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Summary

Learning Objectives
After studying this chapter, you should be able to:

• Understand why staffing is critical to an organization’s performance.
• Explain the difference between traditional and strategic staffing.
• List the seven components of strategic staffing.
• Understand staffing goals.
• Describe how staffing influences and is affected by the other functional areas of

human resource management.
• Describe three current issues in staffing.
• Describe the role of an ethics schema in staffing ethically.
• Describe staffing analytics.
• Describe staffing technology.

1 Strategic Staffing
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2    Strategic Staffing

People’s efforts, talents, knowledge, and skills matter to organizations. If you don’t believe 
this is true, then fire all of your organization’s employees and replace them with cheaper 
workers. Few successful organizations would accept this challenge because they understand 
that their people are the key to their performance and survival. A competitive advantage 
is something that a company does differently from its rivals that allows it to perform better, 
survive, and succeed in its industry. Sometimes an organization’s competitive advantage 
is defined by its technology. Other times, innovative product lines, low-cost products, or 
excellent customer service drives competitive advantage. In each case, the company’s em-
ployees create, enhance, or implement the company’s competitive advantage.

It is thought that the first human resource management department was created 
in 1901 by The National Cash Register Company following a bitter labor strike. Re-
ferred to at the time simply as “Personnel,” the new department’s role was primarily legal 
compliance, and it focused on record keeping, payroll, workplace safety, and employee 
grievances.3 An evolving focus on labor relations and union issues during the Industrial 
Revolution became one of efficiency improvement after World War II, when the role 
expanded to include greater responsibility in the areas of recruiting, hiring, training, and 
performance management. Beginning in the 1980s, human resource management depart-
ments also began managing change, mergers and acquisitions, employee motivation, and 
organizational culture. The increased use of technology and cloud-based human resource 
management systems since the 1980s has enabled the function to become much more 
strategic, now being much less focused on the transactional operations of the function 
(which are now often outsourced or automated) and much more focused on aligning an 
organization’s business strategy with its talent capabilities.4 The field of human resource 
management has probably transformed more during the last 30 years than any other 
functional area of business. Although neither the human resource management depart-
ment nor the staffing function will ever be revenue generators for an organization, the 
return on investment through higher performance, greater organizational capability, and 
lower turnover derived from effective staffing practices, as well as the savings from avoid-
ing litigation, is significant.

How do an organization’s people make a difference? At companies like Facebook 
and Google, key technology is devised, implemented, and updated by the workers who 
create and use it. Employees at Apple Computer, Pfizer, and 3M create and sell new 
and innovative product lines. Employees identify and implement the manufacturing sys-
tem improvements that create low-cost, high-quality automobiles at Hyundai. Finally, the 

competitive advantage

something that a company 
does differently from its rivals 
that allows it to perform better, 
survive, and succeed in its 
industry

Staffing Challenge
Improving Store Performance at Caribou Coffee
After establishing their first coffee house in 1992, Caribou 
Coffee Company cofounders John and Kim Puckett quickly 
grew the company. Headquartered in Minneapolis, Minnesota, 
Caribou Coffee Company is now the nation’s second largest 
specialty coffee company with almost 270 company-owned 
stores and over 4600 employees.1 The company also sells its 
coffee, equipment, and other goods through the Caribou Cof-
fee website and various retail partners.

Caribou’s leaders logically assumed that customer service 
was the reason customers returned to their stores. This made 
sense, particularly given the company’s emphasis on the cus-
tomer service skills of all of its employees, including district 
managers who were responsible for eight to 14 locations. But 

the fact that store success varied more across district manag-
ers than within a single district manager’s stores created a puz-
zle: If there was an across-the-board focus on customer service, 
why was the performance of each district manager’s stores so 
similar, but the performance of each district manager differ-
ent? Did the higher-performing district managers communi-
cate more effectively to customers and associates? Were they 
better at developing employees? What exactly accounted for 
the difference?2

Imagine that Caribou Coffee approaches you for ideas as 
to what its highest-performing district managers must be doing 
or offering to consistently outperform the others. After read-
ing this chapter, you should have some good ideas.
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Chapter 1  Strategic Staffing    3

service at Starbucks is all about employee–customer interactions and experiences. In 
each of these cases, employees influence and implement the key drivers of the success 
of the business. Depending on the business, it may be true that the decisions made by 
marketing, finance, research and development (R&D), or some other department are the 
most impactful for a company, but all business decisions are made by employees. Hiring 
and retaining only mediocre talent is likely to result in mediocre decisions and perfor-
mance. Moreover, bad hires can be very costly to organizations in terms of revenue or 
productivity losses, legal issues, and lowered employee morale and client relationships.5

Effective staffing is the cornerstone of successful human resource management—it 
lays the foundation for an organization’s future performance and survival. Why is it so 
important? Staffing is important because its outcomes determine who will work for and 
represent a company, and what its employees will be willing and able to do. As a result, 
staffing influences the success of future training, performance management, and com-
pensation programs as well as the organization’s ability to execute its business strategy. 
Perhaps no other single activity has the potential to have as great an impact on employ-
ees’ capabilities, behaviors, and performance as identifying and obtaining the talent that 
the organization will ultimately use to produce its products or services. For some jobs, 
the performance difference between an average and an exceptional performer can be 
quite high. For example, because Internet search and advertising giant Google knows 
that an exceptional technologist’s performance is as much as 300 times higher than that 
of an average one, it is willing to invest heavily in sourcing, recruiting, and hiring top 
technical talent.6

Many successful companies give employee recruitment, retention, and motivation 
the same high-level attention as their other core business functions such as marketing, 
finance, and research and development. Research has confirmed that staffing practices 
are positively related to both profitability and profit growth.7 Effective staffing can also 
enhance the performance of an organization’s shares in the stock market. A survey by a 
large consulting firm found that a strong staffing function led to greater shareholder return. 
In particular, companies that had a clear idea of whom they wanted to hire and that judged 
applicants against clear criteria outperformed companies with weaker staffing functions.8 
Global consulting firm Watson Wyatt found that having an excellent recruiting function 
increased a firm’s total market value (the dollar value of all of its stock) over 18 percent.9 

Wade Burgess, as VP of Talent Solutions for LinkedIn said, “Traditionally, what 
separated an average company from a great company had been technology. We’re in the 
middle of a transformation. Today, what differentiates an average company from a great 
company is talent.”10 Google is known for its unique approach to its employees, including 
how it hires, develops, and motivates them. Because Google’s People Operations team 
(what Google calls its human resource management team) lives by the mantra “find 
them, grow them, keep them,” it invests heavily in staffing, employee development, and 
maintaining a distinct and inclusive culture.11

By collaborating with hiring managers and influencing the flow of talent into, 
through, and out of an organization, staffing professionals play an important strategic 
role. Effective staffing requires a partnership between hiring managers and staffing pro-
fessionals in the human resource management department. Staffing professionals bring 
expertise to the workforce planning, recruiting, staffing, promotion, and termination pro-
cesses, including evaluating what a job requires; identifying what competencies, skills, 
personalities, and so forth, are required for job success; recruiting talented applicants; 
and assessing job applicants on those characteristics. As the expert in the job itself, 
the hiring manager provides input throughout the process and typically makes the fi-
nal hiring decision after the staffing specialist generates and screens a much larger pool 
of applicants. By helping organizations manage risk and reduce the risk of litigation 
from legal noncompliance, staffing also contributes to positive organizational outcomes.  
In addition to promoting the goals of their firms, staffing professionals promote the goals 
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4    Strategic Staffing

of society by helping match people with jobs and organizations in which they are able to 
be successful, healthy, and happy.

This chapter begins with an explanation of the context in which staffing operates, 
followed by a definition of strategic staffing. We then discuss how strategic staffing is 
different from less strategic ways of looking at staffing, what strategic staffing entails, 
and why it matters. We then describe the importance of integrating staffing with the 
other areas of human resource management (i.e., training, compensation, performance 
management, career development, and succession management). Finally, we introduce 
some current issues in the staffing field and the role of ethics, analytics, and technology in 
effective staffing and explain our plan for the rest of the book. After reading this chapter, 
you should understand why a company’s staffing practices must be consistent with its 
business strategy and with the other areas of human resource management if they are to 
support the larger goals of the organization.

The Staffing Context
Millions of employees are hired or separated every month, making staffing a multibillion-
dollar business. Millions of employers in the United States employ anywhere from one 
to hundreds of thousands of people. Nearly 160 million jobs existed in the United States 
in January of 2020.12 After the COVID-19 global pandemic hit, many employers had 
to dramatically adjust the size and skills of their workforces to meet the needs of their 
new business strategies and economic environment. As of June, 2021 there were only 
151.6 million jobs in the United States.13

Many forces in an organization’s environment influence its staffing needs and ac-
tivities. For example, as globalization expands, companies are increasingly searching the 
world for talent. This has resulted in greater competition for top talent and has made it 
more difficult for firms to hire the best workers. Global competition for a firm’s products 
and services also influences staffing because the increased competition can lower the 
company’s profit margins and leave fewer resources available for its staffing activities.

Technological changes have also dramatically influenced the ways in which firms 
hire and manage their employee relationships. Technology has made it easier for firms 
to track and develop their employees’ skills as well as recruit and hire new employees. 
The Internet and mobile technologies have changed the way organizations recruit and 
hire and changed the ways many people now look for jobs. Similarly, technology-based 
analytics systems have greatly facilitated the staffing evaluation process, making it easier 
to evaluate a staffing system and address any underperforming parts.

Many different legal, ethical, and societal forces shape firms’ staffing activities, too. 
For example, firms face antidiscrimination laws and laws that hold them responsible for 
the damaging actions of their employees if they fail to exercise reasonable care in hiring 
them. Applicants responding negatively to a firm’s recruiting or selection methods, em-
ployees demanding greater work–life balance, or customers no longer buying the prod-
ucts of a firm that lays off domestic workers and hires cheaper labor abroad can influence 
a firm’s future staffing choices as well.

Together these forces drive the way organizations identify, attract, assess, and integrate 
talent into the workforce. Talent management is the implementation of integrated 
strategies or systems designed to increase workplace productivity by developing improved 
processes for attracting, developing, retaining, and utilizing people with the required skills 
and aptitude to meet current and future business needs.14 As one expert put it, “The ability 
to execute business strategy is rooted in the ability to attract, retain, and develop key 
talent. Successful talent management creates the most enduring competitive advantage. 
No company can afford to be unprepared for both the best and worst of times.”15 This 
book addresses the role that staffing can play in the talent management process.

talent management

attracting, developing, retaining, 
and utilizing people with the 
required skills and aptitudes to 
meet current and future business 
needs
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Chapter 1  Strategic Staffing    5

How Strategic Staffing Differs from Traditional Staffing
Strategic staffing is the process of moving people into, through, and out of the 
organization in future-oriented, goal-directed ways that support the business strategy of 
the organization and enhance its effectiveness.

