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Recruitment and retention is a complex and extensively researched topic. The
growing talent shortage; the call for a workforce with complex decision-making
skills; a need for increased tolerance for ambiguity and change; and an increased
demand for strong interpersonal and collaboration skills—these trends mean
that an organization’s investment in attracting and retaining the best-fit
employees is essential.

This module opens with a brief scenario and discussion questions to start a dialogue
about the importance of this topic to organizational success. Part 1 approaches
recruitment from a big-picture perspective and discusses the emerging need for
organizations to build an employer brand. Part 2 focuses on retention, and addresses
the effect of a multigenerational and diverse workforce on retention strategies.
Examples of unique retention strategies are provided.

This module is designed for delivery during one 2.5-hour class or two 1.25-hour
classes. The accompanying PowerPoint presentation and the Employer Branding
Activity Instructions could be posted on the course website for download.

This module is appropriate for upper-level HR majors or first-year graduate students
studying HR. It is recommended that this module follow coverage of typical
recruitment processes and retention drivers.

By the end of this module, students will:
Be familiar with emerging recruitment and retention strategies (i.e., employer
branding and targeted retention).
Understand recruitment as a strategy for organizational success.

Recognize the need for organizations to build an employer brand when
recruiting employees.

Be aware of the effects of a multigenerational and diverse workforce on
retention strategies.



Ask students to locate a recruiting advertisement or job announcement in a local
paper, trade magazine or online, and bring it with them to the first class.
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After an introduction of the business challenges to employers when valuable
employees leave, Part 1 discusses the factors that attract qualified applicants to apply
for a job with a particular organization. It opens with the research on attractiveness
dimensions and discusses employer branding as a strategy to improve recruiting
effectiveness and efficiency over the long term. An award-winning branding
campaign is reviewed. Finally, students are assigned an activity designed to integrate
the key concepts introduced in Part 1.

75 minutes

Background on business case for recruitment and retention practices:
10-15 minutes.

Employer Attractiveness and Branding lecture/discussion: 35-40 minutes.
Employer Branding Activity: 15 minutes + 10 minute debrief = 25 minutes.

Google video and debrief: 15-20 minutes (8 minutes for video, 5-10 minutes
for discussion).

Twenty (20) slides with instructor’s notes are provided.

After discussing employer branding and attractiveness factors, students will work
together to analyze and evaluate an advertisement relative to its effectiveness in
aligning with the consumer brand, communicating the company culture and
working environment, etc. The purpose of this activity is 1) to apply knowledge
learned about employment branding, and 2) apply critical thinking skills needed to
evaluate the ads. Student instructions (see Employer Branding Activity Instructions)
and a handout with questions for students to discuss with their partner is provided
(see Employer Branding Activity Discussion Questions). Instructors may choose to
provide the discussion questions to the students in advance of the class. Instructors
should facilitate the discussion of the students’ perceptions of their advertisements
and make connections to the attractiveness and branding discussion.



This part of the course begins with a discussion about Google, acclaimed as being

a great place to work and noted for its generous employee perks and retention
strategies. The video provides a nice transition to the research findings on factors
that affect an employee’s decision to stay with an organization and the implications
of these findings. Next, the effect of a multigenerational workplace is introduced
through an engaging “60 minutes” video clip. The module concludes with examples
of organizations that have recognized the business need to change their workplaces
to retain valuable talent and the unique retention strategies they implemented.

75 minutes

Google video: 15-20 minutes (8 minutes for video, 5-10 for discussion).
The video can be accessed at http://video.google.com/videoplay?docid=-
8618166999532839788 (an electronic file of this video is provided with this
module).

Lecture/discussion of retention factors and recent research findings/implications;
lecture/discussion of multigenerational workforce: 35 minutes (13 minutes for
video, approximately 20 minutes for lecture/discussion).

The Millenials arve Coming: video and debrief. The video can be accessed at
www.cbsnews.com/sections/i_video/main500251.shtml?id=3486473n.

A transcript of this video is provided with this module.
Review of examples of targeted and innovative retention strategies: 15 minutes.

Summary: 5 minutes.

