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Executive summary
ABC Products is a fast-growing global SME with around 150 employees. For the business to continue its successful growth ambition it needs to assess and understand the following:
· What is the priority area that needs improving in the organisation?
· Why does this need improving; what are the current shortfalls?
· What impact is this deficiency having on the performance/effectiveness of organisation? 
· What are the benefits, as specific to the context of the organisation, of improving this priority area for a) the organisation, b) the employees, c) other organisational stakeholders?

The conclusion is that there is insufficient process and understanding of the measures that should be in place to develop successful recruitment, selection and onboarding.
The recommendations are to develop specific procedures for planning staffing needs efficiently and conducting effective interviews and selection. Furthermore, the onboarding process needs significant development of a critical plan where more people are involved, and the process is spread over a longer period to ensure employee engagement is tracked and measured.
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1.0	Introduction

The purpose of this report is to identify the issues around recruitment, selection and onboarding within ABC Products. The first part of the report researches and investigates some of the most popular and recognised models and processes by accredited academic authors.

Having identified these issues and the consequences of these shortfalls. The report goes on to further conclude and evaluate the effects of these concerns. The report then recommends positive changes and suitable action for a HRM function to improve the outcomes of recruitment, selection and on boarding.  

2.0 Organisational overview
ABC Products is a world-leading manufacturer of electronic devices that have supplied the construction market for the last 35 years. The business is classified as an SME due its turnover of approximately £50M worldwide and staff count of around 150 employees.
The aim of the business is to grow and expand its distribution in its home markets. Furthermore, the business wants to increase its global reach into the various markets in mainland Europe, Eastern Europe, Middle East, Mexico, South America and regions of Asia. This will present multiple challenges when needing to recruit and retain strong candidates in what has become a highly competitive market.
The organisation has multiple directors that sit in each geographical subsidiary that operate their own independent business. At present, Human Resource Management is a fragmented operation that exists as a process rather than a specific department within the business.



3.0	The HRM Function (Overview) What is HRM? Do you need to explain in brackets?

As part of the entire HRM function Appendix 1. According to DeCenzo & Robbins (2009, 34). Staffing, maintenance, motivation, training and development should sit as the four pillars to the HRM functions goals. Although recruitment and selection sit within the Staffing module, onboarding can be considered as both a short- and long-term component across the other 3 areas. 
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Staffing objectives are usually considered as the priority role of the Human Resources (HR) function. These objectives are fundamental for the recruitment and selection of internal and external staff. In addition, this element will also subsequently deal with staff exiting an organisation. Overall performance objectives for ABC products can cover onboarding in the form of training, development, reward and performance management. Two other key objectives include change management and general administration. (Henderson, I. 2017, P. 3)


The Harvard Model
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Appendix 2 (Beer etal (1984, p16)
The Harvard model highlights many HR weaknesses, and also suits ABC Products due to its current soft approach to resourcing and general nature of the business. Many situational factors have and will continue to emerge and therefore business strategies need to incorporate human awareness and input across many areas of the business. New business developments and staffing needs from both situational factors and stakeholder interests means recruitment, selection and onboarding works very well within the Harvard model. (Henderson, I. 2017, P. 11)

Further issues around warehouse staffing will also fall into a shortfall around staff forecasting. As demand affects sales, seasonality, fluctuating exchange rates and weather can create knee jerk reactions and inefficiencies for this department of the organisation. (He, X., Rizov, M., & Zhang, X. 2022).