This definition differs from the way companies often staff themselves. For example, 
too many organizations still fill a job opening by putting the same job announcement they 
have been using for years in one or two recruiting sources, such as a job board and their 
own careers site, and make a hiring decision based on a gut feeling they get during an 
interview. In other words, they don’t put sufficient thought or planning into attracting the 
right applicants or hiring in the way that best helps the firm execute its business strategy 
with an eye toward the future.16 The focus of strategic staffing is the integration of staffing 
practices with business strategy and with the other areas of human resource management 
to enhance organizational performance.17

A strategy is a long-term plan of action to achieve a particular goal. Traditional staff-
ing tends to focus on quickly and conveniently filling an opening rather than on aligning 
the staffing effort with the long-term strategic needs of the organization. By contrast, 
strategic staffing entails both short- and long-term planning. The process involves acquir-
ing, deploying, and retaining the right number of employees with the appropriate talents 
to effectively execute this strategy, focusing on maximizing return on investment rather 
than simply minimizing costs. When done strategically, staffing can enable a company 
to acquire a sustainable competitive advantage that allows it to successfully fulfill its mis-
sion and reach its goals. To illustrate what we mean by strategic staffing and how it differs 
from “less strategic” ways of thinking about staffing, let’s consider how two hypothetical 
organizations fill job openings. The first company, Treds, has a less strategic staffing 
process.

As the store manager of Treds, a popular shoe store in a local shopping mall, 
Ron knows he cannot afford to be understaffed during the upcoming holiday 
season. As soon as his assistant manager, Sandy, tells him she is quitting, Ron 
reaches into his file drawer and pulls out the job description (description of the 
job requirements) and person specification (description of the qualifications 
and competencies required of a person performing the job description) he used 
to hire her two years earlier. He quickly scans it, decides that it would be all 
right to use it again without making any changes, and forwards it to his regional 
manager along with a job requisition to get permission to hire a replacement.

When Lee, who is in Treds’s human resource department, receives the approved 
job requisition and job description from Ron’s boss, she checks how the company typi-
cally finds assistant managers. She sees that when it last hired an assistant manager, 
the firm posted an ad in the local paper. Lee can’t tell from the company’s records how 
many people had applied after seeing the ad. However, she decides that if it worked 
before, it should work again, so, she places the same “help wanted” ad in the store’s 
local paper.

After two weeks, seven people have responded to the recruitment ad and submitted 
their résumés. Three of them lack the previous retail experience Lee sees as a minimum 
qualification for the position. After reading the other four résumés, Lee sets up telephone 
interviews with all four of them. She never gets back to the three applicants who lack 
retail experience to let them know that they are not being considered further.

After interviewing the four candidates over the phone about how interested they are 
in the job and confirming they have appropriate education and experience, Lee decides 
that three of them merit an interview and schedules them to meet with Ron at the store. 
At that point, Lee does not let the rejected candidate know that she is no longer being 
considered for the position.

strategic staffing

the process of moving people 
into, through, and out of the 
organization in future-oriented, 
goal-directed ways that support 
the business strategy of the 
organization and enhance its 
effectiveness

strategy

a long-term plan of action to 
achieve a particular goal
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6    Strategic Staffing

Ron asks the three candidates individually about their work history and what they 
are looking for from the job and decides to hire Alex. Alex seems eager to start as soon 
as possible. Although he doesn’t have a lot of retail management experience, Ron hopes 
he will be able to learn quickly on the job, even though Treds doesn’t have a formal 
training program. Alex receives a job offer contingent upon his passing a drug test and 
background check. After the background report and drug tests come back favorably, Alex 
accepts the job offer.

Ron sends Alex a copy of Treds’s policy manual and schedules, and he reports to 
work the following Monday. The other finalists are not informed that the position has 
been filled until they call Ron to follow up.
The second company, Soles, illustrates a better strategic staffing process.

Amy, the manager of popular shoe retailer Soles, has to replace her departing as-
sistant manager, Ken, who has worked with her for the past two years. To be prepared 
for the upcoming holiday season, Amy would like to replace Ken as quickly as possible. 
She sets aside some time in her busy day to think about what she needs in an assistant 
manager.

Amy goes to her computer and reviews the job description she used when hiring Ken 
two years ago. “It is a good description of the job,” she thinks, “but it seems like some-
thing is missing.” Amy thinks about how the store’s competitive landscape has changed 
over the past few years. When she first started working at Soles four years ago, there was 
only one other shoe retailer in the mall in which it is located. Now there are five, and 
two of them offer lower prices on shoes that compete with some of Soles’s key product 
lines. Amy knows that her company can’t lower its prices, but she feels that if her store 
offers excellent customer service, her customers will be willing to pay higher prices for 
her store’s shoes. Also, Soles is planning to move all store transactions to tablets rather 
than the fixed register stations, so having an assistant manager with technological skills 
would also be useful.

Amy calls her human resource representative, Mike, to get some assistance in ana-
lyzing what her new assistant manager should be able to do. After performing a job 
analysis and determining what the job requires, Amy sends a revised job description to 
her regional manager along with a job requisition to get permission to hire a replacement.

After receiving hiring approval, Mike gives some thought to the qualifications and 
competencies Amy listed for the position. He tries to figure out where people with those 
qualifications might be so that he can find a way to let them know about the job oppor-
tunity. Mike realizes that the company’s salary is competitive with the other stores in the 
mall but not different enough to attract applicants. He thinks about the other aspects of 
the job that could appeal to a talented potential recruit. The company has good benefits, 
a good performance assessment and training program, and tries to promote from within. 
Although he probably won’t be able to hire a very experienced assistant manager in light 
of the salary he can offer, the opportunity should appeal to someone with at least some 
experience—someone who would like to advance through Soles’s managerial ranks.

Mike reviews the data about how the company has been most successful in hiring 
past assistant managers. He then brainstorms with Amy about where they might find 
qualified and interested people. He also decides to visit some of the other stores in the 
mall to evaluate their employees and see if any of them might be suited for the job. While 
at the stores, he pays particular attention to how the assistant managers there interact 
with customers and evaluates the strength of their customer service skills. In addition, 
Mike posts a job advertisement on the job board of a local college that offers a degree in 
fashion design. The ad emphasizes that Soles is searching for someone with managerial 
experience, fashion knowledge, technological skills, and excellent customer service skills.

Within two weeks, Mike has recruited five promising mall employees to apply for the 
position and received 15 applications from the college’s job board. He screens the résu-
més for retail and managerial experience and identifies three mall employees and seven 

Phillips Strategic Staffing 5e_Ch01.indd   6Phillips Strategic Staffing 5e_Ch01.indd   6 9/27/2021   7:24:39 PM9/27/2021   7:24:39 PM

Copyright (c)2024 by Sage Publications, Inc.   
This work may not be reproduced or distributed in any form or by any means without express written permission of the publisher.

DO N
OT C

OPY, P
OST, O

R D
ISTRIBUTE



Chapter 1  Strategic Staffing    7

candidates from the college who appear to be promising candidates. He immediately sets 
up phone meetings with all 10 of them, and asks them each a series of questions designed 
to assess their knowledge of retail management and their customer service orientation. 
He then evaluates their answers and invites five of them to take a written test that assesses 
their management skills and intellectual curiosity (which the company has identified as 
being related to better customer interactions, service performance, and continuous learn-
ing on the job). The five applicants who are not being considered further are sent a letter 
thanking them for their interest in the position and explaining that they are not being 
considered further.

During the testing phase, the five candidates are given instructions and asked to 
perform several timed tasks using the Internet. Mike then shows them around the com-
pany’s regional headquarters and answers their questions about the company and the job 
opportunity. He schedules the three top scorers to meet with Amy at the store and calls 
the other two to let them know that they are no longer being considered for the position.

Amy goes online to the company’s hiring resource center and downloads a series 
of questions the company has developed to assess the competencies needed for the job 
and some questions the company uses to assess customer service skills. She completes 
the brief online training refresher module on conducting and scoring the interviews and 
meets with the three candidates. She finds all three impressive but feels that Jose is most 
qualified for the position. After passing a drug test and background check as well as some 
additional screening, Jose accepts the job.

Before Jose works in the store, he reviews the company’s policies online and receives 
a copy of the store’s policy manual. He is introduced to the assistant managers at several 
other Soles locations, given their contact information, and encouraged to call them if he 
has any questions about the job. Amy meets with Jose to review the company’s perfor-
mance expectations and answer any questions he has. She also schedules him to work 
with her for a few shifts to help him quickly learn his new job.

Mike contacts the other two finalists to let them know that although they did not 
get the job, he feels that they would be very competitive for other assistant manager posi-
tions. He then asks if they would be interested in being considered for other job oppor-
tunities that come up in the next few months. Mike knows that the turnover of assistant 
managers is typically 20 percent a year. Consequently, he expects the company to have 
three more openings in nearby stores within a month or two. The two finalists say yes, 
giving Mike two very strong candidates for his next openings.

Mike then ensures that the data on each of the job applicants is successfully entered 
into Soles’s staffing evaluation database, including the recruiting source that produced 
them and whether they were hired or not. He knows that this will be useful for future 
recruiting purposes.

Which company is likely to perform better as a result of its staffing process? Good 
strategic staffing systems incorporate the following:

•	 Longer-term planning
•	 Alignment with the firm’s business strategy
•	 Alignment with the other areas of human resources
•	 Alignment with the labor market
•	 Targeted recruiting
•	 Sound candidate assessment on factors related to job success and longer-term po-

tential, and
•	 The evaluation of staffing outcomes against preidentified goals.

Clearly, this better describes Soles’s staffing process.
Both companies would say they engage in the staffing process as mapped in Figure 1–1.  

Both planned, decided where to advertise the job opening, recruited applicants, and 
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8    Strategic Staffing

selected who should receive a job offer, but clearly they did so in very different ways. 
Mike’s decision to seek out local college students was aligned with his need to hire people 
with fashion knowledge, a willingness to learn, and who likely have retail experience. Get-
ting back to rejected applicants to let them know that they are no longer being considered 
helps keep them feeling positive about the company so they will be willing to shop at 

Soles and apply for jobs with it again in the future.
Identifying the right characteristics for a position and strategically recruiting and 

hiring the right people can make a big difference to organizational performance. Time 
Warner found that, on average, a customer service agent scoring in the top quartile on the 
pre-hire sales focus assessment generates as much as 71 percent more sales revenue than 
one scoring in the bottom quartile.18 Apple Computer cofounder Steve Jobs believed that 
the performance difference between the average programmer and a great one is at least 
25 to 1, making it well worth the company’s investment in finding and hiring the best 
talent. As Steve Jobs said, “The secret of my success is that we have gone to exceptional 
lengths to hire the best people in the world. And when you’re in a field where the dynamic 
range is 25 to 1, boy, does it pay off.”19

Figure 1–1 illustrates the general staffing process and identifies whether the appli-
cant, the human resource department, or the hiring manager is responsible for each 
stage. The staffing process begins when a hiring manager determines there is a need for 
a position, which could be due to turnover or the creation of a new job. If necessary, the 
human resource department conducts a job analysis, and the hiring manager gets a job 
requisition approved that authorizes them to fill the position. Human resource person-
nel then recruit appropriate applicants and advertise the job opportunity. Applicants 
apply for the job, and the human resource department screens them to identify those to 
consider further. By further assessing the remaining candidates, the department screens 
out applicants who are a poor fit for the job and identifies the finalists for the position. 

