we evaluate these elements to categorize the search
into one of three classifications:

“A” Search – This classification means the search contains all of these elements.
This type of search will get our full attention, meaning we will:

Conduct  a  thorough search  of  our  database  of  current,  qualified  job
candidates.
Conduct a search of our database of job candidates we know that have the
right background, but are not yet qualified job candidates.
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Tap into our networks for referrals to qualified job candidates.
Cold calling into competitor companies to lure their employees to your
opportunity.
Give weekly updates as the search progresses.

“B” Search – This classification means there are some elements missing, but it’s
still a pretty good search. It will still get our attention, but takes a back seat to
the A searches. For this type of search we will:

Conduct  a  thorough search  of  our  database  of  current,  qualified  job
candidates.
Conduct a search of our database of job candidates we know that have the
right background, but are not yet qualified job candidates.
Keep the position in mind as we recruit for our A client companies.
Submit job candidates only after our A client companies have had first
right of refusal for them.

“F” Search – This classification means most or all of the elements are missing.
It’s not important to the client company, so it’s not important to us. For this type
of search we will:

Keep the position in mind as we recruit for our A and B client companies.
Submit possible job candidates only after the A and B client companies
have had first right of refusal.

ACTIONS  THAT  LOWER  A  CLIENT
COMPANY’S CLASSIFICATION
Let’s elaborate on some of the search elements listed above, and how a client
company’s actions can reduce the attractiveness of a search assignment.

Prompt Feedback on Job Candidates
If it takes more than 2 or 3 days to get some initial feedback on a job candidate, it
can kill the momentum and interest the Recruiter has worked so hard to instill in
the job candidate. It also tells the Recruiter that filling this position is not urgent.
Also, the better job candidates usually have other options. There is ALWAYS a



need for top talent and they will most likely choose to go to a place that shows
interest in them and appears more organized during the interviewing process.

Bottlenecks in Communication
If a Recruiter is told “you have to direct all communications through HR”, in most
cases that will drop the search to at least a B level search, if not an F. This is not
an insult to HR departments, but is more indicative of the problems with this type
of approach. The person in HR is usually a lower level person that may not fully
understand what a hiring manager is looking for in a job candidate, and probably
also has several other open requisitions on their desk, as well as other duties
outside of the recruiting process. Often times these people are overworked and
outside  of  their  area  of  expertise.  It’s  inefficient  to  ask  them to  funnel  the
appropriate  job  candidates  to  you when they  might  not  know what  that  job
candidate looks like, or how to select them.

Also,  as  part  of  matching a possible  job candidate to  a  company and job,  a
Recruiter needs to have some contact with the hiring manager to get a feel for
personality  fits  and  departmental  culture  (management  style,  departmental
priorities in the coming months, etc.). HR should certainly by kept in the loop in
all communications and activities with the job candidates, but if that is the ONLY
communications allowed with a client company, it  is extremely rare that that
client company will ever get to the “A” priority.

Too Much Authority in the Wrong Hands
In cases where a lower level HR representative is given the authority to review
job candidate resumes, or conduct an initial phone interview, and then make the
decision of whether or not the hiring manager will even see the job candidate’s
resume, we will decline the search 90% of the time. This may seem like a stream
lined approach to recruiting, but it often backfires in the following ways:

VERY  few  people  in  the  lower  levels  of  HR  have  a  strong  enough
understanding of the roles of Regulatory, Clinical, and Quality to be able
to decide who is a good job candidate and who isn’t.
An  HR  employee  or  contract  Recruiter  intentionally  stalling  on  a
Recruiter’s job candidate to see if  they can find someone stronger by



themselves to preserve job security.
An HR employee showing favoritism for a particular search firm’s job
candidate because they like that search firm better, or got a nice gift
basket from them.

The hiring manager misses out on some very good job candidates and is unaware
any of this is going on. The Recruiter can move on to another search assignment,
but the client company’s job remains open.

If  One  Recruiter  is  Good,  Maybe  Five
Would Be Better
Don’t count on it. You may be thinking that you will have more eyes and ears in
the market looking for you, however, there is a limited supply of job candidates in
the Regulatory, Clinical, and Quality fields, and even fewer that are considered
top talent.  If  several  Recruiters are calling the same people,  two things will
happen; none of which are good for you.

