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It has been argued over the years as to whether the practice of recruiting is an Art or a Science.  Many in the industry would argue that recruiting is an art based on individual skills and several variables since it deals with selling techniques, subjective matter and style.  The better you are at it, the better your results tend to be. However, I would propose the latter. Recruiting is science. And a simple science at that. By understanding the Quantity and Quality metrics that define the recruiting game, we can take an average performer and coach them to achieve above average results - all simply by working on the quantity of activity that they attain daily and the quality of which they perform it.

In most offices, the top producers tend to have more activity on the go and their ratios tend to be much lower than those of the newer recruiters. Having more activity means they do more volume and tend to be on the phone longer.  Is this strictly based on their individual personalities putting a creative spin on the way they perform?  Absolutely not. Their ratios are lower due to the fact they are doing better at the “quality” of which they perform their work.  By tracking the metrics over time and evaluating the important ratios, the hypothesis of recruiting as a science can not only be confirmed but it can also be used to transform the performance of your office over night.
In last month’s article, the important Quantity metrics were outlined and acknowledged as the first critical step in establishing a reliable platform for effective management and performance optimization.  These constitute the metrics that have to be achieved initially in order to allow for a sufficient volume of activity to be attained for someone to be successful in the field of recruiting.  However we all know that the trend in life today is not to work harder, we want to work smarter. With Millennial and the X generation in the work force, the four hour work week, people wanting more time off and life balance - we work to live, not live to work right?   
So how do we work smarter?  We begin by looking at recruiting as a science –  systemized knowledge derived from observation. Once the quantity metrics are in place to provide the necessary volume of data, by paying attention to the Quality Metrics or Ratios, skill sets can then be monitored, evaluated and improved to achieve the desired results.  

In the science of recruiting, there are several key “quality” metrics that every manager needs to pay attention to and recruiters need to master – in order to be at the top of their game quickly:
Per Desk Average

Per desk average tells us the efficiency of how well the office as a whole is doing.  The calculation for PDA is the total revenue divided by the total amount of people on the phone in the office.  Title does not matter, they can be Account Executives, Account Managers or Project Recruiters/Project Coordinators or any other as long as they are on the phone and generating revenue.  A good PDA is anything over 300k for the office, an average PDA is about 225k and a very low PDA is anything under 125k.  To increase profitability in the office, a manager needs to take a hard look at getting the PDA up to over 300k.  Most offices can double profitability by just increasing the PDA number from 200k to 300k.  There are several ways to increase PDA.  Hire better performers, decrease the number of low performers or use the metrics to evaluate weak areas and provide additional training to those who need it to increase the skill level and overall performance.  
 Dollars per Market Connect Hour – ($/MCH)
Dollars per Market Connect Hour establishes a rate that outlines how much each employee is worth for every hour they are on the phone.  It’s a great tool to help recruiters understand the value of their time. It is calculated by taking the total revenue in a given time period divided by the hours that the individual was actually on the phone during that period. For example, if Joe Recruiter was on the phone for 80 hours for the month (20 per week/4 per day) and they brought in $40,000 in revenue, their time is worth $500.00 for every hour they are on the phone (MCH). The higher quality work they do, the higher the $/MCH will be.  Often an hour wasted can be devastatingly costly.  A word of caution however – this metric can at times be misleading.  If someone is in a hot market or has a great account, they may be able to do less time on the phone and see incredible results.  
Managing by this metric entails a good understanding of each persons ongoing volume of activity and a clearly defined $/MCH rate that applies to them.  An increase in the volume of work will then lead to an increase in revenue as the recruiting skills improve based on the quality of work that is done.  More can be achieved in less time.  This metric is tracked on an individual basis so that each person has a clear idea of what they are worth per hour of phone time and it also can be used to track the correlation to the profitability of an office.  It is our goal in our office to quickly get the recruiters above the $250/MCH which means for us that they are profitable.  $/MCH can vary significantly and can be improved by increasing the skill level of the individual. 