Takes tests
and is 

interviewed

Applies for job
by responding

to filter questions
and submitting resume

Posts
position

and sources
recruits

Identifies
minimally
qualified

candidates

Performs
preliminary
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if needed
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Job
offer

accepted

END
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FIGURE 1–1  •  The Traditional Staffing Process
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Chapter 1  Strategic Staffing    9

The hiring manager subsequently interviews them and determines who should receive 
the job offer. The firm then makes a job offer contingent upon the candidate passing any 
background check, drug test, or other tests. If that candidate turns down the offer or fails 
to pass the contingent assessment, another candidate receives a contingent job offer until 
someone is hired. The organization begins socializing the new employee to familiarize 
them with the job and the organization and to help the new employee become productive 
as quickly as possible.

Companies also differ in how strategically and proactively they manage employee 
retention. Software company SAS developed an employee retention program that 
crunches data on the skills, profiles, studies, and friendships of employees who have quit 
in the past five years and then finds current employees with similar patterns so that it can 
take preventive action.20

The goal of this book is to help you understand how to design and better strategically 
execute the staffing process in ways that will lead to higher-quality staffing decisions 
and enhanced organizational performance. Not only will the strategic staffing process 
be described but also how to make that process more effective in helping a firm meet its 
goals. The term staffing in this book is referring to strategic staffing.

The Components of Strategic Staffing
There are seven staffing activities that, if done well strategically, create a staffing sys-
tem that supports business strategy and organizational performance. The seven activities 
are planning, sourcing, recruiting, selecting, acquiring, deploying, and retaining talent. 
Table 1–1 summarizes how each of the seven is important strategically. We next discuss 

each of these seven activities in more detail.

Workforce Planning
Workforce planning is the process of predicting an organization’s future employment 
needs and assessing its current employees and the labor market to meet those needs. 
This means that the firm’s managers and human resource management personnel have 
to evaluate the company’s current lines of business, new businesses it will be getting 
into, lines of business it will be leaving, and the gaps that exist between the current skills 
of its workforce and the skills the workforce will need in the future. For example, if a 

workforce planning

the process of predicting an 
organization’s future employment 
needs and the availability of 
current employees and external 
hires to meet those employment 
needs and execute the 
organization’s business strategy

TABLE 1–1  •  Seven Components of Strategic Staffing

	 1.	 Workforce planning: Strategically evaluating the company’s current lines of business, 
new businesses it will be getting into, businesses it will be leaving, and the gaps 
between the current skills in the organization and the skills it will need to execute its 
business strategy.

	 2.	 Sourcing talent: Locating qualified individuals and labor markets from which to recruit.

	 3.	 Recruiting talent: Making decisions and engaging in practices that affect either the 
number or types of individuals willing to apply for and accept job offers.

	 4.	 Selecting talent: Assessing job candidates and deciding who to hire,

	 5.	 Acquiring talent: Putting together job offers that appeal to chosen candidates and 
persuading job offer recipients to accept those job offers.

	 6.	 Deploying talent: Assigning people to appropriate jobs and roles in the organization to 
best utilize their talents.

	 7.	 Retaining talent: Keeping successful employees engaged and committed to the firm.
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10    Strategic Staffing

manufacturing business is planning to expand, then it will likely need to hire more people 
in areas such as sales and production. If the company is planning to automate some of 
its production activities, then it will likely need fewer employees, but the employees it 
already has may need new skills related to the new technologies.

After establishing a company vision, mission, and business strategy, managers iden-
tify the resources, skills, and quantity and quality of talent that will be needed to execute 
it. Talent planning is an important human resource management activity that involves de-
signing work for optimum efficiency and performance as well as identifying the amount 
and types of talents the company will need to execute the business strategy. Because this 
aligns the human resource management strategy, policies, and activities with the business 
strategy, it is essential to effective human resource management. If a manager wants to 
grow the business, wouldn’t it be helpful to know what skills and competencies employees 
will need to have with enough time to develop them before they are needed?

Workforce planning usually involves the joint efforts of both the hiring manager and 
a staffing specialist, typically from the HR department. Hiring managers are often the 
first to signal the need to add an additional employee or create a new job, and this need 
is confirmed by HR. The staffing specialist then normally looks at the organization’s 
forecasted business activities and determines the number and types of people needed by 
the organization. Not all job openings need to be filled, and sometimes work can be 
rearranged or even automated rather than creating a new position. If a position will be 
added or an opening filled, the staffing specialist then uses the organization’s business 
strategy to specify further the competencies and talents the organization will need in 
the role to execute its business strategy. To plan for expected job openings, the staffing 
specialist assesses both the organization’s current employees and the external labor 
market of potential new hires to gauge the availability of desired talent. The specialist 
then secures the resources needed to engage in an appropriate staffing effort. After 
working with the hiring manager to identify the talent profiles most appropriate for an 
open position, the staffing specialist develops recruitment and selection strategies to 
obtain the desired talent.

Without first identifying the competencies and behaviors the firm needs to execute 
its business strategy, it is difficult, if not impossible, to develop effective recruiting, 
staffing, and retention plans to meet those needs. It is helpful to create “wish lists” of 
knowledge, skills, and other characteristics that a new hire must have and must not 
have to be a good fit with a specific job and with the organization as a whole.  These 
wish lists should include both the “must-have” qualifications and the “nice-to-have” 
qualifications. Identifying and securing necessary resources, delegating responsibilities, 
and creating a time line are also important outcomes of the planning stage. Planning 
activities can be short-term and focus on an immediate hiring need, or long-term and 
focus on the organization’s needs in the future. Workforce plans are more strategic 
if they better address both the firm’s short- and long-term needs. The plans can also 
address how a firm will address demographic issues, such as an aging workforce and 
diversity.

Sourcing and Recruiting Talent
Sourcing is a component of recruiting that focuses on locating qualified individuals 
and labor markets from which to recruit. For example, a sourcing specialist respon-
sible for identifying potential applicants for pharmaceutical sales representative posi-
tions may learn that experienced nurses make excellent pharmaceutical salespeople 
because of their ability to communicate with physicians and persuade them to pre-
scribe the firm’s drugs. The sourcing specialist then identifies where nurses can be 
found and how best to reach them, perhaps by placing recruiting advertisements in 
nursing publications.

sourcing

locating qualified individuals and 
labor markets from which to 
recruit
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Chapter 1  Strategic Staffing    11

Recruiting refers to all organizational practices and decisions that affect either the 
number or the types of individuals willing to apply for and accept job offers.21 Recruiting is 
how firms of all sizes generate a sufficiently large group of applicants from which to select 
qualified individuals for available jobs.22 Sourcing focuses on identifying desirable people 
and finding ways to reach them; recruiting converts these people into actual applicants. Many 
organizations consider sourcing to require different skills than recruiting. Consequently, 
they hire both sourcing specialists and recruiting specialists. Because people who don’t 
apply can’t be hired, sourcing and recruiting are critical to an effective staffing effort.

Recruiting practices include evaluating which recruiting sources generate greater 
proportions of high-performing employees who do well in their jobs and improve the 
firm’s performance.23 A firm’s recruiters, their behavior, the messages they send, and 
the sources from which they recruit affect whether people choose to become or remain 
applicants of the firm and accept its job offers.24 The primary goal of recruiting is to get 
the right people interested in working for an organization or in a specific job, persuade 
them to apply for it, and then ultimately accept the job offer if it’s extended.

If recruiting is done poorly, few people will apply for a job with the company, and 
more of those who do apply will drop out of the hiring process. Candidates are more 
than twice as likely to recommend a company to others when they are satisfied with 
their own job candidate experience and are twice as likely to become a customer of the 
hiring organization.25 In other words, organizations that disrespect job candidates or 
fail to meet their information-gathering needs during the recruiting process will be less 
able to hire them and less likely to see them become customers. As a result, more of the 
company’s job offers will be rejected, and the people who end up being hired might not 
be as committed to the job or the company as they would if a better recruiting job had 
been done. Moreover, applicants with a bad recruiting experience are likely to tell others 
about it, making it harder for the organization to recruit people in the future. Because 
they are unlikely to apply for future jobs with the company, the company is likely to lose 
the opportunity to hire unhappy current job applicants for future jobs as well.

Both organizations and individuals use a screening process when forming an employ-
ment relationship. Applicants can select themselves out of consideration for a job at any 
time. It is thus important that recruitment activities continue during the candidate assess-
ment and selection process to maintain candidates’ interest in the job and organization.

Another component of recruiting is employer branding, or creating a favorable 
image in desired applicants’ minds about the organization being a good place for them to 
work. It can be worthwhile for any organization to evaluate its brand among its targeted 
applicant pools and take steps to make it as strong and positive as possible before 
launching a recruiting campaign. Because most applicants do not know very much about 
what different organizations are like as employers, many companies proactively craft 
employer brands for themselves through marketing and advertising. Rather than have a 
one-size fits all marketing strategy, Allstate Insurance Co. customizes its marketing and 
employment offerings. Depending on a job candidate’s age and situation, the company 
might emphasize its stability, growth opportunities, or specific benefits. Suzanne Sinclair, 
former director of leadership talent acquisition, says, “When you look at different 
segments of the labor market, there are discernible differences in what [job candidates] 
want.”26 UK retailer Tesco explicitly divides its potential front line recruits into three 
segments: Those joining straight from school, students looking for part-time work, and 
graduates and tailors its recruiting message to best appeal to each group.27

Selecting Talent
The selection process involves putting applicants through activities such as skills tests 
and employment interviews to evaluate their capabilities and qualifications so that the 
organization can choose whom to hire. The methods an organization uses to assess and 

recruiting

all organizational practices and 
decisions that affect either 
the number or the types of 
individuals willing to apply for and 
accept job offers

employer branding

creating a favorable image in 
desired applicants’ minds about 
the organization being a good 
place for them to work

selection

assessing job candidates and 
deciding whom to hire
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12    Strategic Staffing

select job candidates will determine how well the firm’s new hires, and thus the company 
as a whole, will perform.28 Of course, the effectiveness of the selection process depends 
in part on recruitment. If a recruiting effort generates 1000 applicants but only a few of 
them are qualified, this bogs down the selection process.

