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“The greatest waste in the 
world is the difference  
between what we are and 
what we could become.”  
– Ben Herbster 
We as human beings are capable of great things. Every 
day, new records are being set for speed, strength, 
agility, intellect, and even the number of hot dogs one 
can consume in a predetermined amount of time.  
Although we are constantly achieving more and more 
as a species, few people seem to feel that they have 
tapped into their own truest potentials. What we do 
realize is that we have more potential than we’ve 
reached – so how do we bridge that gap?

In the recruiting industry, it’s no different. Even in a 
tough global economy, a handful of recruiters and re-
cruiting firms post record billings, while others strug-
gle to stay afloat. It’s not always a matter or luck or of 
being in the right market at the right time. It’s usually 
much more than that. It’s about having a solid plan in 
place to capitalize on all of our untapped potentials. 
It’s a matter of setting a goal, developing a plan of ac-
tion, executing the plan with consistency, and making 
any necessary adjustments along the way. It’s about 
always doing what needs to be done – even in the 
face of adversity.

My goal in writing Maximizing Recruiting Performance 
is to provide the recruiting industry with valuable  
insight on best practices and advanced skill sets to 
maximize performance for individuals and for the  
office as a whole.

This book is divided into six sections: 
1.  The Truth
2.  Goal Setting & Achievement
3.  Are You Willing to Pay the Price of Success?
4. Metrics
5.  Advanced Skill Sets
6. Establishing Lifelong Relationships. 

Much of the information compiled in this document  
is based upon research articles written for the  
Fordyce Letter over the past decade, and upon personal 
experience as a top-billing recruiting professional for 
over 25 years. 

If you are like most people, you’d love to have the  
satisfaction of knowing that you’ve reached your truest 
potential – both professionally and personally.  I challenge 
you to take full advantage of the information offered 
in this book and make the commitment to imple-
ment the changes needed to reach YOUR maximum  
performance potential. Start by setting goals, establish 
a plan, and execute it with discipline. Remember that 
the sky is truly the limit – good luck!

Introduction
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The Universal Truths 
of Recruiting
There are a few things you can count on without a 
doubt in this world. The sun will rise in the east and 
set in the west. What goes up must come down.  
The apple doesn’t fall far from the tree. The funniest 
guy at your office holiday party will regret it come  
Monday morning. 

In recruiting, as in life, there are absolutes – unshakeable 
truths that simply are not negotiable. In our industry, 
they are the Universal Truths of Recruiting and those 
who learn to embrace them (and actually use them!) 
have an invaluable advantage over those who don’t.

Universal Truth #1: Planning will be the  
foundation of your success or the key to your 
failure as a recruiter.  A well thought-out game 

plan is essential in our industry. A fantastic recruiter with 
a poor plan will only yield average results.  A great re-
cruiter with a great plan will consistently be at the top of 
his/her game, with the earnings to prove it.

Universal Truth #2: Your recruiting business 
must be “open for business” most of the day. 
When you are on the phone, you are open for 

business. When you are off the phone, your business is 
closed. It sounds simple enough. But so many recruiters 
ignore this unavoidable, obvious truth. If you aren’t on 
the phone the majority of the day (minimum 4 hours 
of connect time), you might as well have a “CLOSED” 
sign on your business. Good recruiters know that the 
phone is their ultimate tool for spinning hay into gold. 
They understand that repeatedly checking voicemails, 
surfing the Internet, and spending hours on paperwork 
are certain career killers. You can try to fool yourself 
with quality of calls versus quantity of calls, but in this 
industry, less is never more. The brutal truth of recruiting 
is that more than half of new recruiters will leave the 
industry within their first few months – mostly because 

they aren’t “open for business” long enough or consistently 
enough to stay in business.

Universal Truth #3: If you don’t set clear  
expectations upfront, they will never be met. 
“I haven’t heard from my #1 candidate in two 

weeks – she won’t return my calls!” or “I sent them three 
great candidates four days ago, and I’ve called twice a 
day but heard nothing in response.” Does this sound 
familiar? New recruiters experience these frustrations 
daily. The key to putting an end to these common  
communication issues is control. You are in control of 
every search – and staying in control means that clear 
candidate and client expectations are set from the very 
beginning. In your initial conversations, outline how you 
work – give them an idea of your typical process and what 
they can expect. Set ground rules: establish preferred  
communication methods (call, text, email), communication 
frequency, and expected response time frames. Be 
overly clear when setting expectations and explain: “For 
this professional relationship to work successfully, we 
both must be completely honest and open at all times. If 
anything changes on either end, we must communicate 
it right away. We can help each other succeed, and we 
don’t want to waste each other’s’ time. 

Universal Truth #4: They all lie – clients and 
candidates both. It may sound cynical, but 
it’s the truth. It’s not a stinging indictment of  

the human race; it’s that people naturally avoid delivering 
bad news.  As a recruiter, you work hard for your clients 
and candidates .You’ve done a great job building rapport 
and a strong partnership. They trust you. They like you. 
They don’t want to hurt your feelings by telling you 
that it isn’t going to work out, or that their situation has 
changed. So they delay, they avoid phone calls, and 
they keep you hoping. They either don’t tell you what 
they’ve decided…or they lie. 

How do you achieve honest dialogue with clients and 
candidates? Set yourself up for successful communication 
from the very onset of the relationship. For instance: 
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“Communication is the most important factor in 
our relationship. We will both have good news and 
bad news to share during the course of the search  
process. No matter what the news is – in order for us 
to do our jobs properly, let’s agree to share all news 
and information in a timely manner. This will help 
save time and help to focus our energies where they 
really need to be. If at ANY time your interest level in 
this candidate (or opportunity) declines, let me know 
immediately. At the end of the day, our word and  
integrity is worth everything, wouldn’t you agree?”

Universal Truth #5: When the little voice 
in your head is saying something is wrong,  
listen! You know the feeling. Your hair stands 

up on the back of your neck, your stomach flip-flops, 
or you just know there’s something amiss. Trust your 
instincts when they tell you that something isn’t quite 
right with a client, a candidate, or a search. It may be 
an unexpected response to a question when qualify-
ing the job order, or inconsistencies in a candidate’s  
interest level when discussing with them a new  
opportunity. We all hear it in our industry – that little 
voice in our heads saying something may be wrong – 
and it’s best to do something about it quickly. 

Many recruiters ignore their instincts because they 
don’t want to acknowledge bad news or a dead end. 
Don’t make that mistake. Whenever alarm bells 
sound, it’s a wake-up call. Ask follow-up questions 
immediately instead of allowing the moment to pass 
by: “Wait a minute, I just want to make sure I under-
stand where you’re coming from with your answer to 
my last question.” Or: “Has anything changed since 
the last time we talked?” Or: “Last time we talked, you 
were at a 10 on a scale of 1-10 in terms of your inter-
est level in this position – is that still accurate today?”

Universal Truth #6: The recruiting gods are fair, as 
long as you maintain a positive attitude and 
consistent output. We all have those weeks 
or months when everything seems to be  
going wrong. A candidate who just said 
yes to a new opportunity flips and accepts  

a counter-offer from his/her current employer. A  
fall-off occurs after 30 days with a new company and 
you haven’t been paid your fee yet. A client unex-
pectedly begins working with another recruiter. In our  
industry, these things happen. But the good news 
about recruiting is that it is essentially a very fair  

business – as long as you keep it that way. Maintain a 
positive outlook. Keep a constantly-accruing pipeline 
of jobs and candidates at all times. And never forget 
to keep up consistent activity – phone time, connect 
time, and other measures of activity. Remember, 
you’re playing for a whole season, not just one game. 

Universal Truth #7: If you don’t work with the  
hiring manager directly, it will take you double 
the time to fill the position. If you fill it. HR  
departments. We’ve all worked with them. 
The gatekeepers who will never grant you direct 
access to the hiring manager, regardless of 

the hoops you jump through.

In handling exclusively-HR searches, the sense of  
urgency is typically reduced significantly. This is usu-
ally because they don’t directly feel the pain of need-
ing the “A” Player on their team quickly. They don’t 
own the problem, work on the team or department 
into which the position will fit, or even have a clear 
understanding of the true specifications of the posi-
tion. They have the tendency to weed out potentially 
great candidates simply as a matter of administrative 
judgement, or worse, as a matter of internal power 
struggle. This dead-end type of search is one you 
can do without. If you absolutely must work with an 
HR manager, be sure you at least have contact with 
the hiring manager. If that is not the case, decline the 
search. 

Universal Truth #8: If you feel like it’s more 
important to you to fill the position than it is 
to the hiring manager, you’re probably right. 

We’ve all been there: we pour our hearts and souls 
into a search and then the hiring manager ceases to 
return our calls or emails. It becomes apparent that 
filling the position is more important to you than it  
is to your client. What can you do? Be firm. If  
communication slows down or ceases completely, 
it’s time to reset expectations. To do this, leave a  
voicemail or send an email along the lines of: “Due to 
the lack of response from you on this search, it seems 
that it is not as high a priority for you as it was when we 
began the process. Whenever this happens, it becomes 
a no-win situation for our firm. Unless I hear from you so 
that we can reassess the urgency of this search, we will 
not make any further investment of time or resources. 
Let me know when your urgency level changes, and we 
can get back to this search in the future.”
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Universal Truth #9: In recruiting, time kills all 
deals. He who hesitates is lost in recruiting.  
As soon as a candidate expresses genuine 

interest in accepting a position, make a move. Take 
decisive action. This “white heat zone” is only accessible 
for a limited time: an offer needs to be made. No one 
maintains a strong, consistent interest level for too 
long. Interest ebbs and flows like the stock market. 
Undoubtedly, other factors will influence the candidate, 
which will have impact on their interest level and can 
have the capacity to blow the deal quickly. 

Universal Truth #10: If you don’t cover the 
counteroffer early and often, you will lose 
many candidates this way. Demographics are 

key: a big word that translates to big changes in our 
industry. The supply of qualified candidates continues 
to dwindle as the demand increases for top-tier talent. 
Shifting populations, aging professionals remaining 
in the workforce, and economic changes mean that 
counteroffers will get more and more appealing as 
employers fight to retain their top talent. Louis Pasteur 
famously said, “Fortune favors the prepared mind.” 
Prepare your candidates. Tell them that a counterof-
fer WILL happen, and coach them through handling 
it in real time. Role play with them. Ensure that they  
understand that a counteroffer is not a free ticket to a 
corner office. Explain that in your experience, once an 
employer knows that an employee has been looking 
elsewhere, the loyalty and trust is gone: it’s best for 
the candidate to move on. 

If a candidate “sleeps on” an offer, they will dream up 
reasons not to take it: a recruiter’s nightmare. Many 
recruiters and hiring managers believe it’s acceptable 
for a candidate to think about a job offer overnight.  
It isn’t necessary. The candidate has already been 
in the interview process for a considerable amount 
of time – typically two to six weeks. Their potential  
career change has been mulled over and discussed at 
length. If you’ve done your job as the recruiter, you’ve 
covered all the pertinent issues – compensation,  
benefits, etc. If you have already addressed potential 
concerns, the only remaining question should be 
start date. There’s no reason to sleep on it – it will 
only lead to the candidate questioning their decision 
and dreaming up reasons to resist change. From the  
onset of your relationship with your candidates, make 
it clear that should an offer be made, there will not 
be a day or two to sleep on it, because there will  

simply be no need. You will make sure the candidate 
has all of the information they require to make a  
fully-informed decision prior to the final interview. 

Universal Truth #11: You get what you pay for. 
You don’t visit your doctor or dentist and start 
arguing with them about their value to you. You 

clients shouldn’t devalue your professional worth in 
that way either. Yes, we operate in a service-based 
industry, but if a client tries to negotiate fees, what 
are they really saying? That they clearly don’t fully  
value your services, and that they aren’t 100% invested 
in finding the ideal candidate for their open position.  
Furthermore, the clients that do this are typically the 
most difficult to work with in all other ways. If a client 
will not accept a fair fee agreement, it may be time to 
end the relationship. 

A few years ago, I haggled back and forth with a  
company president over a fee agreement for retained  
searches. After a few days, we finally inked a deal that 
was more beneficial to the client than it was to me as the  
recruiter. I worked hard and made three very successful 
placements. He then refused to pay the agreed-upon 
fees. I had to resort to enlisting my attorney to collect 
payment. The bottom line is that the more a company 
negotiates your fees, the less value they place in 
your services and the more problems you will have 
in working with the company. Recognize your true  
professional value, be proud of it, and respect yourself 
enough to insist that your clients respect you, too.

Universal Truth #12: In recruiting, noth-
ing should be left up to chance. Recruiters 
new to the industry may think that you put a 

hiring manager and a recruiter together, and mag-
ic happens. Nothing could be further from the truth. 
Placements do not simply materialize out of thin air. The 
reason our clients are willing to pay us a fee is to make 
sure that every detail is taken care of and no stones 
are left unturned. Recruiters who aren’t on top of  
every aspect of each search will find themselves out 
of the industry fairly quickly. It is imperative that we  
immerse ourselves fully in every search, paying close  
attention to all details. Get to know all of the details about  
potential candidates – reasons for dissatisfaction at  
previous or current job, hot buttons, deal-breakers, etc. 
Our clients rely on us to eliminate the stress and the risk 
from the hiring process. It is up to us to ensure that things 
happen the way they are supposed to happen…period.
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Universal Truth #13: Your integrity will  
determine how long you remain in business. 
It’s simple: do the right thing, all the time and 

every time, not just when it’s convenient. We must 
operate under the same expectations we expect our 
clients and candidates to live by. If it’s nearing the 
end of the month and you need another placement, 
it’s not okay to take a candidate from a client. If you 
discover potentially damaging information about a 
candidate but withhold it from the client to achieve a 
placement, that is dishonest. Your integrity and your 
standards are your largest commodity in the professional 
world. They are the single most important factor in 
your longevity in your recruiting business – and in any 
relationship.

Recruiting Standards:
1. Consistently call candidates to update them  
    on where they stand in the process.
2. Never take a candidate from a client.
3. Do not share confidential information with others.
4. Treat others as you would like to be treated. 

Our industry is all about people. And if there is one 
similarity we all have, it’s that we are all different. The 
Universal Truths of Recruiting give us courage and 
stability in a volatile world. They are unshakeable  
tenets that if embraced, will guide you successfully as 
you navigate the recruiting market.   

How to Create a Winnning 
Value Proposition (that 
Leads to Higher Fees and 
More Retained Work)
Have you ever wondered how some recruiters can  
demand the highest fees and get more work than they 
can handle, while others struggle to achieve fees over 
20% and have trouble finding any new work? The  
answer lies in the concept of developing a winning  
value proposition. 