Fifteen (15) slides with instructor’s notes are provided.
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Jll Employer Branding Activity

@ TEACHING NOTES
In our next class, we will discuss recruitment and refention practices. An imporfant

aspect of effective recruiting is having marketing materials that entice the bestit
candidates o apply.

1. Please bring a recruitment advertisement or job announcement to the next class. You
may use materials from newspapers (avoid short classified ads), magazines, job
search websifes (e.g., Monster], or bring in a recruiting brochure from an organization
you have access to.

2. We will evaluate your advertisements or job announcements in class, so please bring
in a hard copy of what you find.

3. Familiarity with the mission and vision of the organization will be useful in completing
the activity. If you're not familiar with the organization, research their website to get a
feel for what drives their business.

© 2008 Society for Human Resource Management. Paige Wolf, Ph.D. 7



What are the key messages expressed in the advertisement or job announcement?

Are aspects of the consumer brand mentioned or conveyed? If so, how?

How does the advertisement or job announcement communicate what it is like to
work at that organization?

Would this advertisement or job announcement appeal to the types of employees
the company is seeking? Why or why not?

What would you recommend to improve the appeal of the advertisement or job
announcement to qualified candidates?



This story was oviginally broadcast on Nov. 11, 2007. It was updated on May 23, 2008.
The transcript of the story follows.

It's graduation time and once again we say, "Stand back all bosses!" A new breed of
American worker is about to attack everything you hold sacred: from giving orders, to
your starched white shirt and tie. They are called, among other things, "millennials."
There are about 80 million of them, born between 1980 and 1995, and they're
rapidly taking over from the baby boomers who are now pushing 60.

They were raised by doting parents who told them they are special; played in little
leagues with no winners or losers, or all winners. They are laden with trophies just for
participating and they think your business-as-usual ethic is for the birds. And if you
persist in the belief, you can take your job and shove it.

As correspondent Morley Safer first reported last November, corporate America is so
unnerved by all this that companies like Merrill Lynch, Ernst & Young, and scores of
others are hiring consultants to teach them how to deal with this generation that only

takes "yes" for an answer.

The workplace has become a psychological battlefield and the millennials have

the upper hand, because they are tech savvy, with every gadget imaginable almost
becoming an extension of their bodies. They multitask, talk, walk, listen and type, and
text. And their priorities are simple: they come first.

Just ask Marian Salzman, an ad agency executive who has been managing and tracking
millennials since they entered the workforce.



"Some of them are the greatest generation. They're more hardworking. They have
these tools to get things done," she explains. "They are enormously clever and
resourceful. Some of the others are absolutely incorrigible. It's their way or the
highway. The rest of us are old, redundant, should be retired. How dare we come
in, anyone over 30. Not only can't be trusted, can't be counted upon to be,

sort of, coherent."

Salzman says today's manager must be half-shrink and half-diplomat.
What are some of the dos and don'ts in speaking to the generation of young workers?

"You do have to speak to them a little bit like a therapist on television might speak to
a patient," Salzman says, laughing. "You can't be harsh. You cannot tell them you're
disappointed in them. You can't really ask them to live and breathe the company.
Because they're living and breathing themselves and that keeps them very busy."

Faced with new employees who want to roll into work with their iPods and flip-flops
around noon but still be CEO by Friday, companies are realizing that the era of the
buttoned-down exec happy to have a job is as dead as the three-Martini lunch.

"These young people will tell you what time their yoga class is and the day's work will
be organized around the fact that they have this commitment. So you actually envy
them. How wonderful it is to be young and have your priorities so clear. Flipside of
it is how awful it is to be managing the extension, sort of, of the teenage babysitting
pool," Salzman tells Safer.

All of which has led, as you'd expect, to a whole new industry—or epidemic—of
consultants, experts they allege, in how to motivate, train and, yes, sometimes nanny
the extraterrestrials who've taken over the workplace.

Mary Crane, who once whipped up soufflés for the White House, now offers crash
courses for millennials in, well, the obvious. "As to the tattoos, just make sure they
stay covered up within the office, especially if you are going to be meeting clients,"
she advises her clients.

