Time-to-Hire –How does it impact your bottom line?

By Jessica Higgins

Momentum, A Volt Information Sciences Company
Time-to-Hire: Beyond Averages
Many HR professionals today believe they have a good understanding of the current hiring metrics for their organizations; that is, the cost per hire and/or cycle-time for their open positions.   The question is, do they really?  Are they basing business decisions and financial analysis upon average cycle times, or are they reviewing detailed statistical analysis.  Averages are the typical answer, and the true cost to their organization is hidden in the process variance – where costs can be astounding.

It is common to hear the word “average” used in the market place to describe the effectiveness of an organization’s recruitment process in filling positions.  For example, an HR professional might talk about an average cycle-time of 45 days for engineering positions and 55 days for IT skills.  The problem with this is that when you are looking at an average, you are looking at only one piece of a puzzle.  Without seeing how the rest of the pieces fall into place, you have no way to truly benchmark your company’s hiring performance, and to know what your current process is costing your organization.  

Achieving a Better Understanding of Actual Hiring Metrics 

An average looks at only the middle value of a sum of numbers/data.  It doesn’t look at the distribution of the data, or the variance in the process.  Those are the numbers HR organizations should be after.  Those numbers will tell you just how effective your process really is, and how many dollars are walking out the door. Let’s say your average cycle-time is 48 days for engineering skills.  Hiring metrics from each department in your organization are fairly consistent when you look at individual groups.  Some departments take more time to fill openings and some take less.  When you step back though and look at the information as a whole, you notice there is quite a variance.  Department A takes 33 days and department B takes 57 days.  The difference in these numbers represents the variance at your organization.  The larger the variance, the more money it could potentially cost your company to fill positions.

As another example, let’s say you have a handful of positions that you were able to fill quickly (which is driving your average down), but most positions are actually taking you longer to fill.  When you look at the majority of your data and consider the easy positions as oddities (or outliers), your cycle-time could in fact be 54 – 75 days.  Without looking at the big picture of the data, an HR organization can’t really say where they are at today, or how much their process is costing them. 
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Identifying Bottlenecks in Current Recruitment Activities 

[image: image3.wmf]1

2

0

1

0

0

8

0

6

0

4

0

2

0

0

U

S

L

L

S

L

*

T

a

r

g

e

t

*

U

S

L

6

0

S

a

m

p

l

e

 

M

e

a

n

5

7

.

1

5

0

5

S

a

m

p

l

e

 

N

9

3

S

h

a

p

e

2

.

4

5

5

1

S

c

a

l

e

6

4

.

7

1

8

8

P

r

o

c

e

s

s

 

D

a

t

a

Z

.

B

e

n

c

h

0

.

1

6

Z

.

L

S

L

*

Z

.

U

S

L

0

.

1

5

P

p

k

0

.

0

5

O

v

e

r

a

l

l

 

C

a

p

a

b

i

l

i

t

y

%

 

<

 

L

S

L

*

%

 

>

 

U

S

L

3

5

.

4

8

%

 

T

o

t

a

l

3

5

.

4

8

O

b

s

e

r

v

e

d

 

P

e

r

f

o

r

m

a

n

c

e

%

 

<

 

L

S

L

*

%

 

>

 

U

S

L

4

3

.

5

9

%

 

T

o

t

a

l

4

3

.

5

9

E

x

p

.

 

O

v

e

r

a

l

l

 

P

e

r

f

o

r

m

a

n

c

e

C

y

c

l

e

 

T

i

m

e

 

i

n

 

C

o

m

p

l

i

a

n

c

e

 

w

i

t

h

 

G

o

a

l

 

o

f

 

6

0

 

d

a

y

s

 

o

r

 

L

e

s

s

C

a

l

c

u

l

a

t

i

o

n

s

 

B

a

s

e

d

 

o

n

 

W

e

i

b

u

l

l

 

D

i

s

t

r

i

b

u

t

i

o

n

 

M

o

d

e

l

The bottom line is, by tightening up your recruitment process and reducing the variability, you could save your company thousands or even millions in the long term.  It’s about knowing where the bottlenecks are in the process where the variability resides, and identifying which departments in your organization are driving up your overall cycle time.  It is about taking an aerial view of the hiring process, gathering data to validate and quantify the problem, and making changes to the process where the largest impact will occur. 