This is illustrated well by a decision I had to make sev-
eral years back. I had five acres of lawn to mow at my 
house. I decided that there were better things for me 
to spend time doing than mowing for six hours each 
Saturday. I decided to price out the services of a lawn 

company, who would mow and treat the lawn to keep 
it green and healthy. I called five local lawn service 
companies, each of which sent a representative out to 
look at my property and provide a quote. Each of them  
assessed the lawn, gave me a “competitive” quote, 
and left. Not a lot of small talk, just a quick quote. Four 
of the companies gave me an on-the-spot quote of 
roughly $100 per cut and treatment, give or take a few 
dollars. The fifth company couldn’t give me a quote on 
the spot. I was shocked – couldn’t give me a quote on 
the spot? What other information could he need aside 
from looking at the size and shape of my property?  
The representative said he needed a day to look 
closely at their work schedule, gather costs of  
chemicals needed to keep it green, and develop a plan 
for keeping it that way all year long. 

The following day, the man returned with a complete 
year-long schedule of what should be done to the 
lawn to keep it cut, maintained, and “healthy green” all 
year long. It included scheduled treatments (at optimal 
times during the year) for worms, grubs, and weeds. 
His plan included scheduled cuts once or even twice 
per week to ensure that our lawn was the envy of the 
neighborhood. 

Even before he had finished speaking, there was no 
question as to which lawn service company I’d be 
choosing. The question wasn’t, “How much is this go-
ing to cost me?” but rather, the sale had been made 
before we even discussed price. 

Whether in recruiting or lawn care, the sale should 
be made before fees are even discussed. The way to  
accomplish this is to conduct an in-depth needs  
analysis and developing a winning value proposition. 

What is your value proposition? A value proposition 
defines why a prospective candidate or client would 
choose to do business with you as opposed to all of 
their other alternatives. It’s what truly differentiates you 
from your direct competitors, both directly and indirectly. 
A direct competitor would be another recruiter vying for 
the same business. An indirect competitor would be an 
internal candidate, placing a job on a job board, etc. 

Why do some recruiters demand the highest fees and 
receive more work than they can handle? It’s because 
the perceived value of their service exceeds their fees. 
The key word here is perceived. Everyone, including 
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yourself, is willing to pay more for 
a product or service if its perceived 
value is greater than its cost. In  
order to reach higher fees, our  
perceived value must be great-
er than our fees, and must be  
greater than the perceived value of 
our competitors’ service.

Here are a few simple questions 
to help you forge a winning value 
proposition or test the validity 
of a value proposition you may 
already have in place:

1. What is the target market  
    or niche you are going after?

The more specific the market, the 
more value you can potentially 
add. This is why many successful recruiters tend to 
focus on niche markets. By intimately knowing the 
specifics of a niche market, a well-crafted solution can 
be developed.

2. What is the recruiting need I am going  
   to fulfill or customer problem I am going  
   to solve?

If you are concentrating on one specific vertical mar-
ket, what position(s) am I going to fill? The goal is to 
achieve as specific as possible a vertical niche market 
while still reaching a large enough pool of candidates 
to reach your recruiting goals.

3. What are the benefits my customer will
    receive from my recruiting solution?

In order to build a true winning value proposition, 
your customer must derive very specific benefits from  
your recruiting solution. Will your solution help the  
customer save time? Will you help them attract and  
retain higher-quality candidates? Is the benefit of  
using you, as opposed to your competitors, your  
intimate industry knowledge? Your value proposi-
tion can be composed of one single strong bene-
fit or multiple strong benefits. In order to share true  
results-based value proposition with prospective  
clients, effective recruiters often refer to the success-

ful results of the candidates they have placed within  
certain companies and/or industries.

4. Unlike our primary competitor, how do  
    we differentiate our recruiting offering?

Here it is. The keys to the castle. What differentiates 
you in the eyes of the customer is your ticket to  
higher fees and increased volume of business. What 
can you offer that makes you stand alone amongst 
your competitors?

There are several ways that recruiting firms differentiate 
themselves from the competition. Some differentiate 
themselves based upon the industry or niche market 
in which they work. Others may set themselves apart 
by concentrating only on a specific level of search, or 
by highlighting their expediency in terms of their time 
to fill.

The bottom line is this: the exact points of differentiation 
are irrelevant, so long as the perceived value of the service 
provided outweighs the financial cost to the customer. 
When this has been achieved, fees are no longer an  
issue. If the value proposition (i.e. points of differentiation) 
are not effectively communicated to the customer, and 
therefore the perceived value is not greater than the 
cost, fee negotiation will always be an issue. This is the 
crux of why some recruiters are able to charge up to 
40% while others struggle with 20% or lower fees. 
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Once you have established a great winning value  
proposition, there is one more crucial component to your  
success. It is a strong belief among everyone on your 
team in the value your firm brings to the table. The 
stronger the belief in the importance of what you can  
provide, the less the likelihood that someone will accept 
fees that are below your office’s “comfort zone.” This 
unwavering belief in the value of your service will also 
help team members to recognize and walk away from 
bad business. 

Navigating the Rough Seas: 
It’s All in Your Decisions

Recruiters everywhere are sending out S.O.S. signals. 
If it’s not a jobless recovery to worry about, it’s the  
potential for a double-dip recession. Many recruiting 
professionals are constantly searching for a magic  
formula that will allow us to navigate the rough seas of 
tumultuous economic times. If there were such a thing 
and it could be bottled, we’d all be sailing smoothly. 

In the downturns, when the wind is taken out of our 
sails, many of us let go of the ropes, let the sails flap 
in the breeze, and hope that divine intervention might 
save us. Some of us grab a pair of oars and row as hard 
as we can, only to find that we expend a great deal of 
energy and get nowhere fast. A few of us batten down 
the hatches and drop an anchor, hoping to weather the 
storm. And a few of us become better sailors. 

Don’t get ready to walk the plank just yet. When the 
seas are rough, it’s the best opportunity to get your  
recruiting skills in ship shape. What can you do to  
ensure smooth sailing in the months ahead of you?

Your success is all in the decisions you make. It sounds 
simple enough. Most of life’s truest principles are.  
“Buy low, sell high.” “Eat less, move more.” These  
truisms have survived throughout the years because 
they are just that – true. Where you are in your life  
TODAY is a result of the decisions you’ve made along 
the way: both good and bad. If you’ve made a few  
missteps along your path, don’t worry – you’re human, 
and we all make mistakes. What matters is what you do 
from this onward. There is no time limit on success, and 
it’s never too late to make a positive change. One must 
simply focus on making the best decisions possible 

from this point forward. How do these truths translate 
to recruiting? In recruiting, your results are dependent 
on the choices you make – what clients you choose 
to work with, which job orders/search assignments 
you take, the candidates you choose to represent, the 
amount of time you choose to spend making calls. 

Client Decisions
One of the most important decisions for any recruiter is 
selecting the best companies with which to do business. 
In today’s market, valuable time and resources are at 
a premium and cannot be wasted, making the choice 
of client partners more critical than ever.

If you evaluate the time you spent on all searches in 
the last calendar year, you will likely discover that a 
handful of clients consumed a considerable amount 
of your time but yielded disproportionate results. 
You will most likely find that the inverse is also true: 
there were some clients with whom you spent limited 
time, yet you made successful placements with them.  
Becoming aware of this information is crucial to  
you and to your firm. Going forward, you will feel  
confident in devoting more time to the clients with whom 
you’ve already made successful placements, and in  
eliminating some of the time you spend with the clients  
who consume time without placements coming to  
fruition. 

This is often easier said than done, especially when 
dealing with new clients. The most common reasons 
for time waste with clients – sense of urgency, is-
sues gaining exclusivity, lack of access to the hiring 
manager, etc. – directly correlate back to some 
point on the Job Order Matrix. Using the evaluation  
process associated with the Job Order Matrix can  
significantly minimize the risk of spending too much 
time working with bad clients.

Job Order Decisions
Often, when a recruiter gets a job order from a  
client, they hit the “GO” button without really taking the 
time to determine if it was a good enough job order to 
work on. Until this important qualification is made, we 
run the risk of spending too much time on dead end 
work – more of the “getting nowhere fast” situation. 
Navigating the murky waters of recruiting requires a 
sturdy rudder.
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Now more than ever, it’s crucial to qualify each job 
order or search assignment before agreeing to take 
the search. 

There are TEN critical factors that must be  
analyzed in order to qualify properly:

1. Sense of Urgency
2. Difficulty of Search
3. Exclusivity
4. Hiring Cycle
5. Salary
6. Potential for Repeat Business
7. Mutual Cooperation
8. Fill-ability
9. Fee
10. Interview Dates

Each of these areas are listed on the Job Order  
Matrix and provide a scale for measurement and 
evaluation. To ensure we have a complete picture of 
all factors that could affect the success of the search, 
we must get back to basics and take a “complete” 
search assignment profile. Use the Job Order Matrix 
to evaluate the search, and don’t worry if the search 
is lacking in a few areas. Keep in mind that there 
will always be areas for improvement in the search –  
seldom do we see searches that are perfect.

Once you have a good idea of the challenges you 
will need to address in order to take on and perform 
a successful search, you can then go back to the 
potential client and ask them if they can adjust 
some of the issues that are causing you concern in  
taking on the search. Again, this must be done prior to  
committing to taking on the search.

For example, you might say, “Mr./Mrs. Client, before 
we can commit to the search for your VP of Engineer-
ing, there are a couple of items we need to discuss. 
We have concerns that may cause us problems in  
finding and placing the very best candidate for the  
position. When we talked about the hiring process, you  
mentioned that you’d need at least 8 weeks to 
complete your process. We’ve found that when the 
search and interview processes takes longer than 
3-4 weeks, the best candidates lose interest and 
move on, either to other opportunities or they decide 

to remain with their current employer. What can we 
do to help you shorten the process? With our help, 
we’re confident that within 3-4 weeks, we can identify 
the best candidates, determine if they’re the right 
fit for your organization, and give the candidates  
sufficient time to determine if it’s also a good fit for 
them. We’ll have much less chance of losing our 
best candidates to other appealing opportunities, 
or to their current employers, if we consolidate the  
process into 3-4 weeks rather than 8.”

Each area of concern regarding the search should be 
addressed and discussed with the client openly, to 
see if adjustments can be made to make the search 
more successful. Most often, clients are unaware  
of the issues in their processes, and are appreciative 
of the honesty and expertise you provide. If the  
client is unwilling to work with you to make necessary 
changes to make the search more successful, it is 
advisable to decline the search. 

Candidate Decisions
How many times have we all reached the end of a 
search process, had a client who was excited about 
the candidate, the offer came in at exactly what 
you had hoped it would, and then…the candidate  
unexpectedly declines the offer, doesn’t show up for 
the final interview, or takes a counteroffer? Whatever 
the reason, you end up not making the placement 
and thus not receiving any compensation for all of 
your hard work. Nothing is more disheartening.

One way you can drastically reduce the chances of 
this happening is to make the decision to only work 
with the best and most qualified candidates. How 
can you ensure you are only working with the top tier 
candidates? By choosing to continually re-qualify the 
candidates throughout the process and getting the 
approval to accept an offer on the candidate’s behalf 
at the conclusion of the interview process.

Gaining the ability to accept an offer for a candidate 
is huge. It requires mutual trust, credibility, and  
establishing a solid relationship based on these  
factors. This can be accomplished by setting clear 
expectations and outlining the roles of each party in 
the relationship at the very onset of the process. 
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When I have a candidate on the phone and have 
determined that they are a good fit for the position 
I am working on, I set expectations right away. The 
expectation conversation lays the groundwork for 
the roles and responsibilities of each stakeholder in 
the process, as well as determines how you will work  
together going forward. 

When setting expectations, determining and confirming 
the dollar amount you are able to accept on their  
behalf after the final interview is critical. It stops salary 
creep from occurring toward the end of the process. 

Along with setting expectations, qualifying and 
re-qualifying candidates OFTEN is one of the most 
critical components of the recruiting process. In my 
firm, we do this in each and every conversation.  
Why so often? Because life happens fast and a  
candidate’s situation can change in an instant. In all 
conversations, we need to have an up-to-the-moment 
picture of where our candidate’s mindset is. The three 
most critical times for qualification/re-qualification 
are in the very first conversation, before the second  
interview, and before the final interview. We spend 
a great deal of time prior to the second interview in 
particular and we fill out our Candidate Qualification 
and Relocation form. This tool gives us a snapshot of 
where our candidate is – halfway through the process. 
Do they have enough interest to proceed, are they still 
a great fit for the position, are they willing and able to 
accept an offer if it is made? This is the point in the  
recruiting process when we determine if it makes 
sense to move forward with this candidate.

The day before the final interview is the time to ask 
a specific question regarding offer acceptance. For  
instance, “(Candidate Name), if you’re made an  
offer for $100,000 plus a 20% bonus, can I accept the  
offer on your behalf?” This question alone can increase 
your success more than any other component of the 
recruiting process. Why is this so effective? First, it 
lets us know if the candidate is truly ready to accept 
an offer. Secondly, it allows for conversation regarding 
any remaining objections prior to the final interview.  
If the candidate declines your question about accepting 
an offer on their behalf, you must then ask why. Until 
you reach compensation specifics that they will agree 
to have you accept on their behalf, don’t let them go 
to the final interview. 

Navigation of a recruiting ship in any conditions can 
be harrowing. Add in the economic tidal waves we  
often experience, and it becomes a job that  
challenges even the most seasoned captains.  
If you find yourself in rough seas, don’t jump ship – 
hoist your sails and concentrate on making the best  
decisions going forward. Choose to work with the  
clients that will bring you success, qualify and  
re-qualify job orders, and work with the top-tier  
candidates. The decisions we make in all areas of 
our life define our success. Recruiting is no different. 
Practice making good decisions and you will take a 
turn toward smoother seas.

offer acceptance
candidate

client
compensationposition

recruiting

talentqualify

success
placement

job market

interview hiring
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Section 2: Goal Setting  
& Achievement
10 Steps to Achieving  
Your Life’s Dreams:  
Using Goal Setting Theory 
and Task Motivation
For most people, goal setting takes place at the 
end of the calendar year. It’s not only a good time to  
reflect on what we’ve accomplished in our personal and  
professional lives, but it also allows us the chance to 
think about starting the next year with a clean slate full 
of fresh and exciting possibilities. 

When looking back on the results of the previous year, 
you will likely note that while they you had the best  
intentions to make large strides or accomplish certain 
goals, when you take stock of where you are today  
versus a year ago, your life has not really changed 
measurably. You may have a little more or a little less 
money, you may have gained or lost a little bit of weight, 
but all in all, even with visions of grandeur, your life 
stayed relatively the same.

Don’t feel badly. Most people are in the same boat. 
The reason? Most do not understand the true  
commitment and process required to attain goals and 
make life-impacting changes. So how DO people  
really make massive shifts in their lives to ensure they 
reach their desired state of professional and personal 
success? 

First, let’s take a look at what the research says about 
goal attainment.

In Building a Practically Useful Theory of Goals  
Setting and Task Motivation, Gary Latham (University  
of Toronto) and Edwin Locke (University of Maryland) 
summarize a 35-year-long empirical research study on 
goal setting theory. Most of their research focused on 
goal setting in business, in hopes of determining what 
truly works for business professionals and what does not.

