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Executives in 35 to 44 age bracket declining 

Over next 15 years, another 15% dip 

Ratio of probable workers (ages 25 to 64) to probable retirees 
(ages is 4 to 1. 

By year 2011, Baby Boomers hit age 65 - 76 million behind them 

In 2020 a 3 to ratio 

In 2030 a 2 to 1 ratio 

cost of unhappy clients who aren't 
as forgiving when it comes to giv- 
ing your "B" hires a chance to 
grow into their " A  jobs. 

How to Compete 
Since declining work force de- 

mographics are against you and a 
new entrepreneurial culture drives 
even more people away from tra- 
ditional corporate jobs, have you 
lost the battle before you've be- 
gun to fight? Not necessarily. 
There are ways to become an 
"Employer of Choice", even out 
the balance of power, and create 
a work force of qualified, produc- 
tive '"intrapreneurs". 

A recent study of hiring chal- 
lenges and practices of industry 
leaders, combined with our own 
experiences from the field, indi- 
cate that there are four clear-cut 
strategies to compete successfully 
in the war for talent: 

1. Acknowledge the reali- 
ties in the current work 
force 

2. Improve your recruit- 
ment process 

3. Create a platform for 
training and retention 

4. Develop innovative com- 
pensation programs 

Face Reality 
The first and most important 

step is to take off your blinders. 
N o  employer likes the fact that 
they have to put more and more 
money on the table to attract can- 
didates who may or may not have 
the skills they need. But certain 
market realities, aside from those 
outlined earlier, impact how 
prospective candidates compare 

your job opportunity to others. 
Chart 2 is an outline of "What's 
In," and "What's Out" in the re- 
cruitment game today. 

To meet these realities head-on, 
it's not just a matter of under- 
standing that cash-only compensa- 
tion is the dinosaur of executive 
recruitment. It's also critical to get 
your top management involved in 
evaluating the limitations of your 
organization in comparison to 
your competitors. 

Like all corporate practices, 

that will your compet- 
itive edge. Successful companies 
aren't just looking to fill a certain 
slot, they're hiring, promoting, 
training for and rewarding specific 
skills and competencies that will 
give their products and services 
the competitive edge. Employees 
know they are a valuable com- 
modity in today's market - and 
they know which of their core 
competencies will be most attrac- 
tive to prospective employers. 

When you create the job pro- 
file, take a hard look at the assign- 
ment and the absolute skills and 
competencies required for doing 
the job well. Be realistic: organize 
your needs into "critical to have" 
and "can be taught" categories. 

In the next decade the most 
successful candidates will have su- 
perb technical skills blended with 
"softer" leadership skills. These in- 
dividuals will have excellent 
coaching, mentoring and 
building skills. You need to find 
the right mix for your organization 
and know where you're willing to 
train and pick up any slack. 

What's In What's Out 

Equity Incentives Cash Only Comp 
Private Equity Public Equity 
Seller's Market Buyer's Market 

Multiple Job Offers 
Critical to the Success 

Single Job Offers 
You're Lucky to Work Here 

ecutive recruiting can benefit from 
a program of continuous improve- 
ment. You need a well-articulated 
recruitment strategy that firmly po- 
sitions the advantages of your op- 
portunity in the minds of prospec- 
tive candidates. This requires a 
well-defined, systematic process. 

The Recruiting Process 
f o r  the future. Stay in the 

recruiting mode: always recruit for 
the leadership talent you will need 
in the future. You can no longer 
wait for the job requisition to be 
approved. If you're committed to 
the business plan and strategy, be 
proactive and hire top talent when 
you see it, rather than wait until 
you have an immediate need. 

Focus on the competencies 

Recognize that "A" players are 
attracted to " A  level opportuni- 
ties, "B" players to "B" level and 
so on. The challenge is to find 
ways to attract " A  level players to 

opportunities that may be a 
better use of their skills and a bet- 
ter fit for their behavioral style. 