Targeted recruiting practices that prescreen applicants can result in fewer but higher 
quality applicants than can general recruiting practices. For example, if a pharmaceutical 
sales position requires a certain amount of medical knowledge that nurses with certain cre-
dentials have, then the recruiting effort might prescreen applicants by locating nurses with 
the required credentials. Prescreening saves the organization both time and money because it 
does not have to sift through as many underqualified applicants during the selection process.

In contrast, if recruitment efforts fail to generate qualified applicants, then it 
is impossible for any selection system to identify them. It is not surprising that the 
effectiveness of various selection practices, such as interviews and skill testing, vary 
dramatically with a firm’s recruitment practices.29 Historically, organizations have tried 
to maximize the quality of their new hires by focusing on recruiting a large number of 
applicants, then relying on various applicant assessment methods to identify the highest 
quality candidates. However, it is important to note that there is no guarantee that the 
appropriate qualifications will be present in any applicant pool, regardless of its size.

The goal of strategic recruiting, therefore, is to attract a greater percentage of 
applicants who are likely to meet minimum hiring requirements and reduce the burden on 
the selection system. It is also very possible that the hiring gains will come with a reduced 
administrative burden and lower cost per hire, even if the initial cost of the recruiting 
system is higher. When we examine staffing and retention from these perspectives, it is 
easy to see why many companies make the search for the right talent their top priority. 
As a manager of one high-technology company stated, “The quality of our talent is as 
important as our technologies. The quality of our talent is how we win in our business.”30 
The same is true for most nontechnology-oriented businesses as well.

Acquiring Talent
Acquiring talent involves putting together job offers that appeal to chosen candidates and 
persuading job offer recipients to accept those job offers. Although many job offers are pre-
sented on a take-it-or-leave-it basis, organizations sometimes negotiate job offer terms with 
the candidates they want to hire. Job offers can include salary, health care, retirement con-
tributions, vacation time, relocation expenses, housing allowances, and other benefits. The 
employment contract, or written offer to the candidate, then formalizes the outcome of the 
negotiations. In addition to specifying the job’s compensation, such as salary, bonus, long-
term accounting, and stock-based compensation, the employment contract addresses other 
aspects of the relationship between the employee and the firm—for example, retirement 
or severance payments, procedures governing conflict resolution, and restrictions on the 
employee’s ability to engage in other activities, such as doing similar work for other firms.

Although the terms of an employment contract help to align a new hire’s behavior with 
the firm’s business strategy, many companies do not have comprehensive explicit (written) 
employment agreements, or they have an explicit agreement that covers only limited aspects 
of their relationships. A case in point: compensation tends to be higher when a CEO has 
a more explicit and written contract with their employer.31 In lieu of an explicit agreement, 
these firms and their CEOs rely on implicit contracts through which the CEO is employed 
“at will.” We will discuss employment contracts in greater detail in Chapters 3 and 11.

Deploying Talent
Deployment involves assigning talent to appropriate jobs and roles in the organization. 
The deployment of new talent and the redeployment of existing employees as needed are 
both relevant to optimally leveraging an organization’s talent. For example, assigning a 

deployment

assigning talent to appropriate 
jobs and roles in the organization
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Chapter 1  Strategic Staffing    13

technically capable programmer who dislikes interacting with people to a sales position 
would be a talent deployment mistake.

Socialization is the process of familiarizing newly hired and promoted employees 
with their jobs, work groups, and the organization as a whole. It is an important step 
in terms of getting these people up to speed quickly.32 Most new hires need help getting 
up to speed. Learning a new job takes a midlevel manager an average of six months.33 
Even in restaurants and hotels, it can take about 90 days for a new employee to attain 
full productivity. On average, the time for new external hires to achieve full productivity 
is eight weeks for clerical jobs, 20 weeks for professionals, and more than 26 weeks for 
executives.34

Some organizations simply give new hires a manual of company policies and show 
them to their desks. Instead, it is critical to take the time to help them form appropriate 
expectations about the company’s corporate culture, suggest ways for them to adjust and 
perform well in their new jobs, provide them with the emotional support they need to 
improve their satisfaction and job success, and increase their commitment to the firm.35

Over time, firms can develop employees’ skills and capabilities, resulting in a broader 
set of deployment options. Through succession management and career development, 
employees can acquire new skills and be prepared to assume different and higher-level 
positions in the organization. Internal talent development sometimes enables faster tran-
sitions and higher performance than does external hiring because existing employees 
are familiar with the organization’s culture, customers, and how work gets done most 
efficiently (i.e., they understand how the firm’s internal systems work and the strengths 
and weaknesses of people in key positions).

Retaining Talent
Succession management and career development are also effective tools for retaining 
high-performing employees. It can be frustrating to locate and hire the right talent only to 
watch these people leave after a short time. There are many types of employee turnover, 
some of which can actually benefit an organization. Dysfunctional employee turnover 
can hurt organizational performance if top performers leave and replacement costs 
increase. Turnover is influenced by employee engagement as well as other factors. When 
one retailer with over 50,000 employees wanted to reduce its 30 percent annual turnover 
rate, it created profiles of employees who were both top performers and most likely to 
remain with the retailer. When new programs were created to attract and retain more 
people with this profile, the financial gain from the initiative exceeded $10 million.36

Turnover is expensive, especially when it is the best performers who are leaving. Al-
though the turnover of poor performers can be beneficial, the departure of key employees 
can be devastating. Losing excellent employees to a competitor is an even greater loss. 
Retaining successful employees also means that the organization spends less time and 
fewer resources filling job vacancies in the future.

Figure 1–2 illustrates these core components of the strategic staffing process.

Matchmaking Process
Strategic staffing is a matchmaking process that involves much more than simply gen-
erating applications for an open position. Recruiting and selection are interdependent, 
two-way processes in which both employers and recruits try to look appealing to the other 
while learning as much as they can about their potential fit with the job as well as with 
the organization as a whole. Although applicants choose organizations as much as orga-
nizations choose applicants, too often organizations focus exclusively on selection at the 
expense of effective recruitment. Because applicants can drop out of the hiring process at 
any time, recruitment does not end when the employment application is submitted. The 
applicant is no longer a recruit only when either side is no longer interested in pursuing 
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14    Strategic Staffing

an employment relationship. Recruitment continues throughout the selection and acqui-
sition process until the person is no longer a viable job candidate or until a job offer is 
accepted and the person reports for work. Some firms even try to continuously “recruit” 
employees to maintain their attractiveness as an employer and enhance retention.

The Goals of Strategic Staffing
Identifying Staffing Goals
Creating hiring goals that are clearly linked to organizational strategies and objectives 
guides the strategic staffing process. Intended staffing outcomes can be identified, and rel-
evant goals based on them can be set for organizational outcomes (e.g., increased profit 
per employee, diversity, or lower turnover among high performers), as input to other HR 
functions (e.g., trainability or being motivated by team incentives), and for the staffing 
process itself (e.g., complying with the law, meeting hiring time line goals, and staffing 
efficiently). Process goals relate to the hiring process itself, including how many of what 
quality applicants apply, attracting appropriate numbers of diverse applicants, and meet-
ing hiring timeline goals, such as completing interviews within two weeks and making 
job offers within one week of the final interview. Outcome goals apply to the product of 
the hiring effort and include the number and quality of people hired, the financial return 
on the staffing investment, and whether the staffing effort improved organizational effec-
tiveness. Outcome goals can be short term or long term in nature. Table 1–2 presents a 
sampling of the many possible staffing goals.

Not all these goals will be relevant in every hiring situation. Different goals are likely 
to take priority at different times. It is also common for staffing goals to conflict. For 
example, it can be challenging to hire top performers who will stay with the organization 
for many years while simultaneously filling jobs quickly and minimizing staffing costs.

Firms that do not staff strategically are often focused on goals such as the time it 
takes to fill an opening, the number of hires a recruiter produces in a period of time, and 
the cost per hire. Although these can be useful goals for improving the efficiency of the 
staffing process, they are not necessarily aligned with improving the strategic performance 

process goals

staffing goals that relate to the 
hiring process itself.

outcome goals

staffing goals that apply to the 
product of the hiring effort.

FIGURE 1–2  •  The Strategic Staffing Process

Deploying
Talent

Retaining
Talent

Sourcing
&

Recruiting
Talent

Acquiring
Talent

Selecting
Talent

START
Workforce
Planning

Phillips Strategic Staffing 5e_Ch01.indd   14Phillips Strategic Staffing 5e_Ch01.indd   14 9/27/2021   7:24:56 PM9/27/2021   7:24:56 PM

Copyright (c)2024 by Sage Publications, Inc.   
This work may not be reproduced or distributed in any form or by any means without express written permission of the publisher.

DO N
OT C

OPY, P
OST, O

R D
ISTRIBUTE



Chapter 1  Strategic Staffing    15

of the staffing system. For example, if executing the firm’s strategy requires hiring top-tier 
talent, the company’s recruiting goals should emphasize the quality of applicants versus 
hiring speed. For some positions, hiring top talent that will stay with the organization 
for a long time might be critical (perhaps if the positions are in management, long-term 
research and development projects, or sales). There may be other positions for which 

average talent and moderate turnover are acceptable.
The key objectives of the staffing effort can change over time and be different for dif-

ferent positions, too because, over time, jobs change and different technologies emerge, 
and the people best able to do a job as it exists today may be less able to do the job in a 
few years and because different organizations pursue different business strategies, each 
organization’s staffing goals are likely to be different as well. Furthermore, differences 
usually exist in a single organization’s staffing goals across positions and over time be-
cause positions change, and different positions require different talents.

Each organization needs to identify what its staffing goals are for any position, 
recognizing that its goals may change over time as the organization changes its strategy 
or faces changes in its labor or product markets. These goals should be based on the 
priorities of the organization as well as the needs of the hiring managers. Table 1–3 
contains some key questions managers and human resource personnel need to ask 
themselves before setting strategic staffing goals.

TABLE 1–2  •  Examples of Staffing Goals37

Process Goals
•	 Attracting sufficient numbers of appropriately qualified applicants
•	 Complying with the law and any organizational hiring policies
•	 Fulfilling any affirmative action obligations
•	 Meeting hiring time line goals
•	 Staffing efficiently

Short-term Outcome Goals
•	 Hiring individuals who succeed in their jobs
•	 Hiring individuals for whom the other human resource functions will have the desired 

impact (e.g., who will benefit from training, and who will be motivated by the firm’s 
compensation package)

•	 Meeting stakeholders’ needs
•	 Enhancing diversity and enabling the benefits of the organization’s diversity
•	 Enabling organizational flexibility and capabilities
•	 Enhancing the employer brand

Long-term Outcome Goals
•	 Hiring individuals who will eventually be promoted
•	 Reducing turnover rates among high performers
•	 Maximizing the financial return on the organization’s staffing investment
•	 Enhancing the business’s strategy execution

TABLE 1–3  •  Questions to Ask When Setting Staffing Goals

•	 Is it more important to fill the position quickly or fill it with someone who closely 
matches a particular talent profile?