Here is what they found:

• The highest levels of goal attainment were found
   with moderately-difficult to difficult goals
• The most difficult goals produced the highest levels
   of effort, but did not necessarily correlate to the
   highest levels of goal attainment.
• Self-efficacy (the believe that one can accomplish 
   a goal) was critical in goal attainment.
• Feedback on progress was critical to success.
• The more specific the goal, the higher the level of
   successful goal attainment.
• The level of importance of the goal affected 
   the outcome

These important points mean that goal attainment has 
several components that can be clearly defined and 
used to develop a process that will increase our chanc-
es of achieving our goals.

A word of caution, however: change can be hard. 
If it were simple, everyone would be living the life 
of their dreams. Success takes personal sacrifice, 
the ability to overcome adversity, and a high level of  
personal discipline…yes, that’s right, discipline.  
Success doesn’t care if you were hugged enough 
as a child or if you grew up on the right street.  
Success and goal attainment are about taking full  
ownership of where you currently stand in life and  
having confidence in your own ability to make the 
necessary changes to produce the desired results.  
If you are willing to put your personal baggage and 
self-doubt on the back burner, read on—you may 
find the opportunity for REAL change and the true  
potential for living your dream.

STEP 1: FIRST THINGS FIRST

To understand where we need to start in goal setting, its al-
ways a good idea to take inventory of where we have been 
and our current situation now.  Here are four questions that 
we need to answer completely. As you navigate the rest of 
this goal setting guide, keep in mind your answers to those 
questions. Here are the four questions again:
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1. What were my most notable successes in the 
    last calendar year?
2. What were some of my shortcomings in the 
    last calendar year?
3. What three things could I change professionally
    personal in the next year that would have 
    significant impact on my life?
4. What am I truly grateful for?

STEP 2: SET SMART GOALS

Once we truly understand where we  
currently are, where we’ve been, and what 
is most important to us going forward, we 
can begin to set smart goals. In setting goals, 
keep in mind that they must be SMART: 
Specific, Measurable, Attainable, Realistic, 
Timely. Be certain to put each of your goals 
through the SMART test. For example, let’s 

say you’d like to bill $500,000 in revenue in the next 
calendar year. Your SMART goal should look like this:

“I, Joe Recruiter, am committed to bill $500K in the 
coming year. I will do this by billing $100K in Quarter 
1, $125K in Quarter 2, $125K in Quarter 3, and $150K 
in Quarter 4. In order to do this, I am committed to 5 
first-time send-outs per week, 4 hours of phone time 
per day, 2 new accounts per month, and improving my 
major account development skills.”

Pay particularly close attention to the language. Joe 
is not going to try, or attempt, or even work hard  
toward achieving $500K in billings. Joe is committed.  
In addition, Joe is very specific about how he will 
achieve his goal and the activities on which he needs 
to focus DAILY to achieve success. Not only must we 
set SMART goals, but we must also use committed 
and specific language about what and how.

STEP 3: DEFINE THE OBSTACLES AND 
DETERMINE HOW TO GET PAST THEM

There will always be obstacles in the way of  

achieving goals. Life happens fast 
and continuously. Kids need to get 
to soccer practice, the house needs 
to be cleaned, dinner needs to be 
made. There will always be a mul-
titude of things vying for your time 
and detracting you from the activ-
ities you know you must do to attain your goal. In 
order to combat this, take the time to honestly and  
objectively identify the obstacles in your business and/
or personal life that may hinder your ability to achieve 
your goal. Once they are defined, don’t feel the need 
to eliminate them, but rather determine a course of 
action for taking care of what you need to and still 
performing the activities you specified in your SMART 
goal. Kids will still need to get to practice, dinner will 
still need to get on the table, and your house won’t 
clean itself – you can’t and shouldn’t eliminate these 
important things from your life. What you can do is 
plan for them. Plan to get up an hour earlier each day, 
take part of your Sundays to prepare meals for the 
upcoming week, or do whatever you must to carve out 
the time you know you need.

STEP 4: DEVELOP AN ACTION PLAN

Without a great plan to make it happen, 
your goal is just a wish – a wish that will 
most likely never materialize. An action 
plan is the key – a detailed outline of 
the steps needed to achieve the desired 
outcome. The more details in your plan 
(frequencies, times, days, amounts), the 
better. Your action plan is your daily reminder of your 
commitment and your road map leading you from 
where you are now to where you want to go.

STEP 5: WHAT ARE THE CRITICAL 
MILESTONES?

Milestones are “check-in point” to assess your progress 
toward your goal. If I am traveling to visit my parents 
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in Corunna, Michigan from Cincinnati, 
Ohio, the most important milestones 
are getting through Lima in about an 
hour, Toledo in about 2.5 hours, and 
finally passing the Cabela’s store in 
Dundee, Michigan in about 3 hours. 
But alas, if business-based goal  

setting was only as simple as driving up a highway.

Milestones are critical, as they measure your  
progress and tell you if you are ahead of your plan, or 
if you are lagging behind – which requires changes 
to your action plan to get you back on track toward  
achieving your goal within the original timeframe set. In the  
recruiting industry, setting annual goals is very  
important. But backing them up with quarterly, monthly, 
weekly, and daily activity goals is even more essential. 
You can’t expect to hit your weekly goals without first 
hitting your daily goals; your monthly goals without 
first hitting your weekly goals; your quarterly goals 
without first hitting your monthly goals; your annual 
goals without first hitting your quarterly goals. 

STEP 6: ENLIST AN  
ACCOUNTABILITY PARTNER

It’s extremely difficult to hold  
yourself accountable. While you are 
doing your best to be as disciplined 
as possible and manage all of the  
day-to-day challenges that life throws 
your way, staying on track can seem 
overwhelming. Enlisting a trusted 

partner to help inspire you to stay on track and hold 
you accountable if you veer off your path can make all 
the difference in your success.

STEP 7: BELIEVE

In Claude Bristol’s book The Magic of Believing, he 
spells out the incredible power of belief. In studying 
miracles that have occurred in various religions and 
all over the world, Bristol’s findings were stagger-
ing. The specific religion made no difference in the  
outcome; it was the strength of the belief that was the 

major factor in the miracle occurring. 
Your personal belief that you CAN 
achieve your goals is critical to your 
goal attainment. 

A personal anecdote: I underwent my 
third left knee surgery at the end of 
2008. I compete nationally as a pole vaulter in the Mas-
ters Track & Field event series each year, which gives 
individual athletes over the age of 30 the opportunity 
to remain in competition. After the surgery had been 
done on my knee, my orthopedic surgeon strongly rec-
ommended that I never run on it regularly again. That’s 
right…never. As you can imagine, running is an integral  
component of the sport of pole vaulting. Needless to 
say, I was devastated…not what you want to hear when 
you have a true passion for something. After feeling 
sorry for myself for a few days, I began doing research 
on exercises to strengthen my knee. After my initial  
recovery, I began an intense workout program  
focused on plyometrics, strength training, and speed 
exercises. Progress was slow at first, but I kept the 
faith: I had to believe I could do it. In 2010, I won 
the Pole Vault National Indoor Championship in  
Boston, and took third place at the Outdoor National  
Championships in Sacramento in July. I know without 
a doubt that my belief in my ability to reach my goal 
– even if the experts said it was an unattainable goal 
– made all the difference. 

STEP 8: DEFINE YOUR “WHY”

If there is one single thing you can do 
to ensure you reach any goal you set, 
it’s developing a powerful WHY. Your 
WHY is the reason you want to attain 
your goal. It’s what will motivate you to 
climb any mountain in the face of adversity. It could be 
your family, an important person in your life, an event 
that happened to you in your past, or anything that is  
highly motivating to you. By defining and embracing 
your WHY, and truly allowing it to become part of your 
everyday journey, you can become unstoppable in 
anything you put your mind to.
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One of my WHYs in my personal journey is the  
memory of the time, many years ago, when I couldn’t 
afford to pay for my baby girl’s six-month shots. I 
was 23 years old at the time and had just started a 
new job, had two car payments to make, and a had a 
mortgage that was bigger than I thought. Even today, 
decades later, the thought of not being able to afford 
basic medical expenses for my child strikes a chord of 
anger and a sends a rush of determined adrenalin to 
my heart. This WHY was one of the things that helped 
me over the years with my ability to overcome any 
type of adversity and carry on. 

STEP 9: DREAM BIG AND SET THE BAR HIGH

In research on goal setting, Locke and Latham say 
not to make your goals TOO big. How-
ever, we are all capable of achieving 
great things. Every day, people break 
records and surpass the expectations 
of our human capabilities. We still 
have no idea of the true potential of 
human beings; the only thing we do 
know is that we’re far from reaching 

it. Whether in your profession, your personal life, your 
recreational pursuits, or in anything in life, you have no 
idea what your potential is. I don’t claim to know why 
we were put on Earth, but I do know that it isn’t to be 
average or to simply coast along. We are not sheep, 
born to follow. We were given life to excel, to push the 
boundaries, and to be extraordinary. I encourage you 
to set the bar high and see what unlimited potential 
your life holds. 

STEP 10: REWARD YOURSELF …
CELEBRATE YOUR SUCCESSES!

A reward system works wonders to keep you passion-
ate and motivated. When you reach 
a milestone, celebrate it. When you 
overcome an obstacle, celebrate. In 
recruiting, when you hit your metrics, 
celebrate. You must develop a habit of 
rewarding yourself for a job well done. 
Achieving a goal is like climbing a  

mountain – at each new altitude you reach, stop and 
look around to appreciate your own hard work and 
how far you’ve come. Celebrate your progress. In 
contrast, if you come up short, ask yourself honestly 
why it happened, make the corrections needed, and 
continue to go forward. Don’t get too down on yourself 
or take too much time wallowing in a slight detour from 
your course. Believe! In the end, it’s not about each  
individual game, but about being at the top at the end 
of the season. Your success and continued celebration 
of your progress will serve to motivate you to keep 
going forward.

My inspiration in writing this guide book is to help  
anyone who is struggling to reach the things they  
really want out of life. If you are like most people, 
there are many components you’d like to change in 
your professional and personal life. But change is 
not easy – it takes careful planning, self-discipline, 
and a well-defined SMART goal. Like so many things  
in life, the secret to goal attainment is a true under-
standing of the process required and the key elements  
involved in making the shift. Take time to honestly  
assess where you currently are before you attempt to 
set a goal. Set SMART goals, identify obstacles and 
your plan for overcoming them, establish milestones, 
and celebrate your successes along the way. If you 
develop a strong, detailed action plan and define  
a motivating WHY, you’ll be well on your way to 
achieving anything you want. I look forward to  
celebrating your successes with you.
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Goal Setting Workbook
Before jumping in and setting goals to make desired shifts in your life, it is necessary to evaluate where you 
are currently and what is most important to you going forward. Here are four key questions to help you in this 
process. Be sure to answer honestly so that you have the best chance to achieve your goals. Take time to truly 
reflect and think about these questions.

What were my successes in the past year – both personal and professional? 

What were some of my shortcomings in the past year – both personal and professional?

What three things could I change professionally and personally to make a significant 
positive impact on my coming year?

1
2
3

What am I truly grateful for?
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PERSONAL VISION STATEMENT:

PERSONAL ACCOUNTABILITY STATEMENT:

Along with establishing a personal vision statement to provide guidance to you along the way, it is important to 
define the level of accountability you can hold yourself to when setting goals to achieve your life goals.

Personal accountability can be defined as: the willingness to take 100% ownership for the results that arise from 
your involvement, both individually and collectively with others.

Most people mistakenly believe that responsibility and accountability are one in the same. Responsibility  
involves the things you are required to do, whereas accountability is your expectation of the outcome of your 
action or inaction, or what others hold you answerable for.

To reach your desired outcome and achieve your goal, you likely need to think and act in ways that are  
different and uncomfortable for you. Effective leaders understand the importance of accepting responsibility 
for the results they create. When things go wrong, rather than blaming others or blaming circumstances, it is 
important to look inward to understand your individual contribution and to learn and grow in response. When 
one adopts the practice of personal accountability, there is less to blame on others and focus shifts to moving 
forward in pursuit of goals.

Personal accountability is they key to success in all areas of our lives. Take some time to write down your per-
sonal statement of accountability and it will provide you with a strong inspirational resource on which to draw 
while you work to accomplish the tasks you’ve outlined as necessary to complete your goal. 

MY PERSONAL ACCOUNTABILITY STATEMENT: 
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Goal #1:
TIMEFRAME:

MILESTONES (MONTHLY / QUARTERLY / WEEKLY):

WHAT’S MY ‘WHY’?

ACTION PLAN:

OBSTACLES TO OVERCOME:

WHAT DO I BELIEVE I CAN ACHIEVE?
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Goal #2:
TIMEFRAME:

MILESTONES (MONTHLY / QUARTERLY / WEEKLY):

WHAT’S MY ‘WHY’?

ACTION PLAN:

OBSTACLES TO OVERCOME:

WHAT DO I BELIEVE I CAN ACHIEVE?
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Goal #3:
TIMEFRAME:

MILESTONES (MONTHLY / QUARTERLY / WEEKLY):

WHAT’S MY ‘WHY’?

ACTION PLAN:

OBSTACLES TO OVERCOME:

WHAT DO I BELIEVE I CAN ACHIEVE?
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Goal #4:
TIMEFRAME:

MILESTONES (MONTHLY / QUARTERLY / WEEKLY):

WHAT’S MY ‘WHY’?

ACTION PLAN:

OBSTACLES TO OVERCOME:

WHAT DO I BELIEVE I CAN ACHIEVE?
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Goal #5:
TIMEFRAME:

MILESTONES (MONTHLY / QUARTERLY / WEEKLY):

WHAT’S MY ‘WHY’?

ACTION PLAN:

OBSTACLES TO OVERCOME:

WHAT DO I BELIEVE I CAN ACHIEVE?
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Goal #6:
TIMEFRAME:

MILESTONES (MONTHLY / QUARTERLY / WEEKLY):

WHAT’S MY ‘WHY’?

ACTION PLAN:

OBSTACLES TO OVERCOME:

WHAT DO I BELIEVE I CAN ACHIEVE?
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Goal #7:
TIMEFRAME:

MILESTONES (MONTHLY / QUARTERLY / WEEKLY):

WHAT’S MY ‘WHY’?

ACTION PLAN:

OBSTACLES TO OVERCOME:

WHAT DO I BELIEVE I CAN ACHIEVE?
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Goal #8:
TIMEFRAME:

MILESTONES (MONTHLY / QUARTERLY / WEEKLY):

WHAT’S MY ‘WHY’?

ACTION PLAN:

OBSTACLES TO OVERCOME:

WHAT DO I BELIEVE I CAN ACHIEVE?
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Goal #9:
TIMEFRAME:

MILESTONES (MONTHLY / QUARTERLY / WEEKLY):

WHAT’S MY ‘WHY’?

ACTION PLAN:

OBSTACLES TO OVERCOME:

WHAT DO I BELIEVE I CAN ACHIEVE?



Maximizing
Recruiting
Performance

JonathanBartos.com

27   |  MAXIMIZING RECRUITING PERFORMANCE  |  by JON BARTOS  
Copyright © 2018 by Jon Bartos

Goal #10:
TIMEFRAME:

MILESTONES (MONTHLY / QUARTERLY / WEEKLY):

WHAT’S MY ‘WHY’?