Define your culture. The inte- 
gration of banking, brokerage, 
and insurance businesses into sin- 
gle organizations has caused huge 
cultural gaps. As a result, it's more 
difficult to define corporate cul- 
ture in familiar terms. As you try 
to define your changing culture, 
be prepared to describe important 
transitions to prospective candi- 
dates. It's also a good idea to pro- 
file current top employees who 
can be benchmarks for new hires. 



Sell your  strategy. Building 
brand identity for your company 
in the marketplace is only the be- 
ginning. You need to sell your or- 
ganization to prospective candi- 
dates and give them compelling 
reasons to change jobs. Articulate 
your company's vision and strate- 
gic plan, how you plan to execute 
it, and how top performers in the 
company get rewarded for their 
contribution. Demonstrate why 
your opportunities may be a bet- 
ter choice for candidates than 
their current positions. 

Build partnerships. 
Both HR and line executives need 
to have equal goals for success in 
the recruitment process. It is be- 
coming increasingly important for 
senior HR executives to partici- 
pate in strategy meetings so that 
they are better prepared to help 
fill in the gaps on the team. En- 
hance their knowledge of your 
business and the critical compe- 
tencies required for making peo- 
ple successful in their jobs. Then 
your HR colleagues can work 
more effectively - either inde- 
pendently or with outside recruit- 
ing sources - to attract the pro- 
fessionals you need. 

Interview intelligently. Unfor- 
tunately, most of us have not been 
trained as expert interviewers. But 
this is an ever-increasing require- 
ment in order to meet the recruit- 
ing challenges we face in the fu- 
ture. "Where do you want to be in 
five years?" is no longer a relevant 
interview question. 

You need to have a more philo- 
sophical discussion about values, 
market challenges and how candi- 
date strengths can help you reach 
your goals. Elicit anecdotes that 
give you hints about on-the-job 
behavior and look for styles and 
skills that complement your team. 
Let the candidate do the talking 
and use your intuition as you lis- 
ten. It's also helpful to set up a 
tag-team approach to interview- 
ing, so that you can compare your 
impressions with others in your 
organization. 

Close the There is no get- 
ting around the fact that employ- 
ers who snooze, lose. Don't delay 
in getting your offer on the table, 
and make it your best offer. 
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member that you are not the only 
one chasing the top performers. 
There are better deals and counter 
offers to contend with that did not 
exist before. In addition, you need 
to be mindful of how long it will 
take you to find another qualified 
candidate. It used to take 60 to 90 
days and a local search, but it can 
now take up to five months sort- 
ing through a national network. 
And there is no longer a "slate of 
candidates." For some jobs you 
are lucky if you find one. 

Once the right candidates are 
hired, you face the increasing 
challenge of keeping them. As 
competitors breathe down your 
neck trying to find ways to poach 
your best talent, you begin the 
never-ending process of keeping 
them motivated, challenged and 
uninterested in walking across the 
street for a better deal. It's not just 
a paycheck that keeps employees 
committed. You need a solid plat- 
form for retention. 

Retention Strategies 
Treat y o u r  employees a s  

clients. Just as you let your exter- 
nal clients know that you always 
have their best interests in mind, 
your internal clients, the employ- 
ees, need to have the same com- 
fort level. Employees are n o  
longer motivated by the fear of 
losing their jobs. With a long list 
of other job opportunities beckon- 
ing from afar, they need to know 
that you're helping them expand 

and grow as individuals. To avoid 
surprise exits, continually monitor 
their job satisfaction, discuss com- 
mon objectives and set realistic 
agendas. Always play to employee 
strengths and work hard not to 
miscast them in the wrong roles. 

Balance financial with emo- 
tional needs. The need for more 
competitive compensation pack- 
ages will not go away any time 
soon. That is the one constant in 
the equation for employee reten- 
tion. The far more complex issue 
is how to recognize and reward 
personal goals and objectives. 

How d o  you identify what 
makes employees want to stay on 
your team? It's certainly not about 
numbers, budgets and deadlines. 
It can't be a continuing mantra of 
'"What more can you d o  for the 
corporation?" It means shifting fo- 
cus to the softer side of the corpo- 
rate life. Take the time to listen to 
employee needs and provide a 
working structure that reduces 
stress both on and off the job. 

