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CHAPTER 1

MEASURING WHAT MATTERS

>> Why Do We Measure?

>> What Is Measurement?

>> Metrics vs. Measurements

>> Measuring the Wrong Things

>> Measuring the Right Things

>> Measuring the Right Things the Right Way

>> The Conversation

>> The Contract

>> The Consulting Approach

>> Related Reading

Why Do We Measure?

This is the eighth edition of this report, and as we compile the data, we are 
reminded that universal acceptance of simple, practical and meaningful Staffing
and recruiting measurements in many enterprises is still more a goal than a 
reality. Those responsible for locating, attracting, upgrading and retaining talent
still toil too far from the tables where enterprise strategy and tactics are decided.
Non-Staffing managers still judge Staffing managers more by the number of 
transactions they complete than by the profits that the talent they recruit will 
help generate. 

Encouragingly, progress continues in the executive suite, where the power to
change company culture ultimately resides. Instead of merely assuring stakehold-
ers that "people are our most important product," more executives are regularly
including talent acquisition and talent management in top-level discussions. How
many execs? The metrics in Chapers 6 and 7 suggest 30–40%. Their purpose, and
indeed that of Staffing.org as a company, is to continue to raise that number.

The main obstacles to reaching 100% do not lie with the metrics and benchmarks
themselves. Any Staffing professional can master this material in a day or two.

The obstacles:
ignorance, habits,
bureaucracy and
mindset.
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Instead, they are behavioral and institutional: ignorance, habits, bureaucracy, and
mindset. If Staffing works in an environment that doesn't understand all that it
does (ignorance) or is crippled by inertia (habit) or complexity (bureaucracy), it will
reach its potential slowly. But lacking the proper mindset, it will never even
approach that potential. To take its deserved seat at the executive table, Staffing
must believe that it rightfully belongs there. Building that mindset is a theme
woven throughout this report.

What Is Measurement?

Measurement represents focused attention. We measure what counts and what
is important. Typically, we have an objective that matters; and we want to know
whether we're making progress toward it. So we measure to find out. In Staffing,
we measure Cost-per-Hire and Time-to-Start to gauge our efficiency. We compare
these measurements against prior months, prior years or industry benchmarks to
evaluate our performance and to communicate with the management we report
to, whose evaluation of us will hinge to some extent on what they indicate. But
when does a set of measurements become a metric? Take the following example:

Year 1 Year 2 Year 3 Year 4
Cost-per-Hire $8,446 $8,233 $7,895 $7,712 
Time-to-Start 79 73 70 66

It would appear from the data that Company X's Staffing department is steadily
improving its efficiency as both their cost-per-hire and time-to-start (in days) data
are declining. Perhaps this is, in fact, true. The recruiting staff understands how
much work lies behind these numbers, how challenging the recruiting environ-
ment has been, and how many processes have been examined and re-examined
to accomplish these improvements. They seem to be performing well and are
justly proud. 

And yet suppose the company overall is not faring particularly well. New competi-
tors have introduced better products at competitive prices. Primary markets are
not growing. Raw materials are becoming more expensive. Profits are stagnant.
Senior management is open and honest about these challenges so employees
are well informed, but Saffing continues to be defined traditionally, as a depart-
ment whose task is to fill job postings efficiently. Staffing goals are not directly
linked either to the fundamental problems of the organization or to their solutions.
Staffing's metrics don't appear to relate in any direct way to the key metrics of
corporate success. Something is awry.

Metrics gauge
progress toward 
an objective.
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The Consulting Approach

The twin pillars of Staffing--resulting from an active dialogue and resulting in a
contract--become seamlessly united if one thinks of the Staffing relationship
being essentially consultative, rather than on-demand.  Because consultants
frequently have little formal authority within an organization, they have had to
create their authority by mastering a three-stage process: 

Scoping

collection and analysis

Formalizing the contract

Scoping is addressing the question, "What are we trying to accomplish?" The
traditional Staffing answer may appear obvious, i.e. "fill the job requisition just
received." But there could be much still to learn. For example:

How critical is the need? The job requisition says 45 days, but is this
set in stone? The market for experienced CAD designers in El Paso
(assuming this is the need) is tough. Since all experienced candidates
are already working for someone else there, 120–150 days would be
more realistic. Can this work, or must we drop everything else and
focus here? 