ACTION PLAN:

OBSTACLES TO OVERCOME:

WHAT DO I BELIEVE I CAN ACHIEVE?
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Goal Achievement
Self-Evaluation
WHAT GOALS WERE ACHIEVED?

WHAT WERE THE MAIN FACTORS THAT LED TO THE ATTAINMENT OF THE GOAL(S)?

WHAT GOALS WERE NOT ACHIEVED?

WHAT FACTORS LED ME TO FALL SHORT ON THE UNACHIEVED GOALS?
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WHAT SHOULD I DO DIFFERENTLY NEXT TIME TO ASSURE THAT I REACH THE 
GOALS I SET?

WHAT WERE THE MOST DIFFICULT THING(S) TO DO OR OVERCOME DURING THE 
PROCESS OF SETTING AND REACHING FOR MY GOALS?

WHAT ARE SOME OF THE MOST IMPORTANT GOALS I HAVE GOING FORWARD?
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Quotes About Goal Setting
“You must have long-term goals 
to keep you from being frustrated 
by short term failures.” 
– Charles Noble

“Your role in achieving your goal 
must be giving your all. Involve 
yourself whole: with your heart, 
your mind, and your soul.”
– Victoria Holtz

“Think little goals and expect little 
achievements. Think big goals 
and achieve big success.” 
– David J. Schwartz

“For away there in the sunshine 
are my highest aspirations. I may 
not reach them, but I can look up 
and see their beauty, believe in 
them, and try to follow where they 
lead.” – Louisa May Alcott

“When a goal matters enough to 
a person, that person will find a 
way to accomplish what at first 
seemed impossible.” 
– Nido Qubein

“The most important key to 
achieving great success is to 
decide upon your goal and 
launch, get started, take action, 
move.” – Brian Tracy

“See the things you already want 
as yours. Think of them as yours, 
as belonging to you, as already in 
your possession.” – Robert Collier

“Committing to a goal is the easy 
part. The true work is consistency, 
honesty, and self-discipline.” 
– Paul Fombelle

“No matter how carefully you plan 
your goals, they will never be 
more than pipe dreams unless 
you pursue them with gusto.” 
– W. Clement Stone

“Many people fail in life, not for 
lack of ability or brains or even 
courage, but simply because 
they have never organized their 
energies around a goal.” 
– Elbert Hubbard

“Some men give up their designs 
when they have almost reached 
the goal; while others, on the 
contrary, obtain a victory by exert-
ing, at the very last moment, more 
vigorous efforts than ever before.” 
– Herodotus

“When a man does not know what 
harbor he is making for, no wind 
is the right wind.” 
– Lucius Annaeus Seneca

“Difficulties increase the 
nearer we approach the goal.” 
– Johann Wolfgang von Goethe

“Goals. There’s no telling what you 
can do when you get inspired by 
them. There’s no telling what you can 
do when you believe in them. There’s 
no telling what can happen when you 
act upon them.” – Jim Rohn
“This one step – choosing a goal 
and sticking to it – changes every-
thing.” – Scott Reed

“Emptiness is a symptom that you 
are not living creatively. You either 
have no goal that is important to 
you, or you are not using your tal-
ents and efforts in striving toward an 
important goal.” – Maxwell Maltz

“Make no small plans for they 
have no power to stir the soul.” 
– Unknown

“Your goals are the road maps 
that guide and show you what is 
possible for your life.” 
– Les Brown

“All who have accomplished great 
things have had a great aim, have 
fixed their gaze on a goal which 
was high, one which sometimes 
seemed impossible.” 
– Orison Swett Marden

“Big goals get big results. 
No goals gets no results or 
somebody else’s results.” 
– Mark Victor Hansen

“The secret to productive goal 
setting is in establishing 
clearly-defined goals, writing them 
down, and then focusing on them 
several times a day with words, 
pictures, and emotions as if 
we’ve already achieved them.” 
– Denis Waitley

“The most important thing about 
goals is having one.” 
– Geoffry Abert

“You, too, can determine what 
you want. You can decide on your 
major objectives, targets, aims, 
and destinations.” 
– W. Clement Stone

“We will either find a way, or 
make one.” – Hannibal
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“Goals give you more than a 
reason to get up in the morning; 
they are incentive to keep you 
going all day. Goals tend to tap the 
deeper resources and draw the 
best out of life.” – Harvey Mackay

“You must have an aim, a vision, a 
goal. For the man sailing through 
life with no destination or port of 
call, every wind is a strong wind.” 
– Tracy Brinkmann

“I’d rather be a could-be if I cannot 
be an are, because a could-be 
is a maybe who is reaching for a 
star. I’d rather be a has-been than 
a might-have-been, by far; for a 
might-have-been has never been, 
but a has-been has once been an 
are.” – Milton Berle

“I am not interested in the past. I 
am interested in the future, for that 
is where I expect to spend the rest 
of my life.” – Charles F. Kettering

“We aim above the mark to hit the 
mark.” – Ralph Waldo Emerson

“All successful people have a goal. 
No one can get anywhere unless 
he knows where he wants to go 
and what he wants to be or do.” 
– Norman Vincent Peale
“I do not try to dance better than 
anyone else. I only try to dance 
better than myself.” 
– Mikhail Baryshnikov

“To understand the heart and mind 
of a person, look not at what he 
has already achieved, but at what 
he aspires to.” – Kahlil Gibran

“Establishing goals is alright if you 
don’t let them deprive you of 
interesting detours.” – Doug Larson

“You are never too old to set 
another goal or dream a new 
dream.” – Les Brown

“Man is a goal-seeking animal. 
His life only has meaning if he is 
reaching out and striving for his 
goals.” – Aristotle

“Don’t measure yourself by what 
you have already accomplished, 
but by what you should have 
accomplished with your ability.” 
– John Wooden

“Goals that are not written down 
are just wishes.” – Unknown

“Goals are dreams we convert to 
plans and take action to fulfill.” 
– Zig Ziglar

“Arriving at one goal is the starting 
point to another.” – John Dewey

“A goal is a dream with a 
deadline.” – Napoleon Hill

“Setting a goal is not the main 
thing. It’s deciding how you will 
go about achieving it and sticking 
with that plan.” – Tom Landry

“Give me a stock clerk with a goal 
and I’ll give you a man who will 
make history. Give me a man with 
no goals and I’ll give you a stock 
clerk.” – J.C. Penney

“The best angle from which to 
approach any problem is the 
try-angle.” – Unknown

“All you have to do is know where 
you’re going. The answers will 
come to you of their own accord.” 
– Earl Nightingale

“An average person with average 
talents and ambition and average 
education can outstrip the most 
brilliant genius in our society, if 
that person has clear, focused 
goals.” – Mary Kay Ash

“Anybody can do just about 
anything with himself that that he 
really wants to and makes up his 
mind to do. We are all capable of 
greater things than we realize.” 
– Norman Vincent Peale

“If you have built castles in the air, 
your work need not be lost; that is 
where they should be. Now build 
the foundations under them.” 
– Henry David Thoreau

“I am looking for a lot of men who 
have an infinite capacity to not 
know what can’t be done.” 
– Henry Ford

“Success isn’t a result of 
spontaneous combustion. 
You must set yourself on fire.” 
– Arnold H. Glasgow

“God gives us dreams a size too 
big so we can grow into them.” 
– Unknown

“The reason most people don’t 
reach their goals is that they don’t 
define them, learn about them, or 
even seriously consider them as 
believable or achievable. Winners 
can tell you where they’re going, 
what they plan to do along the 
way, and who will be sharing the 
adventure with them.” 
– Denis Waitley
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Section 3: 
Are You Willing to Pay the 
Price of Success?
Follow Through: The Key  
to Attaining Success 
Each new year, we all have a sense of a ‘fresh start’ and 
new opportunity at hand – there is resolution in the air! 
Many of us set lofty personal and/or professional goals 
in the first few weeks of a new calendar year in hopes of  
making significant shifts in our lives. But despite the best 
intentions, most of our resolutions and goals fall by the 
wayside and are all but forgotten shortly into the new year. 

Our hopes, dreams, and goals can dissolve all too quickly. 
Life gets hectic, work presents challenges, personal and 
professional issues arise, and you are left feeling even 
further away from reaching your goals. If you’re like most 
people, this sounds familiar. Do you begin each year full 
of excitement and resolution to make this year ‘your year,’ 
only to quickly surrender to the daily hustle and fall back 
into your familiar routines? Ask yourself this: Are you truly 
content to live the same life, to perform at the same level, 
day after day, and year after year? Or are you ready to 
make a real commitment to making a change?

This is your time – the time to make it happen. If you wait 
for the perfect time, you’ll wait forever. There will never 
be an absolutely perfect time to make changes in your 
life, so why not now? You CAN set and achieve personal 
and professional goals whenever you set your mind to it. 
And I have the secret. I know how top achievers attain 
their goals, no matter how big or bold they may seem. It’s 
simple. They are willing to pay the price of success.

What does it mean to pay the price of success? It means 
that you know what to do, you desire to do it, you are 
willing to do it, you are able to do it, and finally, you  
ACTUALLY do it. 

In the recruiting business, the four-hour phone day is an 
undisputed universal truth and a key to success. If you 
can connect with clients and candidates for four hours per 

day, every day, you have a good chance at success in our 
industry. But do we actually do it?

At a speaking engagement recently, I asked an  
audience of approximately three-hundred and fifty  
account executives, “Can we all agree that four hours per 
day of phone time is critical to our success?” Three-hundred 
and fifty hands were raised into the air in agreement. My 
follow-up question, “And how many of you actually log 
four hours of phone time per day consistently?” resulted 
in only three hands raised. Three people of a total pool 
of three-hundred and fifty: that’s less than one percent. 
Every single person in the room knew what they needed 
to do and knew the importance of it to their success. Yet 
less than one percent actually did it.

It can be tempting to take shortcuts and to ignore what 
you know deep down to be critical to your success. A  
personal example: several years ago, my office’s average 
for daily phone time was hovering around 3.5 hours. The 
goal I had set for each team member was 4.0 hours, and 
only two people were regularly achieving that benchmark 
– two phone time heroes. But the majority of my team 
was getting by with just the minimum. A new recruiting  
manager in my office came to me with the suggestion that 
we lower the phone time goal to 3.5 hours in order to boost 
morale and give everyone a ‘win.’ Against my instinct and 
better judgement (remember that if you know what to do, 
you should do it!), I agreed. Two months into our reduced 
phone time goal metric, the pair of phone time heroes 
continued to perform, retaining their 4.0 hours per day  
average. The remainder of my staff fell to an average 
of 3.0 hours per day. I realized that when a goal is set, 
a majority of people will perform at or below minimum  
expectations in all areas of their lives. 

As a business owner, manager, and recruiting professional 
dedicated to finding and delivering top achievers, I’ve 
put considerable thought into why this is. The answers 
I’ve arrived at can serve as a road map to success. Let’s  
explore them in detail:
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Society has begun to expect, and accept, 
underperformance. We’ve entered an era of 
participation awards. Sports, schools, jobs – 

they have all started to reward participation rather 
than real achievement. Simply showing up should not 
be a cause for celebration. Yet in today’s world, we 
have elaborate ceremonies for graduation from each 
grade. We have trophies handed out to every member 
of a team rather than to the top performers. At our  
local junior high school, the true score of a soccer 
game is not displayed on the scoreboard if one team is 
winning by more than five goals. School officials don’t 
want any students or parents to feel badly. Are you 
outraged? You should be. Because it isn’t just youth 
soccer we’re talking about. It establishes a precedent 
that ‘average is acceptable,’ and that everyone should 
demand the same reward and result regardless of  
disparate levels of performance. The truth is that there 
are winners and losers in real life. In the real world, 
we don’t get to acknowledge only the scores and  
results we find appealing. We aren’t rewarded for  
simply participating. You have to perform at a  
higher level in order to achieve more reward. This is 
a concept that must be reinforced within yourself and 
amongst all members of your office team. 

We Don’t Know What to Do! You can’t win 
the game if you don’t know the rules. In order 
to be successful in business, and especially in  

recruiting, you have to know what you’re doing. If 
you don’t have a firm grasp on making an effective  
marketing call or know how to set up a metrics  
system to manage your recruiting office, you better 
find out fast. It isn’t enough to simply say you want to  
succeed. You must learn everything about your  
chosen profession – I often wonder if most people 
studied more in high school or college than they have 
studied to learn the ins and outs of the career and  
industry. If you take every day in the office as seriously 
as you did a final exam in college, you will be primed 
with the industry-specific professional knowledge  
required to make momentum shifts in your career.  
As recruiters, we have a multitude of great resourc-
es at our disposal – The Fordyce Letter, industry  
training and conferences, and impactful coaches and  
mentors that can make all the difference in your  
success. There is no reason to let lack of knowledge 
be the reason you don’t achieve your goals.

You Know What to Do, Know How to Do It, 
But Don’t! Most people know exactly what 
to do and how it should be done, but they  

simply choose not to do it. It always surprises me to 
see great recruiters show up to work with no plan for 
their day. I suppose that’s why there are superstars 
in every office – they are the minority of people who 
make the conscious choice to get the job done, no 
matter what. The average performer knows very well 
that he/she should plan for the next day before leaving 
the office. But there always seems to be a reason 
more compelling to walk out of the door at 5:00 p.m. 
than to stay and plan for the next day. It’s similar to 
grabbing that second doughnut in the break room.  
Everyone says they want to eat healthy, everyone 
says they’re only going to eat one, and everyone 
knows they will gain weight if they eat junk food and 
skip the gym. But we’re unwilling to apply what we 
know to be true – it takes much more discipline to 
avoid the doughnuts and fit in an hour at the gym than 
it does to simply eat the doughnuts and tell yourself 
you’ll hit the gym tomorrow. Unfortunately, the cost 
of failure in your professional life is a bigger problem 
than whether you can fit into last year’s suit. When 
you fail to achieve your professional goals, it not only 
impacts you, but your family, your friends, and your life 
circumstances. If you choose not to pay the price of 
success, you grow accustomed to mediocrity – even 
failure – and it becomes a habit. Repeated over and 
over again, goals turn into distant dreams and your 
true potential never materializes. Many things can 
happen along with habitual failure…and none of them 
are positive. One in ten new account executives and 
search consultants make it to their one-year anniversary 
in the recruiting business. That means 90% of people 
fail in our industry. It sounds like the odds are stacked 
against you, but the great news is that the methods 
are relatively simple for dramatically increasing your 
chances of success – whether you’re a new recruiter 
or a struggling veteran.  

Define Success and Set Your Goals.  
Before you can succeed, you must define  
exactly what ‘success’ means in your life.  

At the beginning of each new year, my entire team 
and I craft our personal score cards. We reassess 
ALL areas of our lives, including personal life, family, 
social/friendship, professional goals, financial goals, 
material possessions, spiritual life, and giving. We 
set or adjust goals for the new year based upon what 

1
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we hope to make happen in the coming year. Being 
a great leader isn’t about what I want my employees 
to achieve, or what I tell them to achieve, but rather 
helping them achieve what THEY want for their own 
lives. Remember, success cannot be defined by your 
manager, your spouse, your friends, or society. That’s 
up to you, and you alone. Start putting together your 
personal score card today to gain a deeper understanding 
your definition of success. Search online for examples 
of personal score card formats.