•	 What levels of which competencies, styles, values, and traits are really needed for job 
success and to execute the business strategy?

•	 What is the business’s strategy, and what types of people will it need one, five, and 10 
years from now?

•	 What talents must new hires possess rather than be trained to develop?
•	 What are the organization’s long-term talent needs? Is it important for the person hired 

to have the potential to assume leadership roles in the future?
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16    Strategic Staffing

Believe it or not, planning the “churn” of employees can also be an important or-
ganizational goal. In some cases, particularly when technology is changing rapidly, or-
ganizations prefer a steady supply of new hires whose skills are as current as possible 
rather than continually retraining their existing employees. If the skill sets of employees 
who have been with the company for several years become inferior to those of new hires, 
planning for regular churn is a better strategic choice. For example, a small software 
development firm that does not have a lot of money to invest in training might plan to 
replace most of its programmers every two to four years and offer two-year contracts to 
its workers. Other organizations, such as SAS, the world’s largest privately held software 
company, value long employee tenure with the company and prefer to invest in ongoing 
employee development. If building and maintaining customer relationships is important, 
if unique organizational knowledge is critical for getting the firm’s work done, or if the 
company plans to develop its future leaders from within, then a more appropriate staffing 
goal may be a reduction in turnover.

The goals of the firm’s staffing effort should also be consistent with the goals of the 
firm’s other stakeholders, including the individual hiring managers to whom new hires 
will report. Each work group and supervisor differs with regard to the type of person 
wanted to fill a job. Identifying these differences is important. One of the key roles of 
the recruiter is to partner with hiring managers to assess their underlying needs in this 
regard. For example, if a firm’s website development function is being outsourced, then 
hiring someone with website development skills might not be what the hiring manager 
really needs—even if an employee with these skills has left recently. As we have said, jobs 
change, and the talent mixes of work groups change. Because hiring managers don’t al-
ways recognize changing talent needs or know what they need in a new hire, they should 
see recruiters as partners in this process.

The ultimate goal for a staffing system is to hire people who can perform well, con-
tribute to the execution of the company’s business strategy, and increase profits. Doing so 
as quickly as possible and experiencing a good return on the time and resources invested 
in the staffing effort are also important. Staffing goals should be identified in the early 
stages of staffing planning, and the staffing system should be evaluated to ensure that it 
is meeting these goals. (Evaluating the staffing system is discussed in the next section.)

Many resources exist to help staffing professionals stay current and informed. This 
chapter’s Develop Your Staffing Skills feature lists several Internet staffing resources.

stakeholder

anyone who is impacted by a 
decision.

Develop Your Staffing Skills

INTERNET STAFFING RESOURCES

1.	 Electronic Recruiting Exchange (www.ere.net)—has information and articles related 
to recruiting and employer branding.

2.	 Job Openings and Labor Turnover Survey (http://www.bls.gov/jlt/)—U.S. govern-
ment website providing data on job openings, hires, and separations.

3.	 O*Net Center (http://online.onetcenter.org)—a government site that provides labor 
and occupational market information useful for doing a job analysis.

4.	 Office of Federal Contract Compliance Programs (https://www.dol.gov/agencies/
ofccp)—a part of the U.S. Department of Labor responsible for ensuring that 
employers doing business with the Federal government comply with nondis-
crimination laws and regulations.

5.	 Society for Human Resource Management (www.shrm.org)—provides articles and 
other resources on staffing, including Staffing Management magazine articles.
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Chapter 1  Strategic Staffing    17

Evaluating the Staffing System
Linking the goals of a staffing effort directly to the evaluation criteria the firm will use in as-
sessing the staffing system is key to its success. For example, if filling positions quickly is an 
important goal, then the time it takes to fill each position should be tracked and evaluated 
for each recruiting source. However, it should be recognized that filling positions quickly 
may require the recruiter to make a trade-off against the quality of the talent pool that will 
be quickly accessible. If recruiting high-quality applicants is an important goal, then the 
quality of recruits from different recruiting sources should also be tracked and evaluated. 
Because a firm’s staffing goals should be closely aligned with the organization’s business 
strategy, it is important to evaluate the staffing system to be sure these goals are being met. 
We discuss staffing analytics in greater detail later in this chapter and throughout the book.

Integrating the Functional Areas of Human Resource Management
In addition to laying the foundation for a firm’s strategic execution, staffing impacts 
the effectiveness of the other human resource management practices within the firm. 
Because the various functional areas of human resource management (e.g., staffing, 
training, performance management, and compensation) interact with each other,38 
getting enough people with the right qualifications and competencies to apply for jobs 
with the organization in the first place will impact these functions. That is, the firm’s 
ability to train, motivate, and retain its employees will be affected. Therefore, it is critical 
for all human resource functional areas to be aligned with each other.39

When Robert Eckert became CEO of toy giant Mattel, he developed a staffing and 
workforce management strategy that supported the company’s new strategic objectives of 
improving productivity, globalizing and extending the firm’s brand name, and creating new 
brands. His goal was to change Mattel’s culture to motivate employees to work together, 
give them more discipline, and improve their skills as well as their internal mobility and 
retention. Eckert did this by creating employee development programs that would generate 
a more skilled and competitive workforce, establishing metrics to understand how the 
workforce was performing, and developing a systematic succession strategy that would 
enable the company to retain the valuable talent it developed.40 “The institutionalization 
of people development is what I would love my legacy to be,” Eckert said, “so that nobody 
necessarily remembers who I am, but that there is a people development machine that 

6.	 The American Staffing Association (www.americanstaffing.net) provides informa-
tion about a career in staffing, best staffing practices, and information about the 
staffing industry.

7.	 The Equal Employment Opportunity Commission (www.eeoc.gov)—provides infor-
mation about the laws enforced by the EEOC and compliance guidance.

8.	 The Society for Industrial and Organizational Psychology (https://www.siop.org)—
professional association of the field of industrial and organizational psychology

9.	 U.S. Department of Labor (http://www.dol.gov/)—U.S. government agency with the 
mission of fostering, promoting, and developing the welfare of wage earners, job 
seekers, and U.S. retirees; improving working conditions; advancing opportunities 
for profitable employment; and assuring work-related benefits and rights.

10.	 Workforce Management (http://workforce.com)—contains articles and resources on 
staffing and legal issues pertaining to staffing.

11.	 World at Work (www.worldatwork.org)—a not-for-profit professional association fo-
cusing on attracting, motivating, and retaining employees.
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18    Strategic Staffing

lives on forever.”41 Today, Mattel’s staffing, performance measurement, and training 
programs support each other and reinforce the firm’s corporate goals, too.

If even a single functional area reinforces goals that are different from the other functional 
areas, executing the company’s strategy will be much more difficult. Let’s now look at the 
other human resource management functions and how they are affected by the firm’s staffing 
system. Figure 1–3 illustrates the various human resource management functions.

Training
Strategic staffing ensures that new hires are ready and able to benefit from the organization’s 
training and development programs. Training is often expensive; therefore, one of the first 
things to consider in terms of developing a staffing strategy is to decide whether new hires 
should already possess certain competencies at the time they are hired or whether the 
firm will help them develop those competencies via training. If the staffing function fails 
to hire candidates with appropriate qualifications, training them may be an organization’s 
only option. Even if the firm chooses to train its new hires, they need to possess at least 
the minimum qualifications and motivation needed to succeed in the training, or the effort 
is likely to be futile.42 It is also important to identify how long employees tend to stay 
with the company. Training might not be the right choice if employees tend to leave the 
organization before it recoups the cost of training them. For example, some retailers have 
turnover rates approaching 200 percent. If a retailer wants to invest significant time and 
resources training its employees, it should focus on identifying and hiring employees who 
are likely to remain with the organization to recoup its training investment.

Compensation and Benefits
The level of pay and benefits an organization is willing and able to invest in salaries 
can both determine and be determined by its ability to hire people with the necessary 
qualifications. If an organization is willing to pay premium wages, its staffing effort can 
focus on identifying and attracting the most qualified candidates. If an organization 
would like to pay lower wages but is unable to hire the candidates it would like at its 
preferred salary levels, then it may be forced to raise its salaries to be competitive in the 
labor market or to make investments in training and development. When the labor supply 
is tight, the firm might need to increase its salaries just to be able to hire candidates 
with minimum skill levels and qualifications. For example, professors in engineering and 
business are able to command higher wages in today’s market because there is a shortage 

FIGURE 1–3  •  The Core Human Resource Management Functions

Staffing

Performance
Management

Compensation &
Benefits

Career Development
& Succession
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Chapter 1  Strategic Staffing    19

of people with the qualifications they have. If higher pay is not an option, recruiting 
from nontraditional sources might allow the organization to overcome its compensation 
challenges. For example, Grocery chain ShopRite hired hundreds of welfare recipients 
who went through a 16-week program to acquire the skills required for different jobs in 
its stores.43 If hiring from nontraditional labor pools is unsuccessful, automating the job, 
increasing the training the organization provides its employees, or reducing the required 
qualifications of new hires may be the only alternatives.

The success of incentive pay programs can also be influenced by hiring outcomes. 
An organization that wishes to motivate its employees to be more productive by using a 
pay-for-performance or merit pay system will not be able to fully leverage its programs 
if the skills of the workforce are lacking. Performance incentives are only effective if the 
individuals have the potential to perform well in the first place. Ensuring that new hires 
have the potential to succeed is one of the primary goals of staffing.

Consider an organization that has developed a comprehensive merit pay compensa-
tion system. The organization pays employees an above-market base salary, plus up to a 
20 percent bonus if they meet or exceed their performance goals. But suppose the labor 
market is tight, so the organization hires several new employees who do not have the 
skills or experience to perform at the expected levels. In this case, their performance 
levels will not be consistent with their above-market base compensation. They also will 
not earn a bonus, which will tend to cause them to further underperform. To avoid this 
situation, organizations need to assess the availability of their sought-after competencies 
in the labor market and use recruitment and effective selection practices to ensure that 
new hires have the requisite skills, background, and motivation so the firm’s compensa-
tion system works as it’s intended. It should be noted, too, that paying top dollar to hire 
the highest quality candidates is not always the best strategy if the company doesn’t really 
need top talent, or if the performance difference between average and star performers in 
a job is not that great. In other words, sometimes the greater productivity of the most 
talented applicants is not enough to offset their higher salaries. For example, does every 
employee in a research unit really need a PhD?