What does "experienced" mean? Two, five, 10 years? Architecture, ani-
mation, industrial design background?

Why have we lost two such people in the last six months? Are we hir-
ing the wrong people? Is our compensation inadequate? Is there a
competitor out there?

And so on. Maybe this scoping conversation is 10 minutes long, maybe 30,
but it's critical. Both sides have to understand not only what the requisition
says, but also what it means.

In the consulting relationship, rigorous data collection and analysis lead to an
informed recommendation or result. In the case above, it might mean that
Staffing needs to post the job to all channels immediately to assess the cur-
rent market for experienced CAD designers. It might also mean researching
compensation packages and looking at exit interviews. Data counts. Hard
facts will stimulate the dialogue and improve the contract. 

Once we have data, we can "write" the contract. Staffing knows the full back-
ground and intent of the requisition. The hiring manager knows Staffing's take

Once we have data,
we can ‘write’ the
contract.
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on the market and what results he
can reasonably expect. Both parties
can align around a shared objective
and metrics. If Staffing can execute
within this reasonable contract, it
can maintain its batting average.

Does this all sound impractical? In
an already hectic schedule of activi-
ties, will Staffing be able to afford
the effort to "contractualize" every
requisition? Maybe not in every
case, but it is the starting point from
which to begin cultivating that
absolutely critical partner/consultant
mindset.
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Jeremy Shapiro. New York, Wiley, 2007. If a metric is valid, it is always valid regardless of what
the answer is. 

Article: "Correlating Performance Metric and Business Values in Growth Companies." May
2008. Management must select performance metrics which provide good line-of-sight while
translating into long-term value creation. Understanding where a company is in the business
cycle is paramount when selecting performance metrics for incentive plans. There is common-
ality in the families of metrics which best correlate with shareholder return. 
http://www.worldatwork.org/waw/adimLink?id=26114

If Your Metrics Program is New

Don't become mired in definitions. Start with those in
Chapter 3.
Measure forward, not backward.
Efficiency (cost & time) and fit/impact (qualifications & per-
formance) are the places to start.
Let staff recruiters measure themselves before you meas-
ure them. 
Monitor activity indicators. They predict outcomes and
results.
Fully engage your staff. Over-communicate until perform-
ance measurement gains acceptance.
Host monthly performance reviews and recognize superior
effort.
Encourage sharing and coaching.
Report on time, every time.
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Outsourcing 

We asked this question:

Q Approximately what proportion of your staffing activity is outsourced?
Please answer based on the number of new hires.

Commentary
Although a majority of Employers do outsource some staffing activities,
very few outsource a large percentage. Outsourcing is clearly a supple-
mentary activity, not a mainstay.

The higher percentage of Suppliers who do not outsource reflects, first,
the fact that recruiting and staffing are their primary stock in trade and,
secondly, their generally smaller size, inasmuch as we found that with
Employers outsourcing is positively correlated with size.

None: 31%

1-9 percent: 
34%

10-29 percent: 
22%

30+ percent: 
10%

Percent of Staffing Outsourced 
(Employers)

None: 53%

1-9 percent
18%

10-29 percent: 
18%

30+ percent: 
8%

Percent of Staffing Outsourced 
(Suppliers)
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Some definitions:

Total Recruiting Costs (TRC) = internal recruiting expenses (fixed and operating)
+ external recruiting expenses (sourcing). Alternatively, TRC may be defined to
include signing bonuses and travel plus relocation plus visa expenses in the exter-
nal recruiting cost component.

Total Compensation Recruited (TCR) = total base salaries plus the value of
non-salary compensation for new hires (including part-timers) during the first year. 