Identify Your Weaknesses. You know the 
old adage: nobody’s perfect. Take a look at 
yourself in an honest, objective way. Make a 
list – physically writing down your thoughts is 

more impactful than most people realize. Identify your  
weakness and develop specific action steps you can 
take to improve. When speaking specifically about 
your recruiting business: How is your planning? Do 
you have in-depth, up-to-date knowledge about your 
niche? How are your selling and closing skills? Are you  
setting expectations effectively? How are you managing 
your team? Never let yourself get too comfortable or 
satisfied. Be a seeker: keep abreast of the newest  
information in your industry so that you can ensure you 
are constantly getting better at what you do.

Measure Your Progress. It’s essential to 
evaluate your performance every year, quarter, 
month, and day. Measuring your activity is the 

only way to determine if you are on track to meet your 
goals. If your stated objective is to deliver four hours 
of daily phone time, don’t leave the office until you hit 
that mark. Often you can get that extra job order or 
send-out just by making a few more calls. Success 
doesn’t fall into the laps of clock-watchers; it is earned 
by people who know they need to work until their goals 
are met, not until the clock says it’s quitting time. An 
extra hour might be the difference between achieving 
and missing your goals. Once you have achieved your 
goal one day, then focus on achieving the same goal 
two days in a row. Then three days. Soon, you will 
become conditioned to do what you need to do on a 
daily basis to achieve longer-term goals. 

Learn from Your Mistakes. Sometimes the 
roughest times are the best opportunities to 
ask ourselves the hard questions. If you’ve 
gone an entire day, week, or month without hit-

ting a certain goal, ask yourself why. Why didn’t that 
candidate accept the offer? How could I have avoided 

that? What can I adjust in the future to ensure that it 
doesn’t happen again? Be willing to honestly evaluate 
your missteps and make changes. It is the fastest way 
to achieve your goals. 

Redefine Your Comfort Zone. People tend to 
hang out in their comfort zones – more than 
they think they do. If a recruiter is uncomfort-

able marketing and is not seeing much success, it is 
natural for that individual to then do even less market-
ing since they are not seeing the results they want. 
Recruiters who are uncomfortable qualifying, re-quali-
fying, and pre-closing candidates need to force them-
selves to go through these steps repeatedly until their 
comfort level improves. Every one of us has areas 
for improvement, and we need to push ourselves to 
reach new comfort levels so that we see measurable 
results in our performance. In all areas of our lives, 
when we get comfortable with that which once made 
us uncomfortable, we grow stronger. 

Gain Personal Leverage. What is leverage? 
Any constraint that makes walking away from 
something much more difficult. You may think 

it sounds foolish to put constraints on your actions, 
but in reality, it gives you considerable professional 
freedom. Establishing leverage may be the best way 
to overcome psychological barriers that prevent you 
from staying focused. There are several ways you can 
create leverage. Start by defining your motivation for 
achieving your goals. My friend Kent Burns from MRI 
wrote a fantastic book entitled What’s Your Why? His 
premise: if you can clearly define your reason(s) for 
achieving a goal, you are much more committed to 
it. Is it your career, your family, your kids? You need 
to know what drives you to make things happen.  

A few tips to create personal leverage: 

1) Make a written commitment, establishing exactly 
what you will do on a daily basis. Put into writing the 
specific number of calls you will make each day, or 
your daily phone time goal. When goals are put into 
writing, they statistically are achieved more often than 
goals that are solely made mentally. 

2) Tell a friend you goal or find a goal accountability 
partner. Now that you’ve written down your goals and 
established a compelling ‘why,’ enlist trusted friends to 
help keep you on track. This person must be support-
ive, positive, have an understanding of your industry/ 
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business, and be willing to be tough on you if you 
start to waver. 

3) Establish short-term commitments. These can 
be more powerful than long-term goals, as they are 
seen as more attainable. Short-term goals allow you 
to build your confidence and momentum early on. 
Examples of great short-term commitments in re-
cruiting are calls per day, marketing presentations 
per day, and job orders per week. It’s all about es-
tablishing new patterns of consistent behavior, which 
can be very powerful. 

4) Reward yourself for small victories and  
achievements. When you find yourself meeting daily 
or weekly commitments, treat yourself to something 
special. You need to start feeling good about your 
successes and conditioning your mind to winning. 
Repeated small successes add up to big successes. 
Stop for a moment to notice and celebrate your small 
achievements. Then get right back in the game and 
achieve more. 

5) By the same token, punish yourself when you 
do not reach your commitments. Yes, it’s the ‘pain 
and pleasure’ principle. Wiser men than I have put 
forth throughout history that human beings are much 
more motivated by pain than by pleasure because 
pain is more closely linked to basic survival. While 
getting a large check or placing a senior executive 
is motivating, a loaded gun placed to your forehead 

is much more so. Think of a few small ‘negative  
rewards’ you will place upon yourself if your target 
isn’t reached. For example, “If I don’t hit my send-
out goal this week, I’ll come in for four hours this  
Saturday.” Self-discipline can be a very effective 
method for keeping yourself on track.

Believe that Failure is Not an Option. 
When you don’t accept failure as a  
possibility, you can’t lose. It’s a powerful  

message to live by. Napoleon Bonaparte used this 
principle to his advantage. When attacking an  
enemy, he instructed his troops to burn their ships 
upon arrival. This left them with no option but to  
attack – and win – because there could be no retreat. 
Apply this to your own life and you’ll be amazed at 
the shifts that occur. When failure is simply not an 
option, people will do whatever it takes to succeed 
and survive.

The difference between a life well-lived and a life 
half-lived is as simple as your decisions. Whether 
or not you choose to pay the price of success can  
determine whether, at the end of the day, you can 
look back on what you’ve accomplished with pride 
and fulfillment.

Now is the time to make it happen. You know what 
to do. You know how to do it. You’re willing to do it. 
So get in there and just do it! I guarantee that a year 
from today, you’ll thank yourself.

10
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Section 4: Metrics
The Magic of Metrics
I hear it all the time. Recruiters ask, “What can I do to hit 
it big?” Managers ask, “How can I transform an average 
recruiter into a superstar?” Like rubbing a jeweled bottle 
with a genie inside, we hope that someone or something 
will magically provide the solution we’re looking for. But re-
cruiters are luckier than most. In our industry, there really 
IS a magic solution. It’s metrics. Hitting your metrics targets 
is the single most important success factor in executive re-
cruiting. It’s irrelevant whether you’re a new recruiter seek-
ing to make your very first placement, or a million-dollar 
producer striving to become a multi-million-dollar record 
breaker: metrics work career magic.

When I look at a recruiter’s numbers, whether it is an  
employee, a peer, or a member of my executive coaching 
program, I can tell if they are going to win big or fail miserably. 
There are tons of metrics and measurements out there, but 
focusing on the most important 20% of the metrics will yield 
80% of your results.

Quantity metrics and quality metrics are the primary  
indicators I use to utilize to help recruiters transform their 
businesses overnight. Quantity metrics refer to the raw 
numbers you must hit on a daily, weekly, and monthly basis. 
By keeping a close eye on quantity metrics, you will never 
experience an unpleasant surprise at the end of a month. 
You’ll always know if you are attaining the volume of activity 
necessary to reach your goals. Quality metrics are ratios 
that tell us how effective we are at what we do. Metrics are 
key: numbers don’t lie.

Quantity Metrics
Time is money; in our industry it is the absolute. Any  
successful recruiter MUST have quantity – hours on the 
phone – to earn. Four is the lucky number. If you consis-
tently reach four hours per day of phone connect time, you 
have achieved enough active time in the marketplace to be  
successful in this industry. If you don’t, chances are good 
that you won’t succeed. 

I know that there are recruiters reading this who are saying to 
themselves, “I bring in $500,000 annually and I only spend 
two hours on the phone each day. I don’t need to make any 
more calls.”

Admittedly, high earnings and low phone time mean that 
a high quality of work is being done. But if a recruiter has 
been relatively successful on two hours of phone time per 
day, imagine what can potentially be gained with a bump 
up to four hours of daily connect time. I would challenge a 
recruiter in this position to take an honest look at their time 
management. If they’re spending only two hours per day on 
the phone, what are they doing with the remaining six hours 
of the work day? Could some of that time be reorganized to 
spend additional time on the phone, resulting in even more 
productivity and income? In a strong market, a recruiter 
may be able to get away with limited phone time. We call 
it a ‘false positive’ – the ability to see significant results in 
less than four hours of phone time per day – because while 
it may work when the market is humming, it will almost  
certainly not work once the market takes a downturn. If you 
don’t have strong time management skills and discipline, 
regardless of your earnings, you are simply not realizing 
your true potential. Develop a four-hour-per-day habit now, 
so that regardless of the market’s situation, you’ll be a step 
ahead of the game.

Kathy Lonneman, longtime manager with MRI Network, 
recommended that you imagine you own a retail store 
with a prime location. Of course you want to keep your 
store open as many hours as possible to keep customers  
coming in and making purchases. Your recruiting business 
is no different. When you are on the phone, you’re open for 
business. When you’re not, your business is closed. Does 
your ‘store’ maintain enough open hours to be success-
ful? Are you open long enough to serve all your potential  
customers?

I’ve coached many recruiters. I’ve seen too may people try 
to hide behind sheer call volume, rather than actual phone 
time. It is the measurement of ‘market connect hours’ that 
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will truly make the difference in making placements. 
Hours worked, number of phone calls, time spent chat-
ting with buddies, repeatedly checking your voicemail 
– these are not meaningful connections with profes-
sionals who matter to your business. For true success, 
limit the ‘$5 activities,’ like data entry and paperwork, 
and focus on increasing revenue-generating phone 
time connecting with clients and candidates. 

Planning is critical to effective phone time. To hit the 
four-hour goal, most people need to make over 100 
calls throughout the course of the workday. It’s all about 
focus. Stay on the phone. Don’t sift through emails or 
get distracted by office chatter. It takes hard work and 
discipline, but those who plan effectively and commit to 
high volumes of activity will reap the rewards. 

Although there are other key quantity metrics, such 
as New Market and Candidate Presentations, Job  
Orders, Job Orders converted to Search Assign-
ments, Employer Presentations, Send Outs, and 
Placements, Market Connect Time is the single most 
crucial metric to recruiting success. If your office does 
not have call-accounting software, get it immediately. 
Measuring connect hours is critical; not knowing this 
information is akin to a professional baseball player 
not knowing his stats – it’s a no-win situation.

Quality Metrics
The time spent in the marketplace paying your 
dues and building relationships is vital. Quality  
of work grows from experience, repetition, and  
quantity. The key quality metrics are: Dollars Earned  
per Market Connect Hour, Job Order to Placement  
Ratio, Employer Presentation to Send Out Ratio,  
New Market Presentation to Employer Presentation 
Ratio, and most importantly, First-Time Send Out to 
Placement (FTSP) Ratio. 

Your FTSP Ratio revels the quality of your search  
assignment or job order and quality of your candidates. 
The lower this ratio, the higher your earnings. There 
is not a more important ratio in the recruiting game. 
High ratios can be a result of a poor understanding 
of your client’s needs (bad job order) or a result of  
unsuitable candidates. For beginning recruiters, it can 
be due to both. I have seen ratios as high as 50:1, i.e. 50  
first-time send outs resulting in just one placement. 
On the reverse side, I have seen ratios as low as 2:1. 

These high-performing recruiters have developed 
a thorough understanding of their clients’ corporate  
cultures and hiring needs. They only present the right 
talent, at the right time, to the right people – a level of 
quality built upon time spent in the marketplace.

To improve your ratios, define the search. Only work 
with ‘A’ level job orders and search assignments.  
If your search assignments or job orders are not ‘A’  
level, get them that way. Every single search  
assignment should have a high sense of urgency,  
clear position specifications, and realistic client  
expectations. When evaluating a potential send out, 
determine to what degree the candidate matches the 
client’s specifications – fully? 90%? 80%?

If you’ve done your homework and are still  
unsuccessful in lowering your FTSP ratio, call the client 
and re-qualify the search. Take a second look at your 
candidate’s skills and personality. If you have a client 
who demands to interview more than three candidates 
in the search process, you need to reset expectations. 
You may want to try something like this: “I’ve sent 
you the best three out of hundreds of candidates we  
qualified. You’ve seen the ‘A’ players, which of the ‘B’ 
and ‘C’ players do you want to see next?”

The value a recruiter brings to a client is only as strong 
as the talent he/she can bring on board. This is why 
understanding and applying metrics – which are an  
objective evaluation of professional time and skills – is 
so very important.

If your company measures the critical Quality  
Metrics and Quantity Metrics, success is yours for the  
taking. Recruiters who are part of the MRI Network can  
utilize PT Webb, a free service for network members. 
For those operating outside the Network, I strongly  
recommend a subscription to either The Revenue  
Performance Management Systems (RPM Income 
and Metrics Calculator or RPM Dashboard available 
at rpm-usa.com) or The Lock On Report (lockonreport.
com). These tools have helped countless recruiters go 
from average to good, and from good to great. They 
are time-tested and a valuable resource for any recruiter 
or recruiting manager. 

The recruiting profession is a science. Its truisms never 
fail: those who put in the phone time and have excellent  
ratios earn the money. Market-connect hours and 
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FTSP metrics can work real recruiting magic. Minding 
your metrics will help you master the science of recruit-
ing and meet your career goals. 

In the next two sections, we will discuss in detail the 
most important Quality Metrics and Quantity Metrics.

The Important  
Quantity Metrics
Managing a recruiting team is not unlike managing 
a professional baseball team. The tenured manager  
understands how to get rookies off to a good start by 
developing the proper habits needed for big league 
success. Once the rookie becomes seasoned, the  
focus then shifts to other skills that continue to be 
worked on based on certain achievements, or lack 
thereof. How can you tell when one player is doing 
well and another is struggling and needs some attention?  
Often, it’s apparent early on in the results. The  
outcome, however, may not provide a thorough  
explanation of why the results are what they are – 
and to truly understand, it’s necessary to evaluate  
metrics and statistics. The times at bat, the averages, 
the on-base percentage, etc.—the true answers lie in 
the numbers. In baseball, these are a player’s stats. In 
recruiting, we call these metrics.

Leaders who learn to manage by the numbers have 
a deeper understanding of their team’s strengths and 
weaknesses, as well as individuals’ skill deficiencies. 
They know exactly where they need to spend their 
time to improve skill sets and performance. They also 
have the ability to clearly see trend lines – both positive 
and negative – which allows them to predict the future. 
That’s right…predict the future!