First Time Sendout to Placement Ratio(SO/P)
The first time sendout to placement ratio (SO/P) is the metric that everyone wants to talk about.  The first time sendout to placement ratio is the number of times you have a first time sendout in order to get a placement.  It is calculated by the total number of first time sendouts divided by the number of placements for a given time period.  It is very typical for a new person starting in the recruiting business to have a 10/1 or higher first time SO/P ratio.  A recruiter who is very experienced and /or does retained work may have a 3/1 SO/P ratio.   
The SO/P ratio applies to 3 key areas in recruiting for insight in to quality:  
1.  How good is the Job Order being worked on?
2.  How good are the recruiter’s matching skills?
3.  How well were expectations set with the client? (3 solid candidates only)
This ratio is a good indication of how efficient a recruiter is. The lower the SO/P ratio, typically the better they are at the recruiting profession.  They know how to qualify a solid Job Order, they fully understand the requirements of the position and how to determine a fit and they set appropriate expectations with clients to eliminate excess work.  
The SO/P ratio is also significant from a management perspective as it provides one area with ample room for improvement that can lead to an immediate impact in performance.   By taking a good look at the Job Order and choosing to work on only those that are qualified and closest to money, there is a better chance of a placement as a result.  By taking the time to do a thorough assessment of the client’s needs and really understanding what they are looking for, will allow for a more proficient level of matching candidates to the skills needed.  By setting expectations with clients up front, especially in the number of candidates that will be submitted, it will allow your efforts to be acknowledged and the process shortened.
New Marketing Presentations to Job Orders-(NMP/JO)
The marketing presentations to job order ratio (NMP/JO) tells us the efficiency at which we market.  The ratio is calculated by determining the number of marketing calls required to get a Job Order. The better we are at marketing presentations, the lower the ratio will be and thus the less calls that need to be made.  This quality measurement is exceptional in determining how just how good we really are in terms of marketing.  
In today’s world however, there are several factors that can dramatically affect this ratio. The methods used for marketing and getting a hold of people play a major role.  It’s a voice mail, email and text communication world today, so if your voice mail and emails are weak, there will be fewer call backs and fewer opportunities for giving presentations.  
But as with most things, the more you do something, typically the better you get at it.   To improve this ratio, start by talking to the right people and getting the right people on the phone.  Second, use a strong insight statement for your market and a solid value proposition of why work with you opposed to any other alternative.  Getting fantastic at handling objections is another good way of making sure you get the most out of your call.   A good ratio for NMP/JO would be 5 to 1.  An average ratio would be 10/1and anything above 15/1should cause a red flag.  This indicates there is a skill set defiency, a very bad marketing list, or worse yet, a market place that is no longer viable.

Managing by this metric must take in to consideration the individual recruiter’s efforts in having actual conversations.  They must be diligent in using all tools and methods of communication to get to a live person and they must be skilled in leaving interesting voice mails and emails to greatly increase the number of call backs received - all areas that can be improved by additional training and coaching.   Paying attention to this ratio can also help to evaluate market place changes before it is too late.
Candidate Presentations/Quality Candidate – (CAP/QC)
Like the NMP/JO ratio is to marketing, the CAP/QC ratio is to recruiting.  The CAP/QC ratio tells you how good you are at selling an opportunity.  A QC (Quality Candidate) is a candidate that has the preliminary skills needed to submit in for an open Job Order.   As a QC, they have an interest in the opportunity, they match the skill sets as outlined and they are willing to make a job change.  This ratio is critical to track and manage by because it really evaluates a person’s true recruiting skills.  On the other hand, this ratio can make skill set deficiancies painfully obvious.  
Many who direct recruit and ask for referrals miss an opportunity to get 2 to 3 additional potential candidates from the call and thus limit themselves.  Again, it’s not about working harder, it’s about working smarter and being resourceful.  Many of us often forget this is selling profession.  We need to sell the sizzle of the opportunity and paint  the picture of what life could be like by working with our clients.
The good news is that improving the CAP/QC ratio can be done very quickly and is often just a matter of making a small change to include the following format in to the presentation: 

