HOW TO USE RATIOS AND METRICS TO DIAGNOSE YOUR BUSINESS  

I. It all starts with cash-in/billings.

A. If cash-in/billings are at or above goal, the assessment process is finished.  At this point you will want to focus on JO’s and SO’s to insure that you stay on goal.

B. If cash-in is lagging, go to PLMTS.

II. PLMTS

A. If PLMTS are on goal, check average fee.  Decide what factors are decreasing average fee:

i. Working on lower than normal fees or lower paying positions than normal (remedy is to raise fees or move up the career food chain).

ii. Keep present relationships, but seek out areas where fees are higher and cultivate those opportunities.

iii. Accept that fees will remain at current level.  To hit your cash-in goal, you must raise your level of placements, SO, JO, CAs, and calls.

B. If PLMTS are below goal, go to SO’s.

C. If your offer-to-placement ratio is worse than 2:1, you have potential issues with covering counter offer, prequalifying CA’s, using the master close and overcoming objections, and qualifying for quick decisions.  Please see MRIU tapes Falloffs and Turndowns, Candidate home call 1 &2, Closing 1 &2, Answering and Asking Questions, and the attached sheet on the master close.

III. SO’s

A. If SO’s are on goal, check your SO/PL ratio.  It will be higher than normal.  Things to assess:

Do my CA’s and HA’s make timely decisions?  Action steps:

i. A good hiring process should be completed in 4-6 weeks. Are your PLMTS taking longer?  Make your HA’s aware of this and commit all parties to quicker decision making.  Review MRIU tape Taking a Search Assignment 1 & 2, Pojoing.

ii. How are the quality of my SO’s?  If I notice few of my first SO’s getting to a second, there is a quality or qualifying issue.  Take more time with your HA’s for assessing what they want and getting honest and critical feedback after interviews.  Also take more time assessing CA’s wants and needs.  Do I know what their motivates them?  Do they have realistic income expectations?  Are my CA’s thoroughly pre-qualified?  Please review MRIU tapes Candidate Home Call 1 & 2.

iii. Do I have a higher than normal fall-off rate?  Do I discuss counter offer with my CA’s early in the process? Review MRIU tape Falloffs and Turndowns.

B. If SO’s are below goal, review numbers of recruited Cas.

IV. Recruited CAs

A. If my Rec. CA numbers are on goal, my issue is in qualifying my CA’s and benefit selling.  Please review MRIU tapes Develop Features-Achievements-Benefits, Candidate Home Call 1 & 2.

B. Also determine if I am accurately assessing what constitutes a recruited CA.  Did I totally qualify the CA?  Am I making a high number of presentations to my HA and not getting a SO?  Action steps: Get feedback from HA why they are not moving forward on your CA’s.  If the feedback makes sense, then make the appropriate changes in your assessment of recruited CA’s.  If the feedback is unreasonable or doesn’t make sense, drop the assignment.  See MRIU tapes Taking a Search Assignment 1 & 2.

C. Assess quality of JO’s.  Do my JO’s have urgency and are high quality?  Am I taking enough JO’s to assess this?  Do I POEJO within 24 hours?  Do I get retainer commitments?  See MRIU tapes Taking a Job Order, Poejoing.

D. If Rec. CA’s are low, then I need to assess JO quality (see section VI), my ability to Benefit Sell and battle through objections, am I making enough search calls and getting 1 in 10 calls resulting in a recruited CA?

E. The QCA/SO Ratio should be no worse than 2:1.  If your ratio is higher, go through the exercises to help yourself with qualifying.

V. Search Calls

A. Do I complete 10 search calls daily that result in 1 recruited CA that should become a SO?

i. First goal is to complete 10 search calls.  This is done through picking up the phone.  If your call totals are high and your completions low, review your average call length.  If your average call length is below 2 minutes, you need to reassess your VM message and recruiting script.

Voicemail—Do I leave my complete presentation on VM?  This generally leads to getting few call backs.  Remember, our job is to turn passive job seekers into active job seekers.  Work on a VM script that creates call backs without being a Sunday Ad.  Seek the advice of someone who is good at VM to get help.

Direct vs. Indirect Recruiting:  The single highest reason for quick search calls is using the Direct Method.  Remember that in seeking the passive CA, their natural inclination is to resist being sold.  By Direct Recruiting, the emphasis is on your goals, not theirs.

Indirect Recruiting allows a CA to feel as though you are working on their behalf.  It also gives you their hot buttons before you sell them.  Please see the Training MGR on good recruiting techniques.

ii. Am I good at overcoming objections, like “I’m not interested”, “I’m happy here”, etc.  See MRIU tapes Closing 1 &2.

B. If I am completing 10 search calls and not getting 1 CA, review the following: 

a. Quality of the assignment.  If it is not viewed as a top 25% opportunity in the marketplace, move on.

b. Am I Indirect Recruiting?

c. Am I benefit selling?

d. Do I handle objections well?

e. Check your JO/PLMT ratio.

VI. JO’s

A. At this point, if your JO / PLMT Ratio is good, your SO/PL ratio will be poor and vice versa.  If your JO / PLMT ratio is bad, check the following things:

i. Do I take a complete JO?  See MRIU tape Taking a JO.

ii. Am I good at assessing whether a JO is truly a search assignment?  Do I get Retainers?  At this point, check in with the Training Mgr or someone good at marketing for assessment.

B. If your number of JO’s are low:

i. Are you completing 10 marketing calls a day, with one becoming a JO?

ii. Am I marketing with an MPC? Is my MPC truly a MPC?  See MRIU tape Selecting a Marketplace candidate.

iii. Am I talking to the right line MGR to hire my MPC? (See accompanying Process v. Functionally Oriented Marketing).

iv. Do I benefit sell?

v. If my MDC / JO is high, then I have a quality issue.  If my MDC / JO is low and my number of JO’s are low, I have a quantity issue. Make more calls.