Pre-Season Conditioning: Activity Metrics

When a rookie first comes to play in the recruiting  
arena, a good manager knows that the first focus must 
be on getting the player enough ‘at-bats.’ The more  
at-bats they have, the better their chances of success. 
The tenured recruiting manager knows that his/her very 
first job with a new recruiter is to get them at-bats by  
getting them on the phone. If the new recruiter does not 
have enough at-bats, they will surely fail. Contrary 
to popular belief, even with today’s modern tools like  

social media, resume grabbers, aggregators, job 
boards, spider engines, and more, recruiting is still a 
phone-based business. Developing an early habit of 
being on the phone is a critical objective in the first 90 
days of any recruiter’s career. This conditioning must 
take place first in order to develop the habits necessary 
for success in our industry. Managers must also institute 
minimum levels of expectation on the critical activity 
metrics that lead to recruiting success. So what are 
these critical metrics?

Number of Calls per Day and Market Connect Time

Effective managers know that if they focus their teams 
on the Pareto Principle, which states that 20% of the 
activities yield 80% of results, these two metrics are  
the most important. It’s a fact: the top recruiting  
professionals worldwide average between 3.5 and 
5.0 hours of phone time per day, with the true average  
being around 4.0 hours. Many players come and go 
in the recruiting game, but it’s undisputed that those 
who do stick around all have this in common: they  
consistently log 4.0+ hours of phone time per day. This 
amount of time allows them to continually improve their 
game and remain a constant presence in the market. 

Bring a new player into the game of recruiting, and logging 
four hours of market connect time per day seems an  
almost insurmountable task. It’s not easy – it all starts 
with the initial conditioning process. The first goal a 
manager should give a rookie is to plan effectively to 
make a MINIMUM of 80 calls per day. Two key elements 
here: effective planning, and the word ‘minimum.’ 

In the many years I’ve spent coaching and mentoring 
other recruiters, as well as speaking to large groups 
of recruiting industry professionals, I can’t tell you how 
many times I’ve heard, “There’s no way you can make 
80 calls a day. You have to source, do the research, 
find the numbers, make the calls, and have quality  
conversations. All in 8 hours per day? Impossible!”

I’m sure many of those reading this are thinking the 
same thing. The truth of the matter is that this is an 
issue for the vast majority of those in the recruiting  
industry, which is why nine out of ten new recruiters 
don’t make it past their first year in the industry. 

Yes, it would certainly be difficult to source, research, 
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make calls, and maintain quality all at the same time. 
That’s where effective planning comes in. A good  
manager understands the importance of this and  
ensures that his team spends the time needed to  
develop an effective plan for the following day – a 
plan that allows for a minimum of 80 calls. Typically, a  
successful manager focuses his/her team on  
planning for the next day’s recruiting around 4:00 p.m. 
This means that everyone gets off the phone and 
works to prepare a solid call list includes a plan for  
over 80 calls the following day. Most successful  
recruiters have 100-125 calls ready prior to arriving for 
work the next day. Verification and research is done in this  
end-of-day planning period as well. When a recruiter 
tries to research and plan while recruiting, their day 
ends up being completely unproductive.

When effective planning is utilized and call volume 
reaches 80 calls (minimum) per day consistently, the 
next thing a manger should focus on is market connect 
time, the second key metric. It is quite normal that a 
new recruiter will make a lot of calls, often have poor 
quality conversations, and yield little results. Just as 
athletic rookies develop and improve their stats as they 
have more experience, the same holds true for new 
recruiters. The better the planning, the more consistent 
the call volume, and the better quality the conversations 
will get. 

Quality Conversations are the key to increasing  
Market Connect Time as well as bottom line results. 
An inverse relationship exists between phone calls and 
Market Connect Time. Once the sheer number of phone 
calls is being achieved on a daily and weekly basis, the 
focus must then shift to increasing the quality of the  
conversations being had. This, in turn, increases the 
length of the average phone call, which then decreases 
the number of calls that need to be made to achieve 
Market Connect Time goals. 

After we plan appropriately and effectively for the  
number of dials the next day AND we start hitting our 
Market Connect Time goals, we can then focus on 
other important activity metrics that will lead to ever- 
increasing success.

Conversations

In the age of technology in which we live, it is  
somewhat ironic that it’s incredibly easy to access  

information, gather numbers, and make a lot of dials, 
but end up getting no one on the phone. Yes, we can 
develop the habit of making a minimum of 80 calls 
per day, but if we never speak to anyone, how can we  
expect to get anyone excited about the new  
opportunities we have to offer? This is why the next 
metric is so crucial. Actual conversations must be  
measured if we want to see positive changes in 
our results. In recruiting metrics, a ‘Conversation’  
simply means that we connect with someone—a hiring  
manager, potential candidate, or potential recruiter--live 
on the phone. In an average day, a manager wants to 
see 20-25 Conversations per recruiter.

Not only should Conversations be tracked, but they 
should be categorized as well. It is important to  
denote whether the Conversation is for marketing or 
for recruiting, and to establish expected minimum  
quantities for each. Often, it is more challenging to get 
in touch with a hiring manager or CEO than it is to reach 
a candidate. In my firm, we expect our recruiters who 
do both marketing and recruiting to achieve a minimum 
of 5 marketing presentations per day and a minimum 
of 20 candidate presentations per day. It is crucial to 
define that a presentation is a live conversation, with 
a recruiter on the phone presenting an opportunity to 
a candidate or presenting a candidate to a client for 
an open position. If a manager sees that the numbers 
are not being achieved, steps can then be taken to  
improve the quality of the presentations, the target people  
being called, or the recruiter’s skills at generating  
excitement and interest. Recruiting is a selling business – 
we can’t forget to add some ‘sizzle’ to our conversations to  
generate more interest.
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Quality Candidates

Assuming the recruiter makes enough calls during the 
work day and is able to achieve several live conversations 
in which presentations can be made, the goal is then 
to generate enough interest in the available opportunity 
among qualified candidates. From the 15-20 recruiting 
presentations that can and should be achieved each 
day, a minimum of 1-2 qualified candidates should be 
identified. Depending on the current market conditions 
and the experience level of the recruiter, this number 
could vary, but 1-2 should be a good starting point. A 
Quality Candidate (QC) is a candidate who matches 
the position requirements AND is interested in pursuing 
the new opportunity as presented. If QC goals are not 
being met, it is easy for the manager to evaluate the 
metrics to determine what is causing the shortfall. Is the 
presentation solid? Is it being articulated in a way that 
generates genuine interest? If the presentation is good, 
the next step would be to verify the number of calls 
per day to ensure that there is sufficient call volume to 
reach the desired number of Conversations.

Job Orders

Just as expectations are set for minimum numbers 
of recruiting presentations, managers should put in 
place targets for expected results from marketing  
presentations. Though making a marketing presentation 
can have several goals, the ultimate objective is to get 
a Job Order. If a recruiter is making a minimum of 5 
marketing presentations per day, the goal should be to 
achieve one Job Order per day from those presentations. 
Even if a Job Order is not top quality and likely should 
not be worked on, measuring the sheer number of Job 
Orders resulting from marketing presentations gives us 
a valuable tool for measuring the effectiveness of our 
presentation and communication skills.

Mapping “EPOEJO” Calls

Another valuable quantity metric that provides  
insight into our quality of work and effectiveness is the  
Mapping or ‘EPOEJO’ Call. I call it a mapping or  
presentation call made to the hiring manager, but 
you may have heard it referred to as the ‘Employer  
Presentation on Existing Job Order Call.’ 

In contrast to most calls, in which recruiters have 

brief conversations and then forward the resume of a  
potential candidate in hopes of getting an interview, 
a Mapping Call is one in which you call the hiring  
manager to review the job specifications again and 
then do a presentation on a candidate or a group of 
candidates. The premise behind this call’s importance is 
that resumes fail to convey all aspects of a candidate’s 
career, experience, knowledge, current circumstances, 
or personality. Mapping Calls share with the hiring  
manager the specifics of how the candidate(s) meet 
the job requirements. This goes a long way to ensure 
that your quality candidates get interviews.

The number of Mapping Calls is in direct proportion 
to the number of Quality Candidates presented. The 
target number for this quantity metric is 5 (minimum) 
Mapping Calls per week. It is important to reemphasize 
that these calls are specific and not just an email sent 
with a resume attached, in hopes that interviews will 
magically be offered. Mapping Calls directly correlate 
to Send-Outs: the more Mapping Calls made, the  
higher the number of Send-Outs.

Send-Outs

A Send-Out is the result of all the quantity metrics  
outlined thus far. The number of Send-Outs tells 
us many things. It tells us if the Job Order we are  
working on is good, it can give us insight into the  
quality of the candidates we’re submitting, and it 
can tell us how good our matching skills are. Send-
Outs lead to placements, and placements lead to  
money. Managers need to work individually with team  
members to set Send-Out goals and minimum activity 
level expectations depending on the individual’s income 
goals. A reasonable goal is five (minimum) Send-Outs 
per week. Why five? The average recruiter’s Send-
Out to Placement ratio is 10:1. With five Send-Outs 
per week, this should translate to an average of two  
placements per month. If the quality is great, it may 
lead to three placements. If the quality is poor, it could 
just be one. The quantity activity metrics are heavily  
dependent on and strongly correlated with the ratio 
metrics, which will be outlined in detail to follow.

Placements

Placements are the win, or the ‘W,’ in the recruiting 
business. Without Placements, recruiters and recruit-
ing firms cannot remain in business. In most cases, a  
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recruiter averaging two Placements per month can 
stay profitable. 

Recruiting is not an easy business – there is a lot 
to learn, and even more to do on a daily basis. The  
industry as a whole would benefit to place the  
utmost importance on the activity metrics that measure  
quantity of activity. Too many recruiters and  
managers use technology as an excuse, a means 
to take shortcuts, rather than using it as an insight tool 
to increase performance. 

The important habits must be formed early in a  
recruiter’s career – it remains a fact that the  
majority of recruiters do not succeed in our industry. 
They don’t have a solid plan in place, and they aren’t 
using metric tracking to up their games. It’s time to 
put a solid game plan in place. It starts with 80 calls 
per day, which quickly translates to four hours of  
Market Connect Time per day. Once these benchmarks 
are achieved, the focus then shifts to having enough 
Conversations, Quality Candidates, Job Orders, and 
Send-Outs to make enough Placements. 

Once the volume of business is there, and only when 
it is there, can we then take it to the next level and 
work on quality.

The Important Quality  
Metrics and Ratios
It has been argued throughout the years whether 
the business of recruiting is an art (in which there 
are no concrete ‘rules’ and all is open to interpretation) 
or a science (in which there are undisputed truths 
and processes which can replicated to achieve 
the same results). Many argue that recruiting is an 
art, since it is highly dependent on individual style,  
technique, and other variables. The better you are at it, 
the better your results tend to be. However, I am of the 
strong belief that recruiting is a 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 performed and the quality of how 
they perform it.

In most recruiting offices, the top producers tend to 

have more activity on the go and their ratios tend 
to be much lower than those of newer recruiters. 
Their high levels of activity and volume suggest 
that they’re on the phone longer and that they have  
successful conversations that lead to next steps. Is 
this strictly based upon their individual personalities 
and their ability to put a customized, creative spin 
on the way they communicate? Absolutely not. Their  
ratios are lower because the quality of the work they are  
performing is superior. Quality of work can be  
improved when you know what it is that needs to 
be worked on. By tracking the metrics over time 
and evaluating the important ratios that result, the 
idea that recruiting is a science can not only be  
confirmed, but it can be used to transform your office’s  
performance overnight.

In the last section, the important quantity metrics 
were outlined and acknowledged at the critical first 
step in establishing a reliable platform for effective  
management and performance optimization. 
The quantity metrics constitute the concepts and  
measurements that must be achieved initially in  
order to have sufficient volume of activity that will  
allow a recruiter to be successful in the industry.  
However, in today’s world, it’s important to work 
smarter – not harder. 

How do we begin to work smarter? We begin by  
looking at recruiting as a science – a systemized 
knowledge derived from observation, experimentation, 
and repetition. Once the quantity metrics goals are 
being achieved to ensure necessary volume, focusing 
on the quality metrics/ratios can allow us to monitor, 
evaluate, and improve specific skill sets to achieve 
the desired results.

In the science of recruiting, there are several key  
quality metrics that every individual recruiter and  
manager must pay close attention to in order to  
improve their performance. They are:

Per Desk Average

Per Desk Average is a measure of the efficiency of 
the office as a whole. The calculation for PDA is the 
total office revenue divided by the number of people 
in the office who are on the phones. Job title does not  
matter – they can be Account Executives, Account 
Managers, Project Recruiters, Project Coordina-
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tors – as long as they are on the phone generating  
revenue. A good PDA is any amount over $300,000 for 
the office, an average PDA is around $225,000, and a 
poor PDA is any amount below $125,000. To increase 
profitability for the office, a manager has to take a 
hard look at what must be done to increase the PDA 
to over $300,000. Most recruiting offices can double 
their profitability just by increasing PDA from $200,000 
to $300,000. There are several ways to increase PDA: 
hire better performers, eliminate some of the lower  
performers, and use metrics to evaluate weak areas 
and provide pinpointed training to those who need it. 

Dollars Per Market Connect Hour ($/MCH)

This metric establishes a rate that tells us how much 
each employee is worth per hour that they are on the 
phone. It’s a great tool to help recruiters understand 
the value of their time, and to help managers see the 
discrepancies between recruiters in terms of how much 
revenue their time is generating. It is calculated by  
taking the total revenue in a given time period divided 
by the hours that an individual was on the phone during 
that period. For example, if Joe Recruiter was on the 
phone for 80 hours in a given month (average of 20 
hours/week or 4 hours/day), and he brought in $40,000 
in revenue that month, then according to the calculation 
for $/MCH his time is worth $500 for each hour he is 
on the phone. The higher the quality of work he does, 
the higher the $/MCH ratio will be. Often, just an hour 
wasted can make a significant negative impact on a 
recruiter’s $/MCH value. A word of caution, however: 
this metric can be misleading at times. If someone is 
operating in a hot market or has a great account, they 
may be able to spend less time on the phone while still 
producing incredible results.

Managing by this metric requires a good  
understanding of each of employee’s ongoing volume 
of activity and a clearly defined $/MCH goal that is  
applicable to them. An increase in the volume of work 
will lead to an increase in revenue as recruiting skills 
improve with more repetition and practice. More can 
be achieved in less time. This metric is tracked on an  
individual basis so that each person has a clear  
concept of how much they are worth per hour of 
phone time. It can also give insight into the correlation  
between each individual’s performance and the overall 
profitability of an office. In our office, it is our goal to 
quickly get new recruiters to the $250+ level in $/MCH, 

which means, in terms of our specific office’s overall 
revenue levels, they are profitable. $/MCH can vary 
drastically between individual recruiters, but it can be 
improved through skill development.

First Time Send-Out to Placement Ratio (SO/P)

The First Time Send-Out to Placement Ratio (SO/P) 
is a metric that everyone in our industry wants to talk 
about. The SO/P ratio is the number of times you have 
a first time send-out in order to get a placement. It is 
calculated by dividing the total number of first time 
send-outs by the number of placements for a given 
time period. It is very typical for a new recruiter to have 
a 10/1 or higher SO/P ratio. A recruiter who is experienced 
and/or does retained work may have a 3/1 ratio.