Do single parents require flex- 
time? Are your employees dealing 
with elder caregiving for their par- 
ents? What personal interests do 
they have outside the workplace 
that require your support and en- 
couragement? A "holistic" interest 
in your employees reduces stress 
- and it's an undeniable fact that 
when stress goes down, produc- 
tivity and retention goes up. 

Offer new challenges. We all 
need new challenges to inspire us 
and regenerate excitement about 
what we do. Show your employ- 
ees how they can make a differ- 
ence and gain personal, as well as 
professional, satisfaction. Provide 
the freedom for them to learn, ex- 
cel and grow in their jobs. Em- 
power your employees to find 
new ways to solve problems and 
meet challenges. 

Build your  bench strength. 
When there are fewer candidates, 
you need to get creative about fill- 
ing in the ranks for the future. 
Don't overlook the importance of 
internal training, campus recruit- 
ing and searching for top candi- 
dates in diverse markets. 

The financial services industry, 
in particular, has not had a stellar 
employee training reputation. 



Tellers how to manage cash 
and balance their cash drawer at 
the end of the day, but little time is 
spent on management training and 
development at the upper levels. 
Without the proper tools for skill 
development, people stagnate in 
their jobs, and your organization 
overlooks leaders of the future. 

By incorporating management 
training and development pro- 
grams into your retention plan, 
you're better positioned to recruit 
second-string players who have 
the potential to hit the front line in 
a few years. These programs can 
be delivered internally or through 
outside training consultants. There 
may even be a role for the retire- 
ment age employee to stay on as 
coach and mentor for the next 
generation of star players. 

Innovative Compensation 
In this century of what 

calls "the wild new 
work force," the issue of executive 
compensation presents expensive 
challenges. Our strong economy 
has been on the side of the em- 
ployee, generating bigger and bet- 
ter perks, such as expensive cars, 
buyouts of options, signing 
bonuses to cover dollars left be- 
hind, or forgivable loans. We now 
live in a world where candidates 
expect all of these incentives plus 
a 15 to 20 percent salary increase 
to make a career move. 

Your  competitive 
advantage depends on the 
level corporate IQ. 
The quality 
how smart they are and 
how well they represent 

your organization are the 
keys to in 

the future. 

Even though top candidates ex- 
pect you to keep up with com- 
pensation trends, you can set 
some reasonable parameters with- 
out breaking the bank. 

Set market value standards. 
Each job has a set of criteria that 
can be valued in the marketplace. 
To determine how much you 
need to pay for a particular job, 
it's important to know what the 
current and changing market val- 
ue is for people performing simi- 
lar jobs. Once you know the mar- 
ket value, compare it to the per- 
ceived value of the job within 
your corporate structure and make 
appropriate adjustments. 

Compete with new trends. 
Up-front cash payouts can drive 
up the cost of recruiting signifi- 
cantly. Find creative ways to 
match the attractiveness of small 
company and start-up opportuni- 

ties to control cash payments and 
emphasize back-end rewards. 

The dot-com companies and 
private equity firms are getting ex- 
ecutive attention because they of- 
fer a chance to earn huge rewards 
through stock options if the busi- 
ness succeeds. Offering equity 
participation raises the compensa- 
tion bar and lets employees share 
both the risks and the rewards. In 
the case of merging organizations, 
retention bonus plans keep em- 
ployees interested while manage- 
ment works through the corporate 
transition. 

Whether you're distributing 
products and services via the cut- 
ting-edge Internet or through a 
more traditional person-to-person 
approach, your people are your 
best and most critical asset. When 
your advanced computer system 
isn't working, or when clients 
need personal financial advice to 
complement information they got 
off the Internet, it takes talented 
people to solve their problems. 
The quality of talent you have 
working for you will determine 
how much of a competitive ad- 
vantage you have in the market- 
place. As the talent pool gets 
smaller you need to get smarter: 
sharpen your recruitment and re- 
tention strategies and win the on- 
going war for talent. + 


