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Qutside Insight

When Outsourcing Your HR Functions Makes Sense

he ever-increasing burden

of government regulation

on small businesses doesn’t
make compliance easy, especially
when small-business owners spend
so much of their time performing
“nonproductive” obligations. Many
small and midsize businesses today
simply can’t afford managers
dedicated strictly to HR. The
answer may be outsourcing.
Fortunately, there’s a great range of
options and expertise to fulfill your
HR needs. Here are ways to come

out with your hired guns blazing.

Avoiding Pitfalls

Before seeking outside HR
assistance, determine exactly what
you need, when you need it, how

quickly you need it and for how

After clarifying your
requirements, you may
want to test drive an
HR outsourcing firm
by hiring them for

a short-term service,

such as an HR audit.

long. You'd be surprised how many
companies forge ahead unprepared.
The four most common mistakes
owners make when hiring outside

HR services are:
1. Not having goals or a strategy,

2. Not conducting a detailed

analysis of the vendor,

3. Not adequately communicating
new HR service information

to staff, and

4. Not setting up measurement

standards once the service begins.

The preparation process can seem
time-consuming, but the effort you
expend at this stage will save you

time and aggravation later on.

Meeting Your Needs

After clarifying your requirements,
you may want to test drive an HR
outsourcing firm by hiring them for
a short-term service, such as an
HR assessment. Or, if you feel
confident that the firm is reliable
and can meet your HR needs (for
example, you've interviewed a
company representative and a
trusted colleague recommended
the firm), you may seek a longer
commitment. In that case, you can

bundle more than one service or

contract for all-inclusive packages
that turn over all of your company’s

HR services, including:

HR assessment. Perhaps you have
no formal HR services. All
decisions about hiring and firing,
or policies regarding vacation, sick
leave and the like, are made as

they arise or not addressed at all. If

this is the case, we recommend you




You legally must

have written policies

that comply with

anti-discrimination,

safety and other

government-mandated

work practices, so have an

HR professional help you

with compliance issues.
conduct an HR assessment. Your

requirements may be more — or

less — than you think they are.

Handbook development. After
assessing your company’s needs,
an HR consultant should develop

a company handbook from a

template reviewed by an attorney.

(Counsel will make sure the
wording covers your company
if an employee later refutes
something, using the handbook

as ammunition.) If need be, you

can also engage the handbook
preparer to write employee job

descriptions.

Don’t underestimate a handbook’s
importance. It presents written
company policies for health and
welfare issues (such as family leave
or flexible spending accounts) as
well as for recruiting and
separation. And you legally must
have written policies that comply
with anti-discrimination, safety and
other government-mandated work
practices. So think through all of
your policies carefully and have an
HR professional help you with

compliance issues.

Hire temps. Numerous temp
agencies offer specialized HR

skills and provide contract HR
professionals to work on-site. Many
of those individuals are retired HR
directors and flexible with their
time. Before you hire project pros,
write a clear agenda or checklist

of what you want accomplished.
Certainly you can better contain

costs with defined goals.

Payroll. This is the simplest service

to outsource. The provider submits

tax payments, handles paperwork
and cuts checks for cost-effective
monthly fees, generally adding up
to a few thousand dollars annually.
Comparison shop and read each

contender’s fine print.

Although choosing these services
can be a huge help, contracts
shouldn’t be entered into lightly.
Carefully investigate the firm and

check references before signing on.

Looking Outside

Some small to midsize companies
“wing” their HR processes. Sure,
they’ll save some money now by
not outsourcing. But they’re
leaving their companies open

to potential noncompliance
lawsuits. It’s the HR equivalent
of “extreme sports”; practitioners
may go years without breaking
something, but when it does

happen, it can be career-ending.

Don’t make the same mistake.
Whether you need blanket HR
assistance or just help with specific
functions, we're here to assist you.

Please call us today. @




How Online Recruiting

Can Net Quality Candidates

erhaps your business is picking

up again as the economy

slowly improves. But,
exhausted from the past year of
“working for two,” your staff can’t
keep up the pace. Should you wait
to hire more people, or should you
begin your recruiting efforts now?