4.0	Recruitment, Selection and Onboarding
4.1	Strategy and Process
Before the process begins, there are three main actions to take. Determine the need for recruitment, analyse the job and write a job description, competency profile and person description. (Elearn Limited, 2006, p. 3)

The 5 stages of recruitment according to Breaugh and Starke, the 5-step approach is a simplistic model that can be used, especially when significant pressure is put on the HRM function due to new business opportunities, attrition and immediate creation of new roles. (Armstrong, M. 2020, p. 475)
When defining the recruitment objectives, several attributes and considerations are made to identify critical aspects of the employment. Three typical attributes include, knowledge, skills and abilities, and behaviour able competencies. (Armstrong, M. 2020, p. 476)
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Appendix 3, A model of the recruitment process Figure 4 (Breaugh et al., 2008).
ABC Products has a current lack of strategy for recruitment, selection, and onboarding, and is experiencing personnel shortages across numerous departments. The demand for marketing collateral has increased due to the growing digital world. (Parvez, S. J., Moyeenudin, H. M., Arun, S., Anandan, R., & Janahan, S. K. 2018), The logistics department also requires continuous recruitment due to natural high staff attrition associated with zero-hour contracts. (Armstrong, M. 2020, p. 114).

The model of job analysis by Pearn and Kandola is one that can work hand in hand with the recruitment process model by (Breaugh et al.) At each step of the Breaugh model, the acting forces on the Job, task role needs to be monitored. For example, the recruitment results may suggest that there have been suitable candidates found for selection. However, if changes in technology or employment legislation occurs then the suitable candidates need to be filtered for rejection. (Elearn Limited, 2006, p. 33)
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Recruitment, selection and onboarding can be considered as one entire process as outlined in appendix 6. Some steps of the model are traditional; however, they can be adopted for the most advanced organisations and modern HR systems. (Taylor S, 2006, P. 5) Appendix 5
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4.2	Recruitment

In the Taylor S 2006 model for recruitment and selection (Appendix 6) There is much consideration of strategy rather than simply marketing to fulfil the vacancy. The Breaugh model, appendix 2, aligns with steps 2 to 6. The clearer the specification of the role, the better the applications and expectations of potential applicants.
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Appendix 6

Once the job description, remit and fundamental qualities have been defined, recruitment can be carried out using a multitude of internal and external methods. External recruitment that covers social media, head hunting, job fairs, employee referral schemes and outsourced recruitment services and staffing agencies. Internal recruitment can consist of existing talent pools and potential organisational mergers. (Nikolaou, I. & Oostrom, J. K. (Eds.). 2015 p. 27-37)

The use of social media has become especially advantageous in recent years to be able to directly advertise to the right audience of potential candidates. Furthermore, a mixture of video with powerful messaging in the digital channel has increased the quality of engagement and created higher conversions for applicants. (Nikolaou, I. & Oostrom, J. K. (Eds.). 2015 p. 36). 

A further benefit of digital recruitment is the story of the employer and its employees. Also known as Employer Branding. ABC Products could benefit greatly by heavily invested into their career’s pages of their websites, and social media pages. Video testimonials celebrating the company culture in Vlogs have been recognised as some of the most powerful recruitment drivers for larger organisations. Strategies that organisations have used to develop such branding has been done so using discovery sessions with employees, analysing feedback, developing the strategy and then implementing it. Finally with the use of social media and other digital channels. Organisations can measure, maintain and optimise the brand communication. (CIPD.co.uk, 2023)

As recruitment has become an industry with high operating costs and challenging targets for success. Many SME companies choose to go it alone and use the online approach. Unfortunately, even with the use of social media and of digital technologies, recruitment requires a substantial investment of time and energy, not just cost. (CIPD.co.uk. 2015). On average it takes around 20 days to fill a job vacancy. SME’s using external resources by means of recruitment agencies saved an average of 5-20% on recruitment costs. This claim also considers candidates that passed probation periods (CIPD, 2022)

4.3	Selection
The recruitment process is followed by the selection process. These steps are simplified as sifting applications, interviewing, testing, assessing candidates, obtaining references, checking applications and then offering employment. (Armstrong, M. 2020, p. 226)
According to the Taylor S 2006 model, Steps 7 to 10 outline the next stage of selection.
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Appendix 6