The SO/P ratio applies to three key areas for insight 
into quality of work:

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?

This ratio is a good indication of how efficient a recruiter 
is. The lower their SO/P ratio, the better they are at 
their job. 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 
and realistic expectations to eliminate excess work.

The SO/P ratio is also significant from a management 
perspective as it provides a specific area with ample 
room for improvement that can lead to immediate positive 
impact on performance. By taking a thorough look at 
Job Orders and choosing to work only on those that are 
qualified and closest to money, there is a better chance 
of a resulting placement. By taking the time to do a 
thorough assessment of the client’s needs and truly 
understanding what it is they are looking for, a recruiter 
can become more proficient at matching candidates’ 
skills to the job requirements. By setting expectations 
with clients upfront, especially in terms of the number 
of candidates that will be submitted, a recruiter’s efforts 
can be acknowledged and appreciated, and the overall 
process expedited.

New Marketing Presentations to Job Orders (NMP/JO)

The New Marketing Presentations to Job Orders ratio 
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tells us the efficiency at which we market. The ratio 
is calculated by determining the number of marketing 
calls required to obtain a job order. The better we are 
at marketing presentations, the lower this ratio will be 
and thus, the less the number of calls that need to be 
made. This quality measurement is exceptional at just 
how good we truly are at marketing. 

In today’s world, however, there are many factors 
that can dramatically impact this ratio. The methods a  
recruiter uses for marketing and for getting in touch 
with key people can play a major role.  Today’s  
market is dominated by voicemails, emails, and texts, 
so if your communications via these methods are weak, 
you will have fewer call-backs and thus fewer opportunities 
to give presentations.

But as with most things, the more you do it, the better 
you become at it. To improve this ratio, start by ensur-
ing you’re getting the right people on the phone. Sec-
ond, use a strong insight statement for your particular 
market and a solid value proposition as to why work 
with you as opposed to any other recruiter. Developing 
superior skills at handling objections is another great 
way to make sure you are getting the most out of your 
calls. A good ratio for NMP/JO is 5/1. An average ratio 
would be 10/1, and anything over 15/1 should cause a 
red flag. This indicates that there is a skill deficiency, a 
bad marketing list, or a market that is no longer viable.

Managing by this metric means taking into consider-
ation the individual recruiter’s efforts in having actual 
conversations. They must be diligent in their utilization 
of all tools and methods of communication to get a live 
person to talk to. They must also be skilled at leaving  
interesting voicemails and compelling emails to  
increase the number of call-backs they receive – all  
areas that can be improved with additional coaching 
and training. Paying attention to this ratio can also help 
to identify marketplace changes before it’s too late.

Candidate Presentations/Quality Candidates (CAP/QC)

Like the NMP/JO ratio is to marketing, the CAP/QC  
ratio is to recruiting. The CAP/QC ratio tells you how  
effective you are at selling opportunities. A Quality 
Candidate (QC) is a candidate who has the preliminary 
skills needed to submit in for a Job Order. As a QC, they 
have a genuine interest in the opportunity, they match 
the skills sets as outlined, and they are willing and able 

to make a job change. This ratio is critical to track and 
to manage by, because it is incredibly insightful into 
an individual’s true recruiting skills. On the flip side,  
observing this ratio can make skill deficiencies painfully 
obvious.

Many who direct recruit and ask for referrals miss 
a great opportunity to get 2-3 additional potential  
candidates from the call, thus limiting their reach and 
potential. Again, it’s not about working harder – it’s 
about working smarter and being resourceful. It’s easy 
to forget that this is a selling profession – you must sell 
the ‘sizzle’ of the opportunity and paint a picture for the 
candidate about what their life could look like if they 
work for your client.

The good news is that improving the CAP/QC ratio can 
be accomplished fairly quickly and is often a matter of 
making a small change to include the following format 
in a recruiting presentation:

The 4 goals of a recruiting call:

1. Get referrals first
2. Keep them interested
3. Building lifelong relationships by asking questions
4. Gain a true understanding of their desired next step 
in their career and/or dream job

This is something I live by every day. Proper  
implementation of these goals can increase candidate 
flow quickly. Managing performance by this ratio  
includes taking a good look at planning to ensure 
all call lists are solid, all tools and technologies are  
being used to reach candidates, and referrals are being 
asked for upfront. Managers should also role play with 
recruiters to improve their selling skills. 

Job Order to Placement Ratio (JO/PL)

The JO/PL ratio indicates the number of Job Orders 
needed to make a Placement. Even in the retained 
world, a 1/1 ratio is elusive. Most contingency firms run 
a 7/1 – 5/1 job order to placement ratio. Many retained 
firms run 3/1 – 2/1 ratios. When evaluating this ratio, 
lower is not always necessarily better. In contingen-
cy search, we don’t always get the highest-quality job  
orders, therefore if we spend time on poor-quality job 
orders, we simply waste our time. Since time is mon-
ey in the career of a recruiter, it is crucial to focus our 
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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 upfront money can 
cloud our judgement, leading to wasted time and undue 
frustrations.

Improving the JO/PL ratio is directly a result of using 
a valid, effective method of evaluating all job orders 
(such as the Job Order Matrix form) prior to devoting 
valuable time and resources to them. This ratio can 
also be impacted by the marketplace in which the  
recruiter is working, and that impact must be given 
weight depending on the characteristics and hiring 
trends in that industry.

Dollars per Placement ($/PL)

One of the most important metrics is the Dollars per 
Placement ratio. The $/PL ratio shares with us the  
average fees 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 being worked on
2. The fee pressure in the current marketplace
3. The negotiating skills of the recruiter who is  
    taking the Job Order

If increased revenue is desired, the easiest way to  
accomplish this aim is to increase your $/PL ratio. This 
can be done in two ways. One is to negotiate better 
fees upfront; the second is to work on higher-level  
positions. An example: a recruiter in my office has an 
average fee of $14,000. He desperately wants to make 
over $200,000. By analyzing his desk, the majority of 
the work he has done has been placements of sales 
representatives in his market. By putting an additional 
focus on VP of Sales and Regional Sales Manager 
positions, he was able to increase his average fee to 
$20,000+. Even doing the same number of placements 
but increasing his $/PL by 43%, his income increased 
approximately 50% per our compensation plan. Not a 
bad result for asking a few additional questions and 
talking to people one level up from his prior call pattern.

A recruiting manger can make a significant impact on 
his/her office’s bottom line quite quickly by training his 
team on more effective negotiation skills, ensuring the 

recruiters are having the fee negotiation conversation 
upfront, and encouraging them to focus on higher-level 
positions.

Mapping Calls (EPOEJO) to Send-Out Ratio (MAP/
SO)

Most recruiters have little to no idea what a mapping 
call or EPOEJO call really is. This also means, of 
course, that most don’t ever do it. A mapping call is the 
actual verbal presentation of a candidate, either face-
to-face or on the phone, to a hiring manager before 
you send over the resume. EPOEJO is another name 
for the mapping call – it’s an acronym that stands for  
‘Employer Presentation on Existing Job Order.’ It 
ranks in the top 10 of importance in terms of activity in  
recruiting. By presenting the candidate instead of  
simply sending an email with the resume attached, it 
allows the recruiter the opportunity to outline why the  
candidate is a great fit for the position. Can a hiring 
manager learn everything they need to know about a 
candidate by looking at a resume? Absolutely not. A 
mapping call provides you the opportunity to re-qualify 
the job order as well as present the highlights of your 
candidates before they get shot down by the hiring 
manager simply because they’re missing one key word 
on their resume. Here’s what a mapping (EPOEJO) call 
sounds like:

“Hi Mr./Mrs. Hiring Manager, two things: first, I wanted 
to thank you again for the opportunity to work on your 
VP of Sales search. The key things you were looking 
for are X, Y, Z…(go over the job order in depth). Has 
anything changed since we last talked?”

IF something has changed, smile and take notes. You 
may need to go back and re-qualify your candidates 
to ensure that they have any new requirements that 
your client has just set forth. Don’t be upset – this  
happens frequently and the better you know your client’s 
true specifications, the more successful you can be in  
placing the right candidate. If nothing has changed, 
present your candidates as originally planned. And 
don’t forget to add ‘sizzle’ – this is a selling profession.

“We spent the last 10 days calling into your primary 
competitors, and we have a few superstars that you 
might want to talk with right away. Let me give you a 
few highlights about these candidates….”
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With this ratio, the lower the number is, the better. If you 
can reach a ratio between 1/1 and 2/1, you are on top 
of your game. If your MAP/SO ratio is lower than that, 
you may want to take a look at your matching skills and 
your understanding of client specifications.

Time to Deliver (TTD) and Time to Fill (TTF)

The TTD and TTF are becoming increasingly more  
critical to recruiters. In the past, a recruiting firm may 
have taken 2-3 weeks to deliver candidates. Now, if it 
takes longer than a week to deliver quality candidates 
on a contingency search, chances are good that the  
position may no longer be available. The lifespan 
of a job order in a contingency search 
is similar to that of a loaf of bread. How 
long will it take before the bread begins 
to get moldy? A week, or perhaps a bit  
shorter or longer depending on specific 
conditions? In today’s market, the TTD 
for candidates on high-quality job orders 
must be a week or less—preferably just 
a few days.

To improve TTD, a recruiter must focus on 
the flawless execution of the right process-
es for planning, research, and recruiting. 
One of the biggest problems recruiters 
have is that they try to plan, research, and 
recruit all at the same time. This yields in-
sufficient results. Planning and research 
must be done during non-selling time – 
before 9 am, during lunch, and after 4 pm. 
This allows the recruiter to focus solely on 
selling activities and maximize their time 
usage. The goal for TTD should be to deliver 3-5 ‘A’ 
candidates within 3-5 business days. 

The Time to Fill (TTF) metric indicates the time elapsed 
from when a job order is first taken until there is a  
candidate placed into the position (the position is filled). 
There are two deciding factors involved in the TTF  
metric—the Time to Deliver (TTD) and the client’s  
overall hiring process. An efficient TTF should be 
3-5 weeks maximum. Anytime the process takes  
longer than 4-5 weeks, we tend to lose candidates. Life  
happens fast, circumstances change, and interest  
levels wane. 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 recruiting – that’s why they rely on us.

As recruiters, it is our professional responsibility to act 
as trusted advisors to our clients, sharing with them 
what’s currently happening in their marketplace and  
educating them on what their hiring process should look 
like in order to achieve the desired outcome. A great 
way to put this in perspective for your client quickly is to 
establish a reverse timeframe for the search process 
by asking them by what date they’d ideally like to have 
someone on board. Then work backward from the  
target hire date, discussing the two-week resignation, 
the offer letter, the interview process, and the time 
for actual recruiting of quality candidates – this will 

help to set a realistic timeframe. If this process goes  
longer than four 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 styles and personalities, difficult to man-
age. Rather, it’s a science that can be systemized and 
replicated to produce the desired end result. An office 
or individual recruiter ignoring the immense potential 
for positive growth that accompanies the measure-
ment of both quantity and quality metrics is akin to 
a plane taking off without a flight plan. The pilot may 
know where he wants to go, but has no idea what al-
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titude, speed, direction, or amount of fuel is required to get there. The result? A crash landing. Having a metrics 
system in place is like having a very accurate GPS system that gives precise step-by-step directions and tells 
you specifically how to correct your course should you take a wrong turn. It’s a way to improve performance 
almost immediately, providing you with an unparalleled road map to success. By understanding the ratios, a 
recruiting manager can easily and quickly make adjustments and recommendations that can have immediate 
positive impact on their team.

However, understanding the important metrics and how they are directly tied to performance for recruiters 
and firms. The next challenge is to determine how to track the cumulative data required to calculate these  
metrics, as well as how to make data easily accessible in a simple format so that managers can use it to  
direct their teams’ work. Although there are quite a few programs currently on the market that provide the ability 
to do this, most are cumbersome and costly. At my firm, we have been very fortunate to have developed a  
system internally that is effective and simple to use. We call it RPM (Revenue Performance Management). This  
system provides a very easy way to track individual and team numbers on a weekly basis simply by inputting 
less than 10 key data points per week. Simplicity is key; however, RPM’s true value is providing individuals and 
managers a dashboard that allows them to quickly see how they are performing toward their goals and also what 
needs to be adjusted to improve performance in each area. RPM is now available not just to my office, but to any 
recruiter or firm that wishes to use it.
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Section 5:  
Advanced Skill Sets
How to Create a Winnning 
Value Proposition  
(that Leads to Higher Fees 
and More Retained Work)
This topic is discussed in-depth earlier in this publication 
(see page 7). At this point in your reading, it is worth 
revisiting this subject to ensure that it is at the forefront 
of your mindset before continuing.

Secrets of Million-Dollar Billers

In the recruiting industry, success is ours for the taking. 
So why do just a handful of recruiters become super-
stars, while others struggle to keep their careers alive? 
What does it really take to become a million-dollar biller?

Obviously, it’s not going to happen for everyone. Only 
.05% of all recruiters actually bill over a million dollars 
per year. Most are unwilling and/or unable to climb to 
that level. But with focus, passion, and drive, it IS possi-
ble to get there.

Recently, I spoke with four of the industry’s most-re-
spected producers about their professional philosophies 
and strategies. They are all at the top of their game: 
each consistently bills over $1 million per year, with the 
average being around $1.5 million over the course of the 
seven years prior to my conversations with them. The 
secrets of this elite group read like a detailed job de-
scription – there are commonalities that can’t be denied.

Characteristics of Million-Dollar Producers

They’re competitors. Million-dollar producers are 
fiercely competitive in all areas of their lives. They con-
stantly monitor their standings as compared to other 
recruiters and/or other offices. They compete with one 
another, but what’s more important is that they all also 

compete against themselves – pushing themselves to 
beat their previous numbers and achieve more. They 
watch their metrics and are never content to let a bad 
month stay that way. They aren’t just top performers just 
in their professional recruiting careers, either. Paul Mil-
lard is a former professional hockey player. I train year-
round to maintain my high ranking as a professional 
pole vaulter. Those who are drawn to the intense nature 
of high-level executive recruiter are also born competi-
tors who want to win at everything they do.

They maintain high activity levels. The honest truth 
is that if your boss is constantly having to remind you to 
get on the phone, you’re probably not on your way to re-
cord-breaking recruiting success. Million-dollar produc-
ers are passionate about this industry and are excited 
about getting to work. They know that phone time is their 
opportunity to spin hay into gold, to make contacts, to 
build relationships that ultimately form the foundation of 
their success. They prioritize and plan, filling their days 
with high-value activity. They have the best phone time 
stats and highest number of send-outs without even 
having to think much about it – they’re in the office to 
produce, and they naturally generate high activity levels. 

They’re ambitious. Million-dollar producers have a 
huge appetite for success. While an average produc-
er may be content with $300,000 per year, a top bill-
er would call that a good month or an average quarter. 
They launched their careers with the intention to be-
come the very best in the business, and they’re willing 
to spend time learning all there is to know about recruit-
ing. They’ve met, and often exceeded, their professional 
aspirations. They have raw ambition and it drives them 
to relentlessly pursue elevated levels of success.