Recruiting Cost Ratio (RCR) = Total Recruiting Costs (TRC) divided by Total
Compensation Recruited (TCR) x 100 to yield an index indicating how many
recruiting dollars an organization spends per dollar it pays in new hire 
compensation. 

Recruiting Efficiency Ratio (RER) = 100 - RCR. A transformation of RCR that
standardizes the directionality of the two measures – i.e. a higher RER indicates a
more efficient recruiting program than does a lower RER, all other things being
equal.

Staffing.org introduced these metrics nearly a decade ago. Today, they remain
recognized standards for guiding organizations in budgeting for recruiting activi-
ties and in assessing the relative efficiencies of different recruiting approaches
when applied in comparable situations.

Our 2008 Report asked three questions in this area.

Q Enter either the total annualized compensation of (your) new hires or
their average total annual compensation. Compensation includes salary
or wages, benefits and, if applicable, signing bonus. Example: Three new

hires at, respectively, $40,000, $50,000 and $60,000 would be $150,000 Total
Annualized Compensation. In terms of Average Annual Total Compensation, the
answer would be $50,000.

Q Enter your approximate internal recruiting costs for this same 12-month
period. Internal recruiting costs include fixed operating and maintenance
costs of the recruiting function, from salaries and benefits for recruiting

staff to office and technology expenses. Pro-rate salaries and other expenses
where indicated–e.g. a full-time employee at $60,000 who spends half time on
recruiting-related activities would be $30,000.

Q Enter your approximate external recruiting costs for this same period.
External recruiting costs are all expenses incurred to identify and recruit
candidates, including fees for advertising, agencies and searches, costs

associated with Internet postings, and virtually all other expenses incurred to
identify and recruit candidates.
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Commentary
2008 RCRs, which average 10.6% for all 710 respondents providing suffi-
cient data, are lower than the average of 14.9% in our 2007 report. We
attribute this to the fact that the improved survey sampling procedure of
2008 resulted in larger numbers of high-volume recruiting departments
participating in the study. A contributing factor was the redefinition of
some industry sectors for the purpose of better comparability with U.S.
Census and other statistical services.

Industry sectors with the largest differences in relative position in 2008
compared to 2007 are Aerospace Defense, Architecture Engineering and
Construction, and Hospitals. When those three are removed from the
analysis, we find that the Spearman rank order correlation coefficient for
the remaining 17 sectors measured in both years is 0.71, indicating a high
degree of similarity in their relative positions.

20.0
14.3
14.2
12.7
12.0
11.5
11.2
10.4
9.9
9.0
8.8
8.3
8.1
7.9
7.6
7.3
6.1
6.0
5.9
5.2

0.0 2.5 5.0 7.5 10.0 12.5 15.0 17.5 20.0

Pharma Biotech
Hospitals

Consulting
Energy Utilities

Telecommunications
Pers & Bus Services

Education
Retailing
Banking*

Manufacturing
Transp Distribution*

Software Technology
Other Fin Services

LT Care Spclty Med*
Non-Profits

Insurance
Hospitality

Arch Eng Construction*
Government*

Aerospace Defense*

Recruiting Cost Ratio by Industry Sector (Employers)

RCR = (total recruiting costs / total compensation recruited) x 100
Avg. sample size for this chart is 25 cases per sector
* indicates sample size of 10-14 cases; all others are 15+
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CHAPTER 7

ALIGNMENT METRICS

>>  Metrics That Count

>>  The Challenge of Alignment

>>  Aligning with CEOs

>>  Other C-Level Connections

>>  Think Beyond Efficiency

>>  Keys to Alignment

>>  Related Reading

Metrics That Count

Metrics that count are those that measure progress toward a common set of
objectives. Worthwhile metrics cannot happen without a dialogue, a conversation,
to align the interests of both Staffing professionals and their clients in a thought-
ful and realistic contract. Alignment is implied in both actions as everyone on the 
corporate team pulls in the same direction toward the same goals in a well-
coordinated effort. 