Performance Management
Performance management involves setting goals, appraising and evaluating past and cur-
rent performance, and providing suggestions for improvement. Without this information, 
employees will be unable to adjust their behavior. Staffing influences the effectiveness of 
a performance management system by providing the raw talent that the system will man-
age. Even the best performance management system cannot replace important capabili-
ties that employees must have to do their jobs well.

Conversely, performance management systems affect a staffing system’s effective-
ness. Without performance goals, employees will not know what aspects of their jobs 
to focus on or the performance levels expected of them. As a result, they will tend to 
underperform, and some will quit or need to be replaced, potentially bogging down the 
staffing system. Even if highly talented employees are hired, they won’t perform at their 
best if they get no or inaccurate performance feedback. If they perceive that the feedback 
they’ve been given about their performance is unfair, they will not be motivated to con-
tribute as much as they could.

Career Development and Succession Management
The future success of any organization depends on its next generation of leaders. An 
organization is likely to flounder and perhaps even go out of business if it is lacking 
qualified successors to manage the business after the inevitable departure of its current 
leaders. When Yahoo’s chief technology officer Farzad Nazem announced that he was 
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20    Strategic Staffing

leaving the company, there was immediate investor concern that the company might not be 
able to retain key talent.44 A.G. Lafley was asked to come out of retirement to resume his 
position as CEO at P&G when his replacement unexpectedly retired without a successor.45 
Succession management and career development activities can help to ensure that an 
organization has people ready to assume leadership positions when they become available.

Staffing practices can influence and be influenced by an organization’s career 
development activities and the career advancement opportunities that exist in the company. 
An organization unable to offer employees opportunities for challenging work and career 
advancement is likely to have a low job offer acceptance rate. In addition, high-potential 
new hires who do actually go to work for the company are likely to quit sooner as a result 
of their being overqualified and underchallenged. This might prompt staffing personnel 
to recruit less qualified individuals who are less likely to quit but who may also be lower 
performers. Obviously, this is an even larger problem if the people being hired for current 
jobs are intended to be the employees upon whom the firm focuses its succession efforts. If 
the firm’s current hiring efforts fail to produce employees with the potential for promotion, 
the organization’s future leadership capabilities are likely to be compromised. Thus, 
organizations that rely on internal recruiting and promoting as part of their succession 
plans need to consider the long-term potential of candidates they hire from outside of the 
firm as well as their ability to perform the jobs they’re currently applying for.

Current Issues in Staffing
Staffing is a continually changing field that must recognize and adapt to changing con-
ditions and challenges to stay effective. Some of the current challenges facing staffing 
professionals include:

•	 Staffing effectively for a diverse workforce, including multiple generations in the 
workforce, veterans, and people with disabilities, and hiring people able to work ef-
fectively with diverse coworkers.

•	 Retaining and rewarding key employees is getting a lot of attention as the war for 
talent rages on, and some skills are in short supply.

•	 Creating a corporate culture and employer reputation that attracts and retains qual-
ity talent.

•	 COVID-19 has changed how many staffing activities and even new hire onboarding 
are done, requiring many companies to manage these activities virtually during the 
pandemic.

•	 Staffing ethics are gaining more attention as legal risks increase, and human resource 
management is expected to play the role of ethical steward in many organizations.

•	 Staffing technology has transformed the field over the past 10 years, with more 
changes coming as a result of advances in mobile computing and artificial intelligence.

•	 The use of analytics is improving the staffing process and helping organizations re-
fine their staffing practices based on what is most effective for specific jobs and units.

These issues are discussed in more detail throughout the book.

Ethics
Human resource management (HRM) is the business function that has primary 
responsibility for both safeguarding employees’ well-being and helping the organization 
execute its business strategy and succeed.46 Inevitably, these economic and social goals 
can conflict, and HRM professionals must manage the often challenging ethical dilemmas 
created by the divergent values that underpin the employment relationship.47 In addition 
to affecting employees and the business itself, HRM decisions can also impact numerous 
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Chapter 1  Strategic Staffing    21

stakeholders and ethical practices regarding global responsibility and sustainability, 
reflecting a big responsibility that must be taken seriously by HRM professionals.

Sometimes managers, including HR managers, reluctantly engage in ethically 
questionable conduct because they feel powerless to do otherwise. Some companies only 
define success in terms of profitability, and competition and shareholder demands can 
pressure managers to suppress their ethical concerns in the pursuit of greater efficiencies 
and ever higher profit margins. Finding a balance between serving company owners’ 
interests and treating employees and other stakeholders fairly and ethically can be 
challenging. But a firm’s success is more than just profitability. In addition to positively 
affecting the firm’s performance through its ability to hire, motivate, and retain talented 
employees, ethical human resource management practices and reputations can positively 
affect a company’s financial performance and share price in the stock market, benefitting 
company owners.48 The rise of socially responsible investing is also increasing pressure 
on publicly traded companies to prioritize ethics throughout the organization, including 
in human resource management. Socially responsible investors have a dual investment 
purpose to seek out both financial and social returns on invested capital.49 In 2020,  
approximately two-thirds of millennial investors in the United States reported being highly 
interested in sustainable, responsible, and impact investing.50 Approximately 77 percent of 
affluent investors have also reported that they want their assets to positively impact society.51

Socially responsible investing is increasingly concerned with the HRM behaviors 
of corporations, including gender and racial diversity, layoffs and downsizings, and the 
fair treatment of employees. To be included in the Vanugard FTSE Social Index fund, 
for example, a company must demonstrate diversity by having at least one woman on 
the board of directors and an equal-opportunity policy.52 One of the largest socially 
responsible investment funds in the United States, the Domini Social Equity Fund, 
removed the US retailer Walmart from its portfolio due to concerns over its human 
resources practices and considers actual or planned workforce reductions as a negative 
factor in evaluating companies for inclusion in its socially responsible portfolio.53 Zevin 
Asset Management made a formal shareholder proposal to increase diversity at Apple54 
and pressed Intel to appoint more directors from underrepresented groups to its board.55 
Increasingly, ethical human resource management is being considered a core element of 
an organization’s success and is not optional.

Staffing professionals manage both the processes and the consequences of 
organizational employment practices, including recruitment, hiring, promotion, and 
termination. As a result, they regularly manage conflicting interests, including those of the 
company, a hiring manager, an individual employee, all employees, laws, and professional 
codes of conduct among others,56 which can create tensions about for whom they are 
working. The fast-paced nature of many staffing decisions and situations can also create 
temptations for shortcuts and a failure to consider all of the consequences of a decision.

One of the primary things that all HRM professionals, including those in the staffing 
area, must understand is that they are expected to act as an agent of the employer and often 
not of employees. Nonetheless, there are situations in which one’s personal or professional 
ethical standards differ from what the organization is expecting, and difficult, balanced 
decisions must be made. To help in this area, the Society for Human Resource Management 
Code of Ethics includes the guideline, “Regardless of personal interests, support decisions 
made by our organizations that are both ethical and legal.”57 Because this is true even when 
you personally favor a different choice, it is a good idea to consider the fit between your 
values and those of potential employers when evaluating job alternatives.

An ethical decision is one that is morally acceptable to the larger community. The 
legality of the decision is also an important component in the ethics of a decision, although 
it is important to remember that just because something is legal does not ensure that it 
is ethical. In addition, rather than just “avoiding doing wrong,” most ethical challenges 
are really about “how to do the most good.” Because of the nature of their roles, human 

ethical decision

a decision that is morally 
acceptable to the larger 
community
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22    Strategic Staffing

resource management and staffing professionals are in a particularly impactful role in 
this regard.

Organizations often, but not always, develop a code of conduct or set of rules 
outlining the responsibilities and behavioral expectations for employees to help 
employees understand the organization’s behavioral expectations and better manage 
ethical situations. Staffing-related issues including legal compliance, conflicts of interest, 
conflicts of commitment, confidentiality, and the responsible use of organizational assets 
are typically covered in these codes.58 Aligning the organization’s talent resources with 
its strategic, competitive, and operational needs and in compliance with the law is the 
first priority. A variety of professional codes of conduct exist to guide staffing and human 
resource management professionals in this area:

•	 Society for Human Resource Management https://www.shrm.org/about-shrm/Pages/ 
code-of-ethics.aspx

•	 American Staffing Association https://americanstaffing.net/asa/asa-code-of-ethics/
•	 American Psychological Association http://www.apa.org/ethics/code/index.aspx
•	 National Association of Executive Recruiters http://www.naer.org/code-of-ethics/

One of the biggest challenges in behaving ethically is the fact that we often fail to 
recognize the ethical issues involved in the situations we are facing and the decisions we are 
making.59 People rely on various schemas, or patterns of thought that organize categories 
of information and the relationships among them, to aid in information processing.60 
Schemas act as filters, affecting what we notice, how we interpret data, and how we classify 
things and predict events. Because they help us process a lot of information quickly, we 
have schema for almost everything including role expectations in different situations, how 
people will behave, and the characteristics people have. Because we construct a schema 
through repeated exposure to examples of similar issues, the more experience a person 
has in dealing with and thinking about issues and situations, the better developed and 
useful the schema for that issue will be. When a schema is developed simultaneously with 
an awareness of ethical issues and approaches, it is much easier to make ethical decisions 
when using that schema than if ethics is thought of separately, if at all.

To develop strong staffing-related schemas that incorporate ethical awareness, it is 
useful to be exposed to numerous examples of ethical standards, issues, and considerations, 
as well as a variety of possible decisions and their consequences for all stakeholders.61 
This helps to create schemas that enable faster and more reliable recognition of ethical 
issues in novel situations in the future. To do this for existing employees, organizations 
might create ethics training courses, embed ethical situations in multiple training courses 
to regularly expose employees to ethical issues they might encounter on the job, and have 
regular supervisor-led discussions of ethical issues they might encounter. Research has 
found that repeated exposure to ethical issues helps to build effective schema that more 
readily recognize and categorize ethical issues,62 increasing the likelihood that ethical 
issues will be appropriately recognized and managed. As you are just developing your 
human resource management and staffing schemas, it is important to take the ethical 
content of each chapter seriously as you read this book. The more attention you pay to 
the ethical issues and scenarios presented, the stronger and more ethically appropriate 
your schemas will become. The goal is to help you become a staffing professional able 
to think for yourself about ethical issues that are not or cannot be addressed by the law.

Each chapter in this book has an ethics section that explores ethical competencies 
and situations commonly faced by staffing professionals. There is also at least one activity 
at the end of each chapter to help you build strong and ethical staffing schemas and 
practice handling the types of situations you might face in the future. This chapter’s 
staffing ethics feature identifies some of the most common ethical challenges facing 

staffing professionals.
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Chapter 1  Strategic Staffing    23

Staffing Ethics

ETHICAL ISSUES COMMONLY FACED BY STAFFING PROFESSIONALS

These are just some of the ethical issues commonly faced by staffing professionals. Think about how you might respond 
to each situation in an ethical way when you are a manager.

