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Recruitment Framework



Methods 

Message

Agency

Job



Job Characteristics
What does the job entail and what are the requirements?

• Job tasks and requirements (competencies, education, 
responsibility, expectations, workload, working conditions, 
emotional labor)

• What does the job provide? 
• Salary, benefits, training, working arrangements, incentives, 

autonomy, support, feedback, meaningfulness, equipment, 
supplies, policies and procedures, other rewards

Job



Agency Characteristics

•Agency mission and values
•Organizational culture and climate
•Leadership 
•Leadership support
•Agency reputation

Agency



Individuals Targeted
Overall

• Education and experience
• Competencies (knowledge, skills, abilities, other 

characteristics)
Specific subgroups

• New and past candidates 
• Recent and upcoming grads
• Racial and ethnic minorities
• Veterans, teachers



Message

Information Shared—Explicitly and Implicitly
• Job Characteristics

• What the job entails and what the requirements are
• What the job provides in return

• Agency characteristics
• Fairness, transparency, respect, efficiency, 

competence



Methods

How Agency Reaches and Communicates with 
Targeted Individuals
1. Pre-Application

• Job boards, hiring events, recruiters, videos, web site, 
employee referral, social media, university outreach, 
resume search

• Passive vs active sourcing



Methods

How Agency Reaches and Communicates with 
Targeted Individuals
2. Post-Application

• Frequency, speed, and methods of communicating with 
candidates after they have applied and throughout the 
hiring process 

• Calls, voice mails, text messages, videos, emails
• Thank you, feedback, questions, reminders 



Methods 

Message

Agency

Job
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Strategy Spotlight: 
Fellowship Program



Wood County, Ohio 
Fellowship Program
 There is both a statewide and nationwide crisis in the 

recruitment of Children Services Workers
 Turnover is accelerating, wages are rising, 

and competition from outside employers is causing 
a crisis

 Traditional recruitment techniques and programs like 
the University Partnership Program are not adequate to 
meet the need

 The length of time it takes to train and onboard new 
staff puts additional pressure on the system

 New techniques are needed to engage college students 
and develop a path to careers in CPS



 Primary goals of this pilot are to test the ability to recruit, 
train, and retain using a fellowship/apprenticeship model.

 Specific recruiting and monitoring tasks will be handled by the 
Fellowship Coordinator while the vast majority of the training 
and mentoring will be handled by the PCSA. 

 Job placement will be robust and will be aggressively managed 
by the Coordinator.

Strategy Spotlight: Fellowship Program



What We’re Learning
 Students don’t go to the college 

the way they used to
 Cohort groups are almost 

impossible to create due 
to scheduling

 Recruitment must be 
continual…not structured around 
a recruiting cycle

 Many students will be hired 
before completion of 
the program

 The original concept of the project 
was based around recruiting talent 
and providing training prior to fulltime 
employment.

 Assumptions were made about how 
training should be structured and how 
students would be trained.

 Graduation and job placement were 
tightly structured

 Over time, many of these assumptions 
were shown to be incorrect
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Strategy Spotlight: Job 
Announcement



Recruitment 
Challenges

 Decrease in the number and 
qua lity of applican ts 

 Need to  be  m ore  com petitive  to  
a ttract candida tes

 Job  posting—m issed  
opportun ity to  prom ote  agency 
strengths and  in form  
candida tes



Strategy Spotlight: Job Posting
 Brief agency description, DEI 

emphasis

 Job description, duties, and 
qualifications (~50%)

 Salary range, educational and 
bilingual incentive, overtime

 Links to videos about agency and 
job

 Steps of recruitment/hiring 
process (~10%)

 Questionnaire to assess 
candidate qualifications (~25%)

+ What agency offers: salary 
increases, flex schedule, 
telework, vacation and sick 
leave, deferred compensation, 
insurance, flex spending, 
holidays, pension, tuition 
reimbursement, wellness 
program

+ County and community

+ Training provided

+ Supportive resources for 
employees



 New employee reactions
 College  studen t reactions
 Num ber of applican ts for com parable  tim e  pe riods
 Yie ld  ra tio: num ber/% of applican ts tha t pass each  

step  of the  h iring process 
 Candida te  dropout ra te  for each  step  of the  h iring 

process 
 Voluntary and  involuntary tu rnover

What We’re Learning
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Strategy Spotlight: 
Hiring



Hiring 
Challenges

 Competency -based  h iring im plem ented
 Minim um  qualifica tions

• Specific degrees or experience  not requ ired
• Any com bina tion  of educa tion  and /or 

experience  tha t p rovides the  app lican t with  
com pe tency in  five  a reas

 Additiona l qua lifica tions 
• Discre tionary inclusion  of additiona l 

com pe tencies and  choice  of in te rview 
questions

• Inconsistency in  cand ida te  assessm ent and  
h iring standards



Strategy Spotlight: Hiring
Minimum Qualifications
• Slightly revise questions
• Develop behavior-based 

rating scales
• Ensure sufficient interrater 

agreement 
• Establish cut scores

Additional Qualifications
• Identify core set of 

additional competencies
• Revise interview questions 

accordingly
• Develop behavior-based 

rating scales
• Ensure sufficient interrater 

agreement 



What We’re Learning
 Rater reactions and experiences
 Yie ld  ra tio: num ber/% of applican ts tha t pass each  step  of 

the  h iring process 
 Candida te  dropout ra te  for each  step  of the  h iring process
 Tra in ing pe rform ance
 Job  pe rform ance  
 Voluntary and  involuntary tu rnover
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Strategy Spotlight: 
Hiring Data Dashboard



Recruitment 
Tracking 
Challenges

 Need to make recruitment and hiring more 
efficien t to  ensure  offe rs a re  fast enough  to  
secure  ava ilab le  hum an cap ita l
 Policy d icta tes length  of post be fore  

exte rna l app lican ts can  be  conside red
 Many steps in  the  p rocess
 Need to  clean  recru itm ent da ta
 Need to  track the  recru itm ent p rocess 

with in  and  across organ iza tion  and  
workforce  characte ristics

 Need to  iden tify de lays



https://public.tableau.com/views/QIC-WD-SummitCountyOH-Recruitment_230531/HiringSankey?:language=en-US&:display_count=n&:origin=viz_share_link


Workforce 
Dashboards

▫ Streamline as much as possible
▪ Flexible interview options
▪ Simpler application

▫ Need realistic job preview
▫ Recruitment data collection process already 

improved
▫ The selection ratio and time to hire could be 

reduced

What We’re Learning



Q&A



https://bit.ly/QIC-WD-Webinars

https://bit.ly/QIC-WD-Webinars


@QICWD

www.qic-wd.org

http://www.qic-wd.org/


This webinar was funded by the Department of Health and 
Human Services, Administration for Children and Families, 
Children’s Bureau, Grant #HHS-2016-ACF-ACYF-CT-1178. 
The content of this publication does not necessarily reflect 
the view or policies of the funder, nor does mention of trade 
names, commercial products or organizations imply 
endorsement by the US Department of Health and Human 
Services.
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