The 4 goals of a recruiting call:

1.  Get referrals first  

2.  Get them interested  

3.  Build life- long relationships by asking questions 

4.  Get their desired next step in their career or their dream job

This is something that I live by every day.  By implementing this strategy candidate flow can improve very quickly.  Managing performance by this ratio would include taking a good look at planning to make sure call lists are solid, using all technologies to get a hold of candidates, going after referrals first, and role playing with recruiters to make sure they are really selling the opportunity and developing stronger relationships with potential candidates.  
Job Order to Placement Ratio – (JO/PL)
The JO/PL ratio indicates the number of Job Orders that are needed to make a placement.   Even in the retained world, there is not a 1/1 ratio. Most contingency firms run a 5/1 to 7/1 job order to placement ratio.  Many retained firms run 2/1 to 3/1 ratios.   In evaluating this ratio, lower is not always necessarily better. In contingency search,  we don’t always get the highest quality job orders, therefore if we spend time on the poor quality job orders, we simply waste our time.  Since time is of the essence in the career of a recruiter, it is necessary to focus our time on the best work and get paid for our time.  Keep in mind that retained work can have a negative impact on this ratio as well when it involves chasing purple squirrels. Sometimes the lure of money up front can cloud our judgment and lead to wasted time and undue frustrations.  
Improving the JO/PL ratio is directly correlated to using a valid method of evaluating all Job Orders (such as the JO Matrix Form) prior to assigning valuable time and resources to them.  This ratio can also be impacted by the market place that is being worked in by the individual and that has to be given weight based on the particular characteristics and hiring statistics of that industry.  
Dollar Per Placement – ($/PL)
One of the most important metrics is the dollars per placement ratio.  The $/PL shares with us the average fees that are associated with the placements we make.  It is necessary to evaluate several things when looking at the relevance of this ratio:

1. The level of the positions that are worked on

2. The fee pressure in the marketplace

3. The negotiating skills of the recruiter taking the Job Order  

If increased revenue and recruiting income is desired, the easiest way is to make this happen is to increase your $ per placement.  This can be done in two ways.  One is to negotiate better fees up front and the second is to work on higher level positions.  As an example, I have a recruiter in my office that has an average fee of 14K.  He desperately wants to make over 200K.  By analyzing his desk, the majority of work he has done has been with placing sales representatives in his market.  By putting an additional focus on VP of Sales and Regional Sales Manager positions, the fees have increased to over 20K per placement.  Even with doing the same number of placements and increasing his $/Placement by 43%, his income would increase 50% based on the current comp  plan.  Not bad for asking a couple additional questions and talking to one level above his normal call pattern.  
A manager can make a significant impact to the bottom line very quickly by training his team on better negotiation skills, getting involved in the fee negotiation process upfront and focusing on higher level positions.  
Mapping Calls(epoejo) to Sendout Ratio- (MAP/SO)
Most recruiters have no idea what a Mapping call or an Epoejo call even is. This also means that most don’t ever do it.  A Mapping call is – is the actual verbal presentation of a candidate either face to face or on the phone with a hiring manager before you send the resume over via email. (Epoejo is just another name for it that stands for “Employer Presentation on an Existing Job Order) It ranks in the top 10 in terms of importance in recruiting activity.  By presenting the candidate instead of sending and email, it allows the recruiter the opportunity to outline why the candidate is a great fit for the position.  Can your hiring manager get everything they need from looking at a resume?  Absolutely not.  A mapping call gives you the benefit of re-qualifying qualify your job order as well as presenting the highlights of your candidates before they get shot down because they are missing a key word on the resume.  Here is what a mapping call(ePoejo call) sounds like:
“ Mr Hiring Manager, two things. I wanted to thank you for the opportunity to work on the VP of Sales search.  The key thing you were looking for were xyz…(go over the job order that you took in depth), then ask. “Has anything changed since the last time we talked??” 