If you wait, you may not have

If a job description isn’t
crystal clear, an ad will
attract numerous candi-
dates with the wrong

skills or experience.

enough trained staff to deliver the
work you've promised to clients.
Plus, top-notch candidates already
may have accepted offers from
employers quicker on the draw. Sure,
you'll get to interview candidates,

but they’ll likely be those with

second-tier skills.

Recruiting is no different from
most other business aspects: It pays
to stay ahead of the curve. That
includes knowing how to recruit,
while marketing your company,

using the Internet. If not done

well, your search could be fruitless
and your valuable time wasted. But,
if you weigh your options now, you
can scale back time and money

expended later.

Map the Path

The trick about online recruiting

is that its virtues are also its flaws.
For instance, a single online ad is
cost-effective and efficient because it
quickly attracts many responses. The
downside? You or a staff member
must then sort through the deluge,
sometimes comprising hundreds of
résumés. And quantity isn’t neces-
sarily quality: If the job description
wasn’t crystal clear, the ad will
attract numerous candidates with

the wrong skills or experience.

After all, you want more than a
body in a chair. You want a qualified
person to stay awhile. The problem?
Busy executives tend to post generic
listings that don’t define the com-
pany, the position or the required
skills. Truth is, writing job descrip-
tions that net results is a honed

skill in which many hiring managers
and business owners haven’t had

much — if any — training.

Before posting an ad, think
through exactly the skills and

experience you need. Remember,

job searchers are savvy, sprinkling
their résumés with keywords and
job titles, getting them on your
radar but in the process burying
you in an avalanche of unsuitable
candidates. Find appropriate
models of job descriptions on the
sites you've selected and adapt
yours accordingly. Or, consider
engaging a consultant or recruiter
to draft descriptions of key
positions in your firm and help

you through the process.

Keep It Simple

To get the most appropriate
candidates, a job description must
be unadorned and unambiguous.
If not, you'll be slogging through
miles of résumés. Let’s say you
need to fill an economist position.
So you write and post this
description on HotJobs.com:

“A junior-level economist will
perform analytical duties and
report to Director of Economics;
must be strong writer and editor
to incorporate data and prepare
reports for presentation to
government agencies.” You'll

no doubt get plenty of responses
from job seekers — including,
unsuitably, writers and editors.

To hit your intended target, zero
in on exactly what your posted

job entails.




Let’s say a marketing director is
looking for a sales representative,

so she buys an online ad with a big-
name recruiting firm. Within 15
minutes, she gets three résumés.
Within three days, she gets
hundreds. She slowly weeds through
the pile and calls in eight people to
interview. Weeks later, she’s still
getting dozens of résumés (and
simply deleting them, unread).
Opverall, she’s satisfied with the
candidates but the process was
enormously time-consuming. Could
she have saved herself needless effort
and time? Absolutely. Smart online
recruiting begins when you ask

yourself three questions:

1. Have I written a specific,
appropriate and accurate

job description?

2. Which is the best recruiting
site for my needs?

3. What’s the definition and profile
of my desired candidate?

Today, there are thousands of online
job sites, so a lot of preposting work
is involved. Think carefully about
the sites your ideal candidate will
most likely use. Also, weigh the
costs of those sites against each
other or engage an HR consulting

firm to do it for you.

Find the Niche

High-traffic, general-purpose

national boards are fine for entry
level or vanilla skills. But the
shortest route between you and
veteran or postgraduate-trained
executives isn’t via mass-volume

sites such as HotJobs.com.

Instead, consider specialty or niche
sites, such as Dice.com for tech
talent or Electronic Recruiting
Exchange HR to find a human
resources manager. Also, check
industry associations, trade groups,
policy and think tanks, or
professional organization sites.
One example is the Foreign

Policy Association, a nonprofit,

nonpartisan educational group.

You can also find niche boards
that represent specific populations,
regions or interest groups. For
instance, many employers seek
candidates who served in the
military, presuming that the
military’s rigorous discipline

and high standards gives its
former personnel a running start
in civilian-business management.
TAOnline.com targets the
military community and has

a 27,000-résumé database that

covers its entire talent spectrum.

To further narrow your search,
canvass employees about where
they log on and quiz applicants
you interview. Also, ask around

at the next trade show, conference
or association event to get leads
about effective job boards.
Interviews are still a hiring-process
mainstay. Automation can only

go so far, for both employers

and candidates.