First – the qualified pool of job candidates will begin to wonder what’s wrong
with that  company,  thinking that  they are really  desperate needing so many
Recruiters because:

The opportunity isn’t very appealing.1.
The company must be disorganized.2.
The job opening has an overwhelming workload, and no one else wants to3.
step into that situation.
The company is looking for just any “warm body” to fill the position.4.

Second – the Recruiters will hear that these job candidates are getting calls from
several other Recruiters for this position, and they will immediately drop them to
a B or F level search.

You may think you have 4, 5, or 10 Recruiters out there working for you when in
fact you have 4, 5, or 10 Recruiters that have placed your search on the back
burner and have moved on to searches that have a better chance of being filled.



Cutting the Recruiter Out of the Interview
Process
This is one that really makes no sense and, luckily, doesn’t happen too often. The
Recruiter submits a job candidate you like and you want to interview them. You
decide to  handle  setting up the interviews and contacting the job candidate
yourself, without involving the Recruiter. It sends the message you don’t trust the
Recruiter. Even more important, you shut yourself off to the inside knowledge the
Recruiter has already obtained during their screening process to see if the job
candidate is right for your job. For example, we inquire as to whether the job
candidate is  motivated by salary,  title,  a  new set  of  responsibilities,  etc.  Job
candidates are less guarded about discussing their concerns with their Recruiter
than they would be with a potential employer. If the job candidate gets hired, you
still have to pay the Recruiter’s fee – why not get the absolute most for your
money? Let the trained Recruiter do their job and earn their fee.

Deteriorating Facilities
You may think this is not very relevant to the decision-making process for a job
candidate that is considering an offer from a company, but it’s actually in the top
3 or  4  factors  on their  list.  A  job  candidate  is  not  only  looking for  a  good
opportunity, with a chance to progress in their career, but also a pleasant place to
spend 40+ hours a week of their lives. If the building is run down, dimly lit, and
depressing, you are fighting an uphill battle in the war for talent.

When we have a job candidate turn down an offer, and the money, title, and scope
of responsibilities are all in line with what they are looking for, the next reasons
that come up are either the commute, or the facilities. After a job candidate’s first
interview, we always ask them if they can picture themselves working for the
company. If they say “not without getting a good shrink”, you will have a difficult
time getting them on board and offering more money probably won’t do the trick.

Reverse the roles for a minute and consider this. If a job candidate came in to
interview for a job wearing ripped jeans and a tee shirt with their favorite band on
the front, and had little life to their personality, chances are you would pass on
that job candidate. Even if they have the perfect background for the job, and you



also have another really good job candidate (but not quite as good as the sloppier
job candidate) that is in contention for the job, who showed up dressed much
more professionally, you will most likely choose the one that made the better
impression. It’s no different for a job candidate considering a new job.

Too  Many  Decision  Makers  in  the
Interview Process
The more people involved in the interviewing process that get to cast a deciding
vote, the more likely the job is going to remain open for a very long time, or
possibly never get filled. While you will want the job candidate meet with all of
the people that  are considered critical,  and the people they will  be working
directly  with,  you should  try  to  limit  the  number  of  people  that  can cast  a
“deciding” vote to 2 or 3. Any more than that and you significantly decrease your
chances of getting a unanimous approval.

If you’ve had some difficulties getting results from recruiters on past searches,
maybe you can look back and see where some of  these elements  may have
contributed to the poor results. Or if a recruiter was doing a good job for you and
then stopped producing,  call  them and ask if  anything has changed on your
search.  Sometimes  things  are  going  well  with  the  recruiter  and  the  hiring
manager, but they keep running into roadblocks or getting different instructions
from HR (or vice versa) causing enough confusion and conflict to lower your
search ranking.

Of course, it could also be that you were choosing the wrong recruiter for the job.
But that’s a discussion for another article.

If you have comments or a story to share, we would love to hear them. And if you
have questions, we would love to hear them too.