•	 Being pressured to hire a manager’s relative without proper assessment of the applicant’s skills relative to the job.
•	 Being asked to make an extremely high job offer to a desired recruit that lowers the workgroup’s morale and risks lower 

performance and higher turnover.
•	 Failing to consider the role of unconscious bias in recruitment, selection, promotion, and termination that undermines 

the company’s diversity values.
•	 Being asked to place a misleading advertisement for a job to attract job applicants.
•	 Being asked by a hiring manager for a way to avoid hiring or promoting a qualified candidate for discriminatory 

reasons.
•	 Being tempted to lower hiring standards to meet a recruiting goal or quota.
•	 Being asked to hire or promote employees based on non-job-related criteria.
•	 The abuse of human rights by a company to which the employer outsources work to save on labor costs.
•	 Being pressured to place the interests of the organization before the interests of an employee when the employee 

makes accusations of bias or wrongful treatment.

Analytics
Rather than tracking metrics that merely report what happened last year, staffing 
analytics involves the application of software and research methodology to statistically 
analyze staffing-related data with the goal of optimizing staffing systems. By defining, 
standardizing, and tracking key performance indicators, organizations are better able to 
analyze trends; understand drivers of employee diversity, performance, engagement, and 
turnover; and make data-based decisions. Job board Monster.com uses predictive analytics 
to help clients optimize their talent pipeline and candidates’ responses to their job postings. 
Google used analytics to cut its hiring time by half and improve the hiring experience for 
candidates. Google researched its best interviewers and interview questions and now trains 
every Googler who interviews job candidates in how to consistently and accurately score 
candidates’ answers. Google also used analytics to reduce its onerous 12-interview hiring 
process to just four interviews without losing assessment accuracy.63 Throughout the book, 
we will discuss how analytics can be applied to the different aspects of staffing.

Technology
Staffing technology has come a long way from fax machines and telephones. Modern 
technology including live and asynchronous online video interviewing, artificial 
intelligence, chatbots, and social media are just some of the technologies that have 
influenced the staffing field in the last decade. Technology is being used to speed up 
hiring, reduce hiring costs, enhance the candidate experience during the hiring process, 
facilitate candidate assessment and selection, socialize new hires, track employees’ 
skills and promotion readiness, enhance retention, create better relationships with high 
potential future applicants, and enable better compliance with legal regulations and 
recordkeeping requirements. Blockchain technology, an ecrypted, digital ledger of public 
records organized into a decentralized database that allows everyone in a “chain” to 
access and verify the details of every record, is also beginning to be used to confidentially 

staffing analytics
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24    Strategic Staffing

store personal information about job applicants and employees, enabling faster and more 
accurate verification of job candidates’ credentials and reducing the time it takes to hire 
someone.64 We will discuss relevant staffing technologies and how to best utilize them 
throughout the book.

The Organization of this Book
This book is broken into four parts. Part 1, The Staffing Context and Job Analysis contains 
Chapters 1 through 4. Chapter 2, “Business and Staffing Strategies” first covers how the 
organization’s business strategy and competitive advantage influence the organization’s 
human resource strategy and staffing strategy. Then how to design a firm’s staffing 
strategy to reinforce its business strategy is discussed. Chapter 3, “The Legal Context,” 
describes the legal environment in which staffing must operate. Laws and regulations 
play an important role in determining how an organization recruits, hires, promotes, 
and terminates employees. Barriers to legally defensible recruiting and hiring are also 
discussed. Chapter 4, “Strategic Job Analysis and Competency Modeling,” covers job 
analysis, job rewards analysis, and competency modeling. To identify the best person to 
hire, the job and its role in the execution of the business strategy must first be understood.

Part 2, Planning, Sourcing, and Recruiting, explains how job applicants are identified, 
attracted, and recruited. Planning is the first step in the strategic staffing process. It 
involves estimating the numbers and types of employees the company will need based 
on its strategy, what the hiring time line is, and what the firm’s staffing budget will allow. 
Because people who never apply for a position cannot become employees, sourcing and 
recruiting qualified and interested applicants are the next critical steps in the strategic 
staffing process. Chapter 5, “Forecasting and Planning,” describes how organizations 
translate business forecasts into future labor demand estimates. Labor supply forecasts 
are then compared with labor demand estimates to identify where the organization needs 
to focus attention to ensure it has the right talent in the right place at the right time. 
Techniques for forecasting labor supply and demand are presented in this chapter. Also 
discussed are issues regarding the planning of a recruiting and hiring initiative. Chapter 6, 
“Sourcing: Identifying Recruits,” discusses applicant sourcing, or the identification and 
targeting of recruits. Chapter 7, “External Recruiting,” focuses on getting the people 
identified through sourcing to apply to the organization and accept job offers if extended.

Part 3, Selecting, covers the assessment of job candidates and the evaluation of their 
fit with the job and organization. Chapter 8, “Measurement,” describes some of the 
issues regarding candidate assessment. Also presented are basic staffing-related statistical 
concepts in an easy-to-understand way. Chapter 9, “Assessing External Candidates,” 
discusses methods of assessing the qualifications of people who do not currently work 
for the company. Chapter 10, “Recruiting and Assessing Internal Candidates,” covers the 
methods used to assess the qualifications of current employees being considered for other 
positions in the firm, including career planning and performance appraisal.

Strategic staffing involves the movement of employees into and through an organiza-
tion. Part 4, Managing the Staffing System, covers choosing whom to hire, negotiating 
the employment contract, and socializing new employees. Chapter 11, “Choosing and 
Hiring Candidates,” describes the process of deciding which job candidate(s) should 
receive job offers and subsequently negotiating those offers. Persuading job-offer recipi-
ents to join the company and negotiating hiring agreements with them is an important 
part of talent acquisition. If the right people apply to an organization but ultimately turn 
down job offers, the staffing effort cannot be considered effective. Chapter 12, “Manag-
ing Workforce Flow,” covers socializing new hires, different causes and types of turn-
over, and methods of retaining valued talent. It also discusses terminations, downsizings, 
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Chapter 1  Strategic Staffing    25

and layoffs. Chapter 13, “Staffing System Evaluation and Technology,” covers the ways 
in which many organizations are leveraging technology to enhance their staffing systems, 
the importance of evaluating a staffing system’s effectiveness, the staffing system evalua-
tion process, and specific staffing system metrics.

SUMMARY

Strategic staffing is a complex process of planning, acquir-
ing, deploying, and retaining talent that enables the organiza-
tion to meet its hiring objectives and to execute its business 
strategy. This process supports the movement of talent into, 
through, and out of the organization in a way that enables 
the organization to compete successfully in its marketplace. 
Because an organization’s people are central to its develop-
ment of a competitive advantage and the execution of its 
business strategy, strategic recruitment and staffing activities 
are a cornerstone of organizational effectiveness.

Millions of employees are hired or separated every 
month, making staffing a multibillion-dollar business. A 
strategic staffing effort focuses on first understanding 
the organization’s mission and objectives as well as 
its business strategy. Subsequently, the nature and 
requirements of the job are identified, and potential 
recruits who are likely to meet or exceed the minimum 
personal and technical requirements of the position 
are identified. Recruiting then focuses on attracting 
these people to apply, retaining qualified applicants in 
the candidate pool, and finally on enticing the chosen 
candidates to ultimately accept job offers. Efforts are 
then made to retain valuable employees. This type of 
strategic staffing effort is likely to produce a greater 

proportion of successful hires and a greater proportion 
of higher-performing employees as well.

To develop strong staffing-related schemas that incorpo-
rate ethical awareness, for example, it is useful to be exposed 
to numerous examples of ethical standards, issues, and con-
siderations, as well as a variety of possible decisions and 
their consequences for all stakeholders. This helps to create 
schemas that enable faster and more reliable recognition of 
ethical issues in novel situations in the future.

Rather than tracking metrics that merely report what 
happened last year, staffing analytics involves the application 
of software and research methodology to statistically analyze 
staffing-related data with the goal of optimizing staffing systems. 
By defining, standardizing, and tracking key performance 
indicators, organizations are better able to analyze trends; 
understand drivers of employee diversity, performance, 
engagement, and turnover; and make data-based decisions.

Staffing technology has come a long way from fax 
machines and telephones. Modern technology including 
live and asynchronous online video interviewing, artificial 
intelligence, chatbots, and social media are just some of the 
technologies that have influenced the staffing field in the 
last decade. Relevant staffing technologies and how to best 
utilize them will be discussed throughout the book.

Staffing Challenge Response
Improving Store Performance at Caribou Coffee65

Caribou Coffee wanted to know what accounted for the differ-
ences in average store performance for its district managers. It 
assumed that customer service had a lot to do with it but wanted 
to objectively evaluate what its best performing district managers 
did so that it would know for sure and could use this information 
to improve the future staffing of its district manager positions.

Caribou discovered that its district managers’ skills did 
vary. Some were really customer focused, as it expected, but 
the sales figures of those stores were not always the best. Cari-
bou discovered that the most important district manager com-
petency was the ability to effectively staff the store manager 

position. When a district manager took the time to find the 
best replacement for a store manager instead of automatically 
promoting the shift supervisor with the most tenure, the re-
sults had a strong impact on revenue.

Caribou’s ability to show its district managers concrete evi-
dence that hiring the right store managers positively impacts 
sales has been critical in focusing district managers on the 
careful staffing of its store manager positions. Not only have 
sales increased in the previously underperforming stores, the 
district managers appreciated the information and assistance 
as well in improving their own performance.
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TAKEAWAY POINTS

1.	Staffing is critical to an organization’s performance be-
cause it is the means through which the firm acquires, 
deploys, and retains the talent needed to execute its 
business strategies and perform well. Staffing is the 
cornerstone of effective human resource management 
because it generates the talent that is supported and fos-
tered by a company’s other HR functions.

2.	Strategic staffing is the process of staffing an organi-
zation in future-oriented, goal-directed ways that sup-
port the organization’s business strategy and enhance 
its effectiveness. Strategic staffing moves people into, 
through, and out of the organization in ways that 
maximize the organization’s performance and ability 
to compete. It requires long-term planning, as well as 
aligning the staffing function with the firm’s business 
strategy and the other areas of HR. Strategic staffing 
involves assessing the labor market, targeting recruits, 
assessing candidates based on job-related success fac-
tors and the candidates’ longer-term potential, and 
evaluating staffing outcomes against preidentified 
goals.

3.	The seven components of strategic staffing are planning, 
sourcing, recruiting, selecting, acquiring, deploying, and 
retaining talent.