IF something changed, smile and take notes. You may need to go back and requalify your candidates to insure they have the most recent requirement that you just have been informed of.  Don’t be upset, the better you know your clients specs, the better you will be at your profession.  If nothing has changed, present your candidates as originally planned.  Don’t forget, this is a selling profession, so add a little sizzle. 

“We spent the last 10 days, calling in to your key competitors and have a couple superstars that you may want to talk to right away, let me share some highlights of these candidates with you…..”
With this ratio, the lower the number is the better. If you can get between a 1/1 to 2/1 ratio – you are on the top of your game.  If the ratio is higher than that, it would be beneficial to take a look at Matching skills and understanding client specifications better.

Time to Deliver (TTD) and Time to Fill (TTF)
The TTD and TTF metrics are becoming critical in recent times. A few years ago, a recruiting firm could take 2-3 weeks before delivering candidates.  Now if it takes over a week on a contingency search to deliver candidates, chances are the position may no longer be available.  The life of a job order in a contingency search is much like that of a loaf of bread. How long does it take for a loaf of bread to get moldy?  A week, perhaps a bit shorter or longer based on conditions. Today the TTD for candidates on high quality job orders has to be a matter of a few days. 
To improve the TTD, a recruiter needs to focus on the flawless execution of the right processes for planning, research and recruiting.  One of the biggest problems most recruiters have is they try to plan, research and recruit all at the same time. More often than not this method yields insufficient results.  Planning and research has to be done during non-selling time hours, before 9am, lunch and after 4pm. This allows the recruiter to capitalize on a strong focus for selling activities and the most efficient use of time.  The goal is to deliver 3-5 “A” players within 3-5 business days.        
The Time to Fill metric (TTF) denotes the time it takes from when a Job Order is taken until the time it takes to have a candidate on board (to fill the position).  There are two deciding components involved in the TTF metric, these are the Time to Deliver (TTD) and the clients all inclusive hiring process.   An efficient TTF metric should be from 3-5 weeks maximum.  Any time the process takes longer than 4-5 weeks, we tend to lose candidates.  Life happens fast, lives change and interest levels wan. To establish a strong TTF metric, an efficient TTD process must be in place coupled with a hiring process that makes sense. Clients are not experts at hiring, that is why they are relying on recruiters.  
It is our professional responsibility to act as trusted advisors to our clients to share with them what is happening in the market place, and to educate them on what their hiring process has to look like in order to achieve the desired results and a successful search.    A good way to put this in perspective quickly is to do a reverse timeframe for recruiting by asking when they want to have someone on board by. Then work backwards from the hire date, discussing the two week resignation, the offer letter, the interview process, and the time for recruiting to figure out a realistic time frame.  If the process goes longer than 4 weeks, work with the client to revise the hiring process to make it a win- win for all parties involved.
In summary, Recruiting is not an art – based on individual personalities, difficult to manage.  It is rather a fine science that can be systematized to affect the desired outcome.  For an office or a recruiter to ignore the immense potential that comes from having the ability to measure both quantity and quality metrics, is like a plane taking off without a flight plan.  They may know where they want to go, but have no idea of what altitude, how long it will take, how much gas is needed or even what direction to go to get there.  The result is often a crash landing.  Having a Metrics system in place is like a detailed GPS unit that gives precise directions.  It is a way to improve performance immediately and provide a road map to success. By understanding the ratios, a recruiting leader can quickly make an impact as to the performance of their team.  
The million dollar question is how you track this type of data to be able to manage by it.   My organization has developed a system called  Recruiting Performance Management systems(RPM) that allows and individual or entire office to track these numbers on a weekly basis by inputing less than 10 data points per week. This system provides recruiters and managers with a 4 page dashboard that shares with them how they are performing based on individual goals and what needs to be done to improve that performance.   The RPM Income and Metrics Calculator and RPM Dashboard are available to any office or recruiter.  For more information please don’t hesitate to email me at jon.bartos@jonathanscott.com..
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