"It's a perfect storm we have created to put these people in a position where they
suddenly have to perform as professionals and haven’t been trained," Crane says.

Basic training, like how to eat with a knife and fork, or indeed how to work. Today,
fewer and fewer middle-class kids hold summer jobs, because mowing lawns does not
get you into Harvard.

"They have climbed Mount Everest. They've been down to Machu Picchu to

help excavate it. But they've never punched a time clock. They have no idea what
it's like to actually be in an office at nine o'clock, with people handing them work,"
Crane says.



She maintains that while this generation has extraordinary technical skills, childhoods
filled with trophies and adulation didn't prepare them for the cold realities of work.

"You now have a generation coming into the workplace that has grown up with the
expectation that they will automatically win, and they'll always be rewarded, even for
just showing up," Crane says.

J g up, Y

"To what extent are you having to tell the boomers, the bosses, the 50- to 60-year-
olds, '"The people who got to change are you guys, not them:?'" Safer asks.

"The boomers do need to hear the message, that they're gonna have to start focusing
more on coaching rather than bossing. If this generation in particular, you just tell
them, "You got to do this. You got to do this. You got to do this,' they truly will
walk. And every major law firm, every major company knows, this is the future,"
Crane explains.

It's a future of sweet-talking bosses, no more "Pay your dues just like I did." If
this generation knows anything, it's that there are more jobs than young people
to fill them.

"I believe that they actually think of themselves like merchandise on eBay. 'If you
don't want me, Mr. Employer, I'll go sell myself down the street. I'll probably get
more money. I'll definitely get a better experience. And by the way, they'll adore me.
You only like me,'" Salzman says.

So who's to blame for the narcissistic praise-hounds now taking over the office?

Wall Street Journal columnist Jeffrey Zaslow covers trends in the workplace and
points the finger at the man who once was America’s favorite next-door neighbor:
Mister Rogers.

"You have got a guy like Mister Rogers, Fred Rogers on TV. He was telling his
preschoolers, 'You're special. You're special.’ And he meant well. But we, as parents,
ran with it. And we said, 'You, Junior, are special, and you're special and you're
special and you're special.' And for doing what? We didn't really explain that,"
Zaslow says.

"But isn't this generation, particularly of middle-class kids, really quite special? Aren't
they, in some ways, much better than your generation, certainly mine," Safer remarks.



"Well, except, when we were younger, you had a piano teacher who expected you
to practice your piano and work hard at it, and the parents expected it. And now,
the parents say, 'Have fun, learn the piano, practice a little bit.' So, there’s not the
expectation that they will achieve and work hard," Zaslow says. "It's not the same
work ethic."

Zaslow says that the coddling virus continues to eat away even when Junior goes oft
to college. "I heard from several professors who said a student will come up after
class and say, ' don't like my grade, and my mom wants to talk to you, here's the
phone,'" he says. "And the students think it's like a service. 'I deserve an A because
I'm paying for it. What are you giving me a C for?'"

Today, more than half of college seniors move home after graduation. It's a safety
net, or safety diaper, that allows many kids to quickly opt out of a job they don't like.

"There once was, if not shame, a little certain uneasiness about being seen to be
living at home in your mid-twenties, yes?" Safer asks Mary Crane.

"Not only is there no shame with it, but this is thought to be a very smart, wise,
economic decision," Crane says.

And dear old mom isn’t just your landlord; she is your agent as well. "Career services
departments are complaining about the parents who are coming to update their
child's résumé. And in fact, you go to employers, and they're starting to express
concern now with the parents who will phone HR, saying, 'But my little Susie or

m

little Johnny didn't get the performance evaluation that I think they deserve,
Crane says.

"Our parents really took from us that opportunity to fall down on our face and learn
how to stand up," says Jason Dorsey.

Dorsey and Ryan Healy both make a living advising their fellow twentysomethings
on how to cope with work. Healy started a Web site for that purpose, and Dorsey has
written two how-to books for them. And while Dorsey admits his mother picked out
his suit for his interview with “60 Minutes,” his generation is not going to make the
same mistakes their parents made.