Although email and the use of social media has made it easier to apply for jobs, for many SME’s applications sifting remains the same process in digital as it did in print. Many organisations and outsourced recruitment companies use software to read and identify attributes of applications to automate the sifting process. When vacancies receive exceptionally high interest. (Taylor, S. 2006 p. 63). Pre-screening and sifting of profiles using websites such as linked-in can be highly time effective. By using personality-based analysis tools recruiters can be far more efficient. (crystalknows.com (2023)
Interviewing has long been one of the most widely used methods of selection for ABC Products. Prospective employees are usually asked related questions about their previous and current employment, skills and abilities. The face-to-face element of this method can also allow the interviewer to understand organisational fit. (Nikolaou, I. & Oostrom, J. K. Eds. 2015 p. 9)
Video resumes are considered a newer trend for companies to use. This method is more commonly used for people applying for performing and people facing roles. It also has additional benefits to the assessor for understanding the applicant’s confidence, mannerisms, humour and general demeanour. (Daniel, L.W. and Kemp, K.J. 2012)

Tests can be designed to evaluate candidates, cognitive, psychometric, situational judgement, role specific and personality and culture. Candidates applying for roles in the fields of science, technology, engineering and mathematics also known as STEM, are usually required to complete psychometric and role specific assessments to better understand the applicant. Although this is gives consistent assessment to all candidates, the outcomes can be biased and ineffective if the results are poorly interpreted. (Wang, X., & Young Lee, S. 2019). 
Assessment centres are effective when multiple candidates are invited to participate in several activities that will allow them to be assessed by the hiring managers and teams. Activities may include presentations and group exercises such as challenges to identify qualities of leadership, communication, problem solving and resilience. (Henderson, I. 2017, P. 33)
If qualitative and quantitative methods are used the correct way, the selection process can be more accurate, and the best candidate can be chosen for the job. A mixture of interview techniques, assessments and tests should provide enough data to effectively select the best candidate available. There is the argument that while some assessments can be over complicated with too many stages, analysis outperforms intuition. (Henderson, I. 2017, P. 32)
Diversity and inclusion are the considerations of visible and non-visible factors. By recruiting a variety of backgrounds, everyone can bring different views and opinions to the organisation. (Henderson, I. 2017, P. 42). 
The offer of a job has become a far more dynamic process that also incorporates the need to understand fairness and equality. A term in coined as Equal pay for equal work (CIPD, 2013). Recruiters need to ensure that the pay and non-pay benefits such as working conditions, are better or at least competitive to that of the organisation’s rivals (Armstrong, M. 2020, p. 242).





4.4	Onboarding
Inductions and onboarding are the first steps that a new employee will make on their journey to fulfilling their role and job function. Only in recent years has the process of onboarding become an integral part of the employee’s development. Rather than giving basic instructions for the first day and then expecting employees to hit the ground running. More consideration is now given to long term structure and talent development. (Henderson, I. 2017, P. 51-3)

Considering appendix 7. There is a clear outlay of 4 key elements that can be used for different types of onboarding. Many inductions are carried out in-house. This can be considered as formal, on-the- job. Extended training can be offered as formal off-the-job with externally provided training courses. This is something that can be considered long term and as part of career development. 
Appendix 6. Nature & types of learning interventions
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Regular coaching by line managers is a general practice for organisations of all sizes. The goal is to increase job knowledge and skills and modify attitudes and behaviours. (Henderson, I. 2017, P. 50) Additional training that supports the development of new starters is the use of E-learning courses. While a manager may be able to guide and assist in the development of a recruit, e-learning can cover far more extensive, and variety of information that can be accessed when needed. Digital training is now incorporated into modern HR systems. These give richer more memorable trainings and can allow a manager to follow and assist the subordinate during their progression. This is often referred to as blended learning (Wiseman, P et al, 2022)

In addition to outlining processes, procedures, administration, and KPIs, the line manager should also focus on creating a positive emotional experience for new hires. When considering Maslow’s Hierarchy of needs Appendix 3, a line manager can help establish belonging by introducing new starters to internal and external networks that may have extracurricular activities thus creating a sense of belonging.