Access and alignment are synergistic. Access by Staffing to top management
enables alignment, while proper alignment ensures that this access will be 
productive. This synergy is powerful, creating business outcomes that are 
greater than the sum of the parts. When this synergy occurs, metrics is just 
the scorekeeping.  

access

alignment
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We asked this question about alignment.

Q To what extent is your organization's overall business or institutional 
strategy in meaningful alignment with the policies of your current 
Staffing operation?

Not Applicable
6% It is a total 

disconnect
7%

There are 
significant areas of 

incompatibility
14%

There are minor 
areas of 

incompatibility
42%

They are well 
aligned

31%

Alignment of Recruiting / Staffing Operations with Overall 
Organization Strategy (Employers) 

77% 79%

45%

84% 82% 75%

0%

10%

20%

30%

40%

50%

60%

70%

80%

90%

% Answering Well Aligned or Only Minor Incompatibility

Perceived Alignment with Organizational Strategy by Job Function 

Internal HR manager Internal recruiting or staffing manager

Other internal manager External  recruiter

External staffing supplier Other external supplier
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Survey Methodology

The 2008 Recruiting Metrics and Performance Benchmark Report is a signifi-
cant expansion of prior Staffing.org projects in the area of normative data col-
lection. A total of 1,006 corporate- and supplier-based professionals in 49 states
and several English-speaking foreign nations participated. Respondents include
approximately three dozen members of the Fortune 500 list of largest U.S. cor-
porations, plus a majority of the leading U.S. recruiting and staffing companies.
A 26-item self-administered questionnaire was developed by the editorial and
research departments of Staffing.org and pretested online to assure respon-
dent comprehension and data collection reliability.

Invitations were extended to members of Staffing.org's proprietary file of cor-
porate and supplier staffing professionals, plus HR and staffing executives in
selected industries reached through a commercially operated B2B online panel.
The data collection period was April - May of 2008. 

Only respondents identifying themselves by job function, industry, location and
global employee size were retained for final tabulations. Programmed response
validation was employed for selected questions. The voluntary participation of
survey participants, who are receiving copies of an executive summary of find-
ings, is gratefully acknowledged. 

The ending sample included 780 corporate-based professionals describing
themselves as either HR managers (347), recruiting or staffing managers (303)
or other managers with involvement in recruiting and/or staffing. (The term
"managers" includes officers, directors, managers and similar titles.) It also
included 226 external professionals, including those classified as recruiters (94),
staffing suppliers (83) or other external resources with recruiting or staffing
involvement (49). Most results discussed in the report are presented separately
for these two groups, referred to as Employers and Suppliers.

53% of Employer-based respondents were in organizations with 1,000 or more
global employees, including 35% with 5,000 or more. 29% of Suppliers had
fewer than 50 total employees; 44% had 50-499, and 28% had 500 or more. 
Results were downloaded from the online application to a spreadsheet where
they were manually checked for internal consistency, edited and coded, at
which point they were uploaded to The Survey System Professional Edition 
v. 9.5 for detailed cross-tabulations producing results for Employers vs.
Suppliers, plus individual breakdowns by job function and global employee 
size (both groups), industry sector (Employers) and total number of past-
year recruits (both groups combined).
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729 of the 780 Employer respondents were assigned to 20 industry sectors on
the basis of self-reported area of activity shown below with the number of
interviews for each.

Tabulations are unweighted, which means readers should interpret Totals with a
view towards the distribution of industry sectors above. Readers are invited to
contact Staffing.org with questions on any aspect of the design, fielding or 
tabulation of the survey.

Prepared by James P. Murphy, Ph.D.
June 10, 2008

Aerospace Defense 21 Hospitals 29
Banking 35 LT Care Spclty Med 29
Insurance 23 Pharma Biotech 21
Other Fin Services 33 Hospitality 17
Software Technology 77 Retailing 89
Consulting 41 Non-Profits 33
Education 27 Pers & Bus Services 78
Energy Utilities 20 Transp Distribution 24
Government 21 Telecommunications 16
Manufacturing 79 Arch Eng Construction 16
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