Pick and Choose

Compared to the $1,000 or so a
day that major newspapers charge
for a classified ad, there’s no
question online recruiting is a
bargain. Commercial boards

cost less than $100 per ad for

30 to 60 days, depending on

the site’s traffic. Association and
organization job boards may be

free with membership.

You can also post an ad for free

on many university job boards.

And some sites offer yearly
contracts, granting access to
industry-appropriate résumé data-
bases. Costs run the gamut, typically

in conjunction with monthly fees.

Waiting to recruit is like waiting
until mid-April or mid-September
to find a rental apartment and
expecting to get something
spectacular. The apartments are
no doubt well picked over by
then, and you'll end up taking
what you can get. Don’t let

that happen with your potential
candidates. Please call and let

us assess the best sites for your
needs and prepare clear, concise

job descriptions. @

This publication is distributed with the understanding that the author, publisher and distributor are not rendering legal, accounting or other professional advice or opinions on specific facts or
matters, and, accordingly, assume no liability whatsoever in connection with its use. ©2003
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E-Mail: The Shortest Distance
etween You and Trouble

ears ago, the water cooler

was the “in” place for

employees to congregate.
But e-mail is now the medium for
our casual workplace messages. We
needn’t even leave our offices to talk
with one or 100 people at the same
time. It certainly is convenient —
and dangerous. Why? Unlike “real”
conversations, e-mails aren’t private;
virtually every message may be
stored and retrieved. Just this year,
e-mails have been used as evidence
in court cases and congressional
hearings. Let’s look at ways to
protect your company from

devastating e-mail consequences.

Define Parameters

As some companies found out the
hard way, even brief, off-the-cuff
messages can have serious legal and
financial repercussions. Given the
disparity between e-mail’s short-term
delivery and long-term impact,
companies from Wall Street to
Silicon Valley are wisely tightening
their e-mail policies and monitoring

employees’ messages more often.

A stunning example of e-mail
gone awry involved a major
investment firm and its former star
Internet-company analyst. In 2000,
the gentleman sent a casual e-mail
to a colleague dismissing a stock as

a “piece of junk.” That wouldn’t

be noteworthy, except he was
recommending the stock to clients at
the time. Confronted with such
damaging e-mails from the analyst
and other company employees, the
firm ultimately paid a $100 million
fine, agreed to change its research
practices and suffered weeks of
horrible press (though it admitted

no wrongdoing).

In another recent case, a rating-
company analyst referred in an
e-mail to a technique called the
“two-step.” That’s a practice

in which a stock is rated more
highly than it deserves, to avoid
losing business in other company
sectors. This seemingly innocuous
message became yet another quiet
internal e-mail that ended up

roaring publicly.

Under such pressure, many
companies are attempting to
regulate their communications.
One financial firm announced
recently that it would monitor all
electronic correspondence between
the firm’s research and investment
banking departments to ensure all
transactions remain aboveboard.
Obviously, financial firms are far
from the only ones vulnerable to
intercepted e-mail repercussions;

this is an equal-opportunity risk.

Conversely, some wonder whether

efforts to regulate office e-mail use

might inhibit employees from
working productively. After all,
e-mail’s informality works as a
communication channel that’s less
bureaucratic and encourages
brainstorming and creativity. Each
company must weigh regulation
against freedom, all the while
considering the potential conse-
quences of electronic correspon-

dence ending up in unsavory hands.

The hazards of e-mail involve

not just firms but employees as
well. E-mail exchanges between
employees can form evidence against
them in court. And, many times,
they're on their own legally. So,
when you outline e-mail policies,
make all employees aware of the
legal risks e-mail poses to them

and the company. Additionally,
establish a document retention and
destruction policy that encompasses

electronic communications.

Take Action

If you worry that your employees

are speaking out of turn and may
electronically leak proprietary infor-
mation, your fear is justified. We
can help ease your mind and protect
your company by assessing your situ-
ation and helping you develop
electronic-communication guide-
lines. Please call us before a poten-

tial problem becomes a reality. @

See other side for more strategies for managing your most valuable resource ...