4.	The ultimate goal for a staffing system is to hire people 
who can perform well and contribute to the execution 
of the company’s business strategy. Doing so as quickly 
as possible and experiencing a good return on the time 
and resources invested in the staffing effort are also 
important. Other staffing goals might involve the quality 
of new hires, their retention rates, how quickly openings 
are filled, the company’s return on the training new hires 

receive, and the promotion rates of new hires. Staffing 
goals should be identified in the early stages of staffing 
planning, and the staffing system should be evaluated to 
ensure that it is meeting these goals.

5.	Staffing both influences and is affected by performance 
management, training, and compensation. Staffing prac-
tices can influence the options available to and the ef-
fectiveness of the rest of the human resource function. 
It is critical that the goals and practices of all human re-
source functional areas be in alignment with each other 
in support of the firm’s human resource and business 
strategies.

6.	Current issues in staffing include staffing effectively 
for a diverse workforce, retaining and rewarding key 
employees, creating a corporate culture and employer 
reputation that attracts and retains quality talent, 
staffing ethics, staffing technology, and staffing  
analytics.

7.	We use ethics schemas to filter the information in our 
environment. They affect what we notice, how we inter-
pret information, how we classify things, and how we 
predict events. A staffing ethics schema enables faster 
and more reliable recognition of ethical issues in novel 
staffing situations.

8.	Staffing analtyics is the application of software and 
research methodology to statistically analyze staffing- 
related data with the goal of optimizing staffing 
systems.

9.	Staffing technology includes live and asynchronous  
online video interviewing, artificial intelligence, 
chatbots, and social media, and blockchain.

DISCUSSION QUESTIONS

1.	Relate a hiring experience you have had as a job seeker 
to the process illustrated in Figure 1–1 on page 8. What 
could the organization you applied to have done to im-
prove your experience?

2.	Assume that your organization wants to pursue a staffing 
strategy of acquiring the best talent possible. Give an 
example of how the firm’s ability to provide only average 
pay can affect the success of this staffing strategy.

3.	Why is staffing so important to store performance, as 
discussed in the chapter vignette?

4.	Recruiting and selection are interdependent, two-way 
processes in which both employers and recruits try to 
look appealing to each other while learning as much as 
they can about their potential fit. Impression manage-
ment is the process through which people and employers 

each try to control the impressions others form of them. 
How do applicants and employers try to look appealing 
to each other during the staffing process?

5.	If your CEO asked you why she should invest more 
money in the organization’s staffing systems, what 
would you tell her?

6.	What do you think are three common ethical issuses in 
staffing?

7.	What do you think are the most important staffing out-
comes that all organizations should track in their staff-
ing analytics?

8.	What staffing technology do you think will make the 
biggest impact on the effectiveness of staffing systems 
in the next 5 years?
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DEVELOPING YOUR STAFFING SKILLS
4.	Develop Your Staffing Skills: Using O*Net

Visit www.onetonline.org/skills/ for O*NET OnLine’s 
“Skills Search” feature. Identify the skills that you 
have and the skills that you plan to acquire in the next 
2 years, and click on the “Go” button. Next, choose 
one of the occupations that match the skills you iden-
tified. Scroll to the bottom of the summary report, 
and identify a state in the “State and National” sec-
tion. Click on the “Go” button and read the occupa-
tion profile. View the career video if one is provided. 
Write a one-page report describing how you think this 
resource could be used by staffing professionals.

5.	Staffing Ethics: Identifying Stakeholders 

One important aspect of ethical decision making is 
recognizing who the stakeholders are in a situation 
or decision. Possible stakeholders include, but are 
not limited to, a single employee, a supervisor, 
all employees, the local community, customers, 
vendors, owners/shareholders, the general public, 
and the organization itself. Considering the impact 
of a decision on everyone who may be impacted by 
it helps to both accurately evaluate moral problems 
as well as identify the course of action with the most 
benefit, least harm, or whatever ethical goal is being 
pursued.

For example, imagine that you work for Pixelated, 
an online photo products company, and are being 
pressured by Jake, a hiring manager, to approve an 

inaccurate, negative performance review of Pete, 
Jake’s subordinate, so that Jake can terminate Pete 
even though Pete has always received excellent 
performance reviews. Who are the stakeholders in this 
situation? Pete, obviously, as his job is on the line, and 
the negative performance review would be inaccurate; 
Jake, because he has a goal to get Pete fired, and Pete 
is a member of his workgroup; you, because you would 
be the person authorizing the inaccurate appraisal 
and causing Pete to be fired; and Pixelated, because 
losing a good employee would hurt the company.

For this exercise, working alone or in small groups, 
identify the stakeholders in the following situations: 

a.	A new position is being created, and Amy, the hiring 
manager, wants to write the job description so that a 
favorite subordinate, Dan, will be the most qualified 
candidate for the position.

b.	There is a shortage of nurses in the United States, 
so hospitals begin thinking about recruiting from 
Puerto Rico where nursing training is also of high 
quality. The hospitals realize that after a few months 
so many nurses will be hired from Puerto Rico that 
the country will face a nursing shortage of its own.

c.	You do a lot of careful research and realize that your 
company could pay 25 percent less in labor costs by 
moving a manufacturing facility from rural Ohio to 
Mexico because wages are much lower there, and 
there are many fewer expensive safety and health 
regulations to follow. You are trying to decide if you 
should close the US facility and relocate to Mexico to 
manufacture your product.

EXERCISES

STAFFING STRATEGY
1.	Strategy: Staffing Flowchart  

Working alone for 5 minutes, take notes about how 
you might design a staffing flowchart for your own 
job. If you have no work experience, choose a job with 
which you are familiar. Next, form a group of three to 
four students, choose one of the jobs just identified by 
your group members, and design a staffing flowchart 
for it. Be prepared to share your ideas with the class.

2.	Staffing Challenge: Caribou Coffee  

This chapter’s opening Staffing Challenge described 
how Caribou Coffee discovered the importance 
of carefully staffing its store manager positions. 
Working in a group of three to five students, address 
the following questions. Feel free to use the Internet 

or other resources if you need additional information. 
Be prepared to share your ideas with the class.

a.	Describe three process and three outcome goals that 
would reinforce Caribou’s desire to hire the best 
store managers efficiently and quickly.

b.	How else can Caribou Coffee ensure that its staff-
ing strategy for store managers is integrated with the 
firm’s other HR functional areas?

3.	Important Trends

Spend a few minutes thinking about and discussing 
employment and labor market trends. Feel free to use 
the Internet to research ideas as well. Then, share your 
ideas with two to three other students and identify 
what your group thinks are the two most impactful 
trends facing employers in the next 10 years.
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SEMESTER-LONG ACTIVE LEARNING PROJECT

This project will enhance your analytical skills and allow you 
to apply the concepts in this textbook to a real-world situation. 
Your project team will select an organization about which your 
team has some interest or knowledge and about which you can 
acquire additional information. The goal of your report is to 
align the staffing system for a key position in this organization 
with the organization’s business strategy. Your team will 
analyze how effectively the target organization is staffing a key 
position and make recommendations for improvement. At the 
end of each chapter is an assignment requiring you to apply 
that chapter’s material to your chosen job.

Your report should target the company’s executive 
management team. Your job is to persuade them that your 
recommendations will lead to a positive return on investment 
(ROI) for the firm and better enable it to execute its business 
strategy. Assume that the team does not have a working 
knowledge of staffing terminology. As a result, you need to 
write your report so that a layperson can easily understand 
what you are communicating.

Your task the first week is to form teams of four to five 
students, exchange contact information, and brainstorm jobs 
that at least one team member has access to. It can be a job 
one of you currently holds or has held in the past, or a job a 
family member or friend has. Ideally, you will need about 30 
minutes of time from a person who currently works or who 
has worked in the job and 30 minutes of their supervisor’s 
time. If you cannot get the supervisor to participate, using one 
or two current or previous jobholders is acceptable. Before 
leaving class, you should identify at least two positions that 
your group would like to use for the project and choose one 
to pursue. Before the next class, you should confirm that you 
will have access to the job experts and solidify the job and 
organization your team will use for the project.

You will also need to identify realistic long-term and 
short-term process and outcome goals for your chosen 
position. Table 1–2 gives examples of both types of staffing 
goals, and Table 1–3 gives you some questions to consider in 
setting appropriate staffing goals.

CASE STUDY

Strategic Staffing at Atlas Corporation
Graphic T-shirt company Atlas Corporation knows that 
executing its growth strategy depends on promoting from 
within. Atlas believes that its staffing activities must obtain 
talent able to do the job being filled and with the potential to 
advance into management. Because it tends to receive a large 
number of applications for its job openings, Atlas must also 
process a large number of applicants for every opening and 
wants to do so as efficiently as possible.

Atlas decides that it wants to capitalize on the trend of 
using social media to source and recruit. The company opens 
a Twitter account and starts Tweeting its job openings to 
people following the company (generally customers hoping 
for discount offers). It also posts its jobs on Monster.com, a 
large and popular job board, to try to maximize the number 
of applications. When job seekers apply for graphic design 
positions, they first complete an online application, and the 
information is sent to a database. A recruiter is immediately 
sent any applications that pass an initial competency screen. 
Within a few days, the recruiter e-mails the candidate re-
questing a sample portfolio of the candidate’s work. Because 
of the size of the files, the portfolios are often rejected by 
recruiters’ e-mail accounts, and the candidate must fax the 
documents as Atlas has no cloud storage mechanism. Due 
to the large number of applications, those not passing the 
initial screen remain in the database unviewed and are not 
contacted in any way by the company.

Applications passing the initial screen are invited to a 
telephone interview with a recruiter to assess basic job-re-
lated competencies. The top 10 candidates are then invited 
to interview face-to-face with another recruiter to assess their 
fit with Atlas’s culture and to better assess job-related skills 
and competencies. The top-scoring five candidates are then 
invited to interview with the hiring manager, who makes 
the final decision on who should receive a job offer. A back-
ground check is then performed, and if it is passed, then a 
job offer is made. If a candidate declines the offer, the next 
highest scoring candidate receives a background check and 
a job offer until no acceptable finalists are left. Atlas evalu-
ates the effectiveness of every staffing effort by evaluating the 
number of applications it received, the time it took to fill the 
position, and whether or not one of its first two job offers 
were accepted.

Questions

1.	What is Atlas doing well with regard to staffing 
strategically?

2.	How could Atlas staff its graphic designer positions 
more strategically?

3.	What would you suggest Atlas do to further enhance the 
alignment between its staffing function and its need to 
promote from within?
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CASE STUDY ASSIGNMENT: STRATEGIC STAFFING AT CHERN’S

All Chern’s materials and a summary of the Chern’s 
assignments for all of the chapters are in the Appendix of 
this book. This chapter’s Chern’s assignment is to:

a.	Identify realistic long-term and short-term process and 
outcome goals for sales associate hiring at Chern’s.

b.	Ensure that your goals are related to Chern’s business 
strategy and explain why each is important.
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