"We're not going to settle. Because we saw our parents settle," Dorsey says. "And we
have options. That we can keep hopping jobs. No longer is it bad to have four jobs
on your résumé in a year. Whereas for our parents or even Gen X, that was terrible.
But that's the new reality for us. And we're going to keep adapting and switching and
trying new things until we figure out what it is."



And figuring it out takes time. Sociologists tell us most Americans believe adulthood
begins at 26 or older, and that having witnessed so many sacrifices by their parents to
achieve middle-class security has had a huge impact. Family and friends are the new
priorities, while blind careerism is beginning to fade.

"We definitely put lifestyle and friends above work. No question about it," Dorsey
tells CBS.

Both Dorsey and Healy feel that that's pretty much the way one should look at life.

"] remember my dad getting laid off and all these things growing up. And that's
'cause they sacrificed for the company. Well, the first knee-jerk reaction from me is,
I sure don't want to do that. I'm going to be in it for me and I'm going to make it
work," Dorsey says.

"Where does this fantasy about 'I'm going to find the dream job'—there's no such
thing as a dream job. I mean, a few of us like me happen to have it. But where does
this fantasy come from:?" Safer asks Dorsey.

"I think we were told when we were little, 'You can be anything you want.' And then
they went on and on and told us this," he replies.

"Big lie, right?" Safer asks.

"Big goals are great. Selling a fantasy that everything's going to be perfect and peachy
is not," Dorsey says.

"T also think, from when you're in your early twenties and you're really not
responsible to a family of kids, this is the time to find the best job, the best career.
You know, what you really want to do," Healy adds.

And more and more businesses are responding, offering free food, fun and flexibility
to keep their employees happy.

Online shoe retailer Zappos.com has found that the best way of keeping employees
is giving them what they want. Actual work actually happens, despite goofy parades,
snoozing in the nap room, and plenty of Happy Hours.

Motivational consultant Bob Nelson says companies like Zappos will avoid a looming
demographic crisis. "It's harder to get people. There's gonna be fewer of them to get.
And if you want to keep them and get the best out of them, you sure better know
what presses their buttons," he explains.

Nelson, known in the trade as the "guru of thank you," believes that the
teeniest rewards pay big dividends, regardless of age. And boss-abuse gets even
bigger dividends.



"I've worked with managers that have, ‘if we make this goal, they'll shave their head’-
type thing," Nelson says, laughing. "Or they'll be in the dunk tank at the summer
picnic. When a senior manager's willing to do that, it says we're all in it together."

All that togetherness comes together every year at the Motivation Show in Chicago
—with acre upon acre of coaches, consultants, knick-knacks and fancy stuff—rewards
for a job well done, and reminders to work harder.

"You think this would help motivate people to work harder?" Safer asks a masseuse.
"Oh, it does," the masseuse says.

But for sure, there is an almost evangelical fervor about this work philosophy -- no
stick, all carrots. And believe it or not, all this prodding, praising, peddling, cajoling
and psychobabble is worth $50 billion a year in business. Ain't America great?

Where else do you find free backrubs for the deserving worker bee? What’s wrong
with a happy workplace and taking your time to grow up?

"Could this be that everything is being delayed so that adolescence ends at 30, say,
and middle age starts at 60, say?" Safer asks Jeffrey Zaslow.

"You can hope that's the case. But, while we're having this delayed adolescence, are
we getting behind as an economy and as a workforce, because we're just all playing
computer games at work while we wait to grow up?" he replies.

For all the complaining, Dorsey and Healy believe their generation will transform the
office into a much more efficient, flexible and yes, nicer place to be. But until then, a
message to bosses everywhere: Just don’t forget the praise.

"We want to hear it and truly we'd love for our parents to know. There's nothing
better than Mom getting that letter saying, 'You know, Ryan did a great job. Yeah, I

just wanted to let you know you raised a fantastic son,'" Dorsey says.

"Send it to grandma, too," Healy adds, laughing.



SHRM members can download this case study and many others free of charge at

If you are not a SHRM member and would like to become one, please visit www.shrm.org/join.
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