How do you get this data?  You get it by conducting statistical analysis.  Running statistical analysis of measures of spread, variability and central tendency will uncover the data’s distribution and variance.  Running a process capability will benchmark your current performance compared to where you think you are, or where you want to be by setting an upper or lower specification limit (a goal line).  Conducting a correlation analysis will pinpoint which region or department is driving your cycle time up, thus you can focus on that particular group for improvement.  Knowledge is power.  With knowledge, you can make decisions and take actions that will directly impact your bottom line.

Strategic Benefits of Incorporating 
Six Sigma into the Recruitment Process

If you don’t have the internal infrastructure to tackle this on your own, or a statistics whiz in your back pocket, turn to a Six Sigma company for assistance.  Six Sigma is a project-focused methodology that reduces process defects and can result in significant financial gains.  A Six Sigma company has highly trained professionals who can assist you in benchmarking your current performance, process mapping, identifying failure modes, conducting root cause analysis, piloting solutions and prioritizing goals. A large portion of the Six Sigma methodology is on the front end in the discovery phase, unearthing the root of the matter, so that when you implement a solution you fix the problem long term.
Conclusion
In analyzing what is essential in a successful recruitment strategy, it is apparent that identifying key factors such as Time-to-Hire can provide critical information and insights. Working with a Six Sigma Company can help pull an organization toward process improvements. Once the new process is in place, a Six Sigma company can assist in is keeping the process in control so that cost and time efficiencies can continue to compound year over year. To thrive in today’s tight labor market, having the right information is pivotal to ensuring the speed, accuracy, and compliance with your internal hiring protocols and driving your business forward. 

About the Author: Jessica Higgins is the Strategy and Analytics Manager for Momentum, and a Six Sigma Black Belt.  In her role, she provides consultative services using Six Sigma methodology to assist customers in streamlining their recruiting processes, determining metrics for success, and identifying which transactional, non-core operational tasks can be outsourced to enable them to focus on their long-term strategies and direction. Jessica can be contacted at jhiggins@voltmomentum.com.   
About Momentum: Momentum, a Volt Information Sciences Company, is committed to delivering customer-centric recruitment outsourcing solutions that are designed to be scalable and flexible to business partners.   To learn more about Momentum contact Anthea Collier Regional Vice President at either  acollier@voltmomentum.com or 212 704 2422
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About Volt:

Volt Information Sciences, Inc. is a leading provider of Staffing Services, Telecommunications, and Information Solutions for its Fortune 100 customer base. Operating through an international network of 350 Volt Services Group locations, the Staffing segment fulfills IT, engineering, administrative, and industrial placement requirements of its customers, for both direct and temporary placement as well as comprehensive Recruitment Process Outsourcing (RPO) services. The Telecommunications and Information Solutions businesses provide complete telephone directory production and directory publishing; a full spectrum of telecommunications construction, installation and engineering services; and advanced information and operator services systems for telephone companies. Volt is a Six Sigma Company. For additional information, please visit the Volt Information Sciences, Inc., web site at http://www.volt.com.
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Chart 3: In the box chart above you can see there is a considerable amount of variability in cycle time for the Application Delivery Division and the Project Management Office.  These divisions would benefit from a in-depth process analysis in order to streamline the process.  Although the variability in the Operations Services division is minimal, the average cycle time is higher, so further investigation into their process is necessary as well.  By conducting detailed analysis on the metrics available, you are able to focus your efforts on the areas where you can make the biggest impact.  
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Chart 2: If cycle time goal was that all positions were filled in 60 days or less, current metrics show that 35.48% of the requisitions filled exceeded a 60 day cycle time.
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