When considering the elements of further training and development after the immediate onboarding process tails off. It is important that managers and leaders proactively look to build esteem and self-actualisation for the employee to develop abilities of the individual, increasing competence and long-term performance. (Beardwell, J. & Thompson, A. 2017)

Maslow’s Hierarchy of needs (Appendix 7)
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5.0	Conclusion
For ABC Products, the growth of the business will heavily rely on the HRM function for recruitment, selection, and onboarding. If the organisation wants to continue expanding outside of the existing home market, then recruiting and retaining strong candidates will be essential in ensuring that the organisation achieves its objectives. 

The Harvard model would suit the current approach of the business, and its situational factors and stakeholder interests suggest that recruitment, selection, and onboarding work very well within this model. Shortfalls around warehouse staffing could be addressed by combining the Harvard model with the Breaugh model. Better planning and forecasting could significantly reduce pressure on the HRM function if used properly.

The 5-step approach by Breaugh and Starke is a simplistic model that can be used, especially when significant pressure is put on the HRM function from time-to-time due to new business opportunities, and natural attrition. The recruitment process model by Breaugh et al., combined with the job analysis model by Pearn and Kandola, is effective in monitoring the acting forces on the job and task role needs.

In the recruitment process, the clearer the specification of the role, the better the applications and expectations of potential applicants. External recruitment that cover a multitude of aspects can be highly time, resource and financially effective. Despite the benefits of external recruitment, internal recruitment should also be considered. Understanding talent pools and developing a robust HR data system can benefit larger organisations with high work force head counts. 

The HRM function must be proactive in its approach to ensure that the recruitment process is strategic, and employee retention and development are prioritised. The recruitment process must be transparent and unbiased, and the hiring decision should be based on the candidate's qualifications, experience, and suitability for the job. With effective recruitment, selection, and onboarding practices, the organisation can attract and retain the best talent and achieve its objectives in a highly competitive market.

6.0	Recommendations
1. ABC Products should develop a thorough recruitment strategy that aligns with the organization's goals, culture and overall values. This should involve analysing specific job requirements, developing clear job descriptions and competency profiles. By running this complete strategy, in-line with Breaugh et al’s model, ABC products should be able to firstly attract the best available candidates. The company should not only market its products professionally, but also market its employment brand in the best way possible, to attract the highest calibre employees. The organisations should also Leverage social media as a powerful tool for recruitment and engagement with potential candidates. 

2. A selection process that starts with a structured recruitment process, should therefore deliver the best possible candidates. The organisation should incorporate smooth selection methods with a blend of traditional interviews and introduce some psychometric testing. Candidates that pass a first round interview should be prepared to complete a standardised test and expect a presentation if required as a potential skillset of that position or department 

3. The company should implement a structured onboarding process that spans all four pillars of the HRM function. This would include training, development, reward, and performance management. In doing so it would ensure that the onboarding process is tailored to the individual needs of new employees and provide them with the tools and resources they require to succeed.
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Appendixes

Appendix 1
Human Resource Management: Primary Activities. DeCenzo & Robbins (2009, 34)
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Appendix 2
Harvard Model of recruitment
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Appendix 3

A model of the recruitment process (Breaugh et al., 2008).
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Appendix 4
Pearn and Kandola (1993) forces defining the job, task, role analysis.
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Appendix 5
Taylor S’, 11 step process of recruitment, selection and onboarding.
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Appendix 6
Nature & types of learning interventions
	Nature
	Type

	
	Formal
	Informal

	Off-the-job
	Externally provided accredited education - for example, MBAs, NVQ's professional qualifications
	Voluntary, accredited education

	
	Externally provided training courses
	Voluntarily attended training courses (for example foreign language classes

	On-the-job
	Practical supervised work periods on apprenticeship schemes placements in trainee management programmes
	Learning partnerships
Coaching
Mentoring
Peer relationships
Action learning
Self-development
Development groups
Learning logs




Appendix 7

Maslow’s hierarchy of needs model
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