They have a supreme level of focus. Million-dollar 
producers concentrate on the activities that bring in rev-
enue on a daily basis. Each day, when they walk into the 
office, it is with laser-like focus. They always focus on 
the deals that are closest to money. They look closely 
at their daily, weekly, quarterly, and annual goals, and 
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they focus on the best ways to achieve them. They 
constantly reassess, and make adjustments if needed, 
based on those evaluations.

They’re willing to make sacrifices. Top billers are 
willing to do what it takes to succeed. Every manag-
er in the recruiting business has employed moderate-
ly successful account executives with the potential to 
be superstars. But they walked out of the door every 
night at 5pm, whether or not they had hit their num-
bers. Leaders in this industry are not ruled by clocks 
and time zones. They are typically the first in the office 
and the last to leave. They are only satisfied when the 
search assignment is filled. The truth is that for every 
choice you make in life, you also make a sacrifice. I 
have a friend who invites me to play golf every Friday 
– but I’ve never taken him up on it. I give up that op-
portunity because I need to be in the office, making it 
happen. Sure, I could leave anytime I want – I own the 
place. But high achievers don’t regret the choice to ex-
cel, whatever the cost in time and effort. 

They’re persistent. They make it happen, no matter 
what. If a million-dollar producer is approaching the 
end of the month and the numbers aren’t there, they 
don’t give up. They figure out a way to get it done, 
identifying and rectifying the issues, and move forward. 
One particular month, I was $80,000 short of my goal 
with only five days remaining in the month to meet it. 
I looked at all the deals that were closest to money, 
created an elevated sense of urgency with my clients 
and candidates, and focused on closing them. Failure 
not being an option for me, I came up with a solution, 
implemented it, and met my goal. High achievers never 
put their tails between their legs and retreat.

Fear. Yes, that’s right. Fear. Every great recruiter has it. 
In the pits of their stomachs, there’s a fear of failure, or 
a fear of not achieving their truest potentials. It keeps 
them running – if you don’t have a bit of fear, and if you 
don’t honor it, you will quickly lose your edge. It’s what 
keeps exceptional recruiters working when all others 
have walked out the door. It’s what drives them to con-
quer adversity, and to bounce back from a slow week 
or month with renewed determination. If you don’t have 
fear, you’re complacent…and complacency is the ene-
my of success.  

They have passion. They believe strongly and pas-
sionately about what they do. Million-dollar billers love 
this business. You can see it, feel it, and hear it in ev-
erything they do. Recruiting truly energizes them. They 
don’t do it simply to make ends meet, but because they 
believe it is the best career in the world. They know that 
they create incredible value for both their clients and 
their candidates, and they aren’t afraid to talk about it. 
Top recruiters have earned the right to be listened to. 
They sell opportunity: the chance to make professional 
dreams come true.

They have above-average selling skills. People get 
phone calls every day from recruiters. You only get one 
chance to set yourself apart from the crowd, and when 
the time comes, you better do so. You mustn’t sell just 
a market, a position, or an opportunity – you must also 
sell yourself. Million-dollar billers are great listeners 
and great persuaders. They build high-level relation-
ships in which real value is added. My personal value 
proposition (the reasons someone would work with me 
as opposed to anyone else) is so strong that I would be 
shocked if a client or candidate did not choose to work 
with me and/or my firm.

goal producer
passion

activity
competitivesacrifice

selling skills

persuasionambition

success
persistence
edge

focus added value
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“Your time is money. You must spend your time in the office on 
high-value activities: for example, $500 an hour phone time versus $5 
per hour data entry. When faced with obstacles, get over them – find a 
way to make it happen. Elevate your definition of success – identify the 
best recruiters in your market and try to emulate or even surpass them. 
If you’re never willing to settle for mediocre results, you’ll do anything 
it takes to win. Develop a strong value proposition in your market – 
make sure there is a solid reason to choose to do business with you.” 

“The biggest challenge is getting it done the first time…once you 
know you can do it, you get hungry for more. Focus on a couple major  
accounts and make yourself invaluable. Become your clients’ staffing 
department…a business consultant who provides comprehensive 
solutions. Seek balance: never lose sight of the other things in life.” 

“Become a self-improvement junkie so you are continually getting 
better at what you do. Push your professional comfort zones—if you 
bill $150,000 one month, go for $155,000 the next. Develop a strong 
base of clients—it is too risky to rely on one or two major accounts. 
Be a great pre-closer, and don’t waste your time on bad clients or bad 
candidates. Your focus should be on where the money is; retained 
searches are your bread and butter. There isn’t just one way to do 
things…find the best way to get the job done, and then do it better. 
Be your own worst critic…at the end of every week, ask yourself what 
you could have done to have made it more profitable. Command 
above-average fees. Specialize in an industry that you know inside 
and out. (Scofield was president and CEO of a major retailer prior to 
becoming a recruiter – he has in-depth industry knowledge that sets 
him apart from other recruiters.) Know your market; be conversant 
about monthly and quarterly results of the entire industry. Objectively 
listen…don’t insert unsolicited biases and opinions into the process. 
Establish that you have earned the right to influence others…share 
your background, experience, and value proposition. Know when to 
fire your candidates or clients. (Scofield had a bad experience with 
a major home retailer…the $2 million deal he thought he had turned 
out to be only $172,000, resulting in three bad months.)” 

“The secret to success is to get in front of the solution rather than 
standing behind it…create the opportunity versus act as a supplier. 
Become an essential part of your clients’ decision-making team,  
designing and implementing the very structure of their business. 
Add value on a daily basis by working on staffing concepts, goals, 
and objectives with your clients. If you deliver ‘A’ talent whose value  
exceeds your fee, in the long term you will have more business than 
you know what to do with.”

Individual Pathways to Million-Dollar Success
A Million-Dollar  
Connection
The top producers I spoke 
with are my professional  
mentors, friends, and asso-
ciates. We gauge our own  
success by comparing our 
national and international 
rankings with one another 
each year. But we also share 
a professional connection. 
We each came of age in the 
recruiting business as part 
of the MRI Network. We see 
each other at national events, 
call each other when we 
have questions or potential  
revenue-sharing opportunities, 
and act as a mentoring group. 
For recruiters who wish to 
break into the million-dollar 
billing range, a partnership 
with a global organization 
like MRI Network can be very 
powerful. 

The secrets of million-dollar 
producers: simple, straightfor-
ward advice from a few of the 
most successful and talented 
people in the industry. Take it 
and carve out your own path 
to success in the greatest  
profession there is: recruiting. 
It’s a business in which the 
right players – equipped with 
the right strategies – can 
make it big.

Jon Bartos,  
CEO of Global 

Performance Search, 
$7.8 million cash-in

Eric Jacobson,  
CEO of ITT Services, 
$7+ million cash-in

Larry Scofield,  
CEO of The Bayside 

Group, $9 million 
cash-in

Patrick Sylvester,  
CEO of Banister 

International, 
$26 million cash-in
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Is It Parachute Time?  
When to Rescue Yourself  
from a No-Win Search
“It has been my observation that most people get 
ahead in the time that others waste.” – Henry Ford

In recruiting, time should be a closely guarded ally, 
one that is treated respectfully and with care. After all,  
wasting time is more than just a productivity issue – it 
strikes at the core of what we do. It can literally put a 
career into free-fall.

We have all found ourselves engaged in uphill  
battles, attached to a bad job order. We can’t – or won’t –  
admit defeat, end the search, and move on to another 
assignment. This is not simply about our paychecks, 
because to undervalue this most precious commodity – 
time – can cost so much more than money. It can mean 
an end to a promising recruiter’s career.

Recently, my office concluded a search that took nine 
months. In hindsight, we should have declined the  
moment we heard the numerous, exacting search  
requirements, because things got progressively worse 
from there. The interview process was arduous and  
frustrating. The pay was sub-par. And gradually, as 
our best efforts yielded not viable candidates, we  
realized we were engaged in a losing battle. Per our  
client’s specifications, there were less than a handful of  
qualified candidates in the whole of the northeastern 
United States. Since this was a retained search, we were 
committed to doing whatever it took to make it happen. 

By the conclusion of the search, we finally did place 
an individual, but the casualties were heavy. Two of 
my recruiters were so frustrated with the search that 
they resigned. They had earned no money, despite 
having burned 1,000 hours (that’s eight 125-hour work 
weeks) on this one search. And for what? A $25,000 
fee. I vowed that this was never going to happen  
on my watch again. As a manager, I had let my  
people down. I didn’t parachute in to save them. The 
opportunity costs make me cringe just thinking about 
it. Taking bad search assignments and working too 
long on bad searches costs our industry hundreds of  
millions of dollars annually. But as an account executive, 
manager, or owner, how do you determine the ‘parachute 
time,’ or when to stop working on a bad search?

I first heard the term ‘parachute time’ from Lil Rushing 
Roy, a longtime MRI Network Vice President who 
has helped some of the largest recruiting firms in the  
business reach their potentials. Throughout modern  
history, paratroopers have parachuted in to assist 
ground forces who are struggling in battle. They are truly 
lifesavers. In recruiting, it’s up to those in positions of 
authority to parachute in to rescue our fellow recruiters. 
As Rushing Roy put it, parachute time is the time it takes 
a manager to realize that a recruiter is working on a bad 
search, and the time it then takes for the manager to 
parachute in to rescue the recruiter from the search. 
Parachute time should ideally be within 2-3 weeks, but 
realistically, it is way to often a matter of months. 

Signs it may be parachute time:

• Candidates you submit are already in process
• Candidate acquisition process is taking an  
   abnormally long time
• An internal candidate surfaces and is suddenly  
  in process.
• You discover that other recruiters are engaged  
  in an identical search.
• You aren’t working directly with the hiring  
   manager, but rather with HR.
• The interview process is too lengthy.
• Requirements are very specific, tough,  
   or almost impossible to fill. 
• Hiring managers are inflexible. 
• The client is slow to return calls.
• The position specifications repeatedly change. 
• There’s a change in the hiring manager or the  
   hiring process.
• A merger or acquisition is taking place.

These are some of the indicators that it could be time 
to make a very tough call. Any one of them might mean 
you need to quickly stop working on a search and begin 
working on a higher-priority position. Remember: value 
your time over everything else!

As difficult as it may be to cut ties with a client, the 
costs of clinging to one may be much higher. My own 
nine-month IT search cost me two promising recruiters. 
I have since implemented safeguards to substantially 
minimize the chances that this type of no-win search 
occurs again. 
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Have the client sign off on the search process and 
search requirements. A good first step is to get the 
job specifications in writing. An even better step is to 
put down on paper exactly what the client is looking 
for, including background, skill sets, track record of 
success, and work history. Have the client sign this de-
tailed search profile to verify that both parties under-
stand and agree on what you will look for. This helps 
to prevent the scope/specification creep that cripples 
so many searches. If something changes after a cli-
ent has signed off on a detailed search profile, it really 
is a new search and should be treated that way. That 
means asking for more money upfront because the 
specs have changed, and thus much of your work has 
to be redone. 

Test the job order. I like to evaluate the validity of a job 
order or search assignment right away. Once a client 
has given you the job order or search assignment, try 
something like this, “You know, I think I may have the 
perfect candidate for you right now. I worked with an 
individual about a month ago that fits this profile almost 
perfectly. I don’t know if he/she is available, but I could 
call and find out quickly. If so, do you have time to inter-
view this candidate on Thursday or Friday?”

I know of no better way to eliminate wasted time and 
effort than this simple statement. It immediately de-
termines whether or not the client is truly motivated to 
hire. It establishes the real interest level and priority 
placed on the search. Ideally, what you want to hear af-
ter this statement/question is anything that sounds like 
he/she is thrilled that you already know someone and 
wants to expedite the process of getting them in for an 

interview. Such as, “Absolutely! Give them a call and 
let’s set a time this week!” What you don’t want to hear 
is any type of delays, excuses, or hoops they want you 
to jump through first.

Set interview dates upfront. Getting interview dates 
on the calendar when you take the job order tells you 
that the hiring manager is invested in moving this pro-
cess along. He/she is putting some real skin in the 
game, and that increases your chances of a successful 
search.

Agree on expectations at the onset of the search. 
Don’t allow confusion or miscommunication to steal 
your precious time. 

Be real. Ask yourself this all-important question. Based 
on everything I know, can I successfully complete this 
search within the next two weeks? This is the average 
amount of time the typical recruiter should spend on a 
given search. If you can’t envision yourself, for whatev-
er reason, getting the job done in a reasonable time-
frame, you may want to consider refusing the search. 
If you are in the midst of a lengthy search, reassess 
the situation. Are client constraints causing the delay? 
If so, perhaps a call to the client to clarify is necessary.

Create a timeline of recruiting (working backwards) 
and use it as a commitment. It’s always a good idea 
to talk to the client about the timeline for recruiting. 
Here is what that could sound like: “So you would like 
the candidate on board by May 15? Let’s see if that fol-
lows our recruiting timeline. Working backwards from 
May 15, the candidate will have to give two weeks’ no-
tice, so that puts us back to May 2. We’ll need to allow 
a couple days for the offer, which brings us to the end of 
April. The interview process we agreed upon will take 
two weeks, will brings us back to April 12. We will need 
about two weeks to do a comprehensive search, which 
brings us to April 1. In order for us to have a candidate 
start by May 15, we would’ve had to have started on 
the search a few weeks ago. But…we may be able to 
knock off a couple weeks if we work together on this. 
Can we agree to move forward in trying to speed up the 
process on both ends?”

Set a timeframe in the future for search assignment 
evaluation. Every office should set up a time in the 
future to do an evaluation on a new search assignment 
with a new company. This could be an arbitrary time in 
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the future, say three weeks from now. After that initial 
search period, a formal evaluation gives you the chance 
to objectively look at the search to determine if it makes 
sense for you to continue. This evaluation should be 
done with the individual(s) working on the assignment 
as well as someone who is NOT in the heat of the battle 
of the search. Often, it takes an outsider to make you 
realize you are wasting time on a bad search. During 
that evaluation, the topics should include expectations 
being met, changes in search, time to close, customer 
communication, sense of urgency, and realistic fore-
casted close date. The bottom line question is, “Based 
on what I know today, does it make sense to continue?”

Discuss any issues with the client and agree on chang-
es. If you begin to have issues, conflict, or changing pa-
rameters with a client, call them on it. Immediately pick 
up the phone an address it. New clients are notorious for 
not telling you any less-than-positive information about a 
search – just to get you to continue working on it. They 
may “forget” to let you know that other recruiters are 
working on the same search. They may have left out the 
fact that the offered compensation is 25% below market 
value. Or you may not learn until it’s too late that the po-
sition has been vacant for a year and a half. 

If there are issues with compensation, hiring timeline, 
unrealistic requirements, and so on, talk to the client 
about how to rectify them. The result is a win-win re-
cruiting situation. When you proactively help a client 
create a successful hiring process, you increase client 
loyalty and build your own business. If a client disre-
gards your advice or refuses to budge on an issue, you 
may want to start fumbling around for your parachute. 

Recruiting can be like a heated battlefield, on which in-
tegrity is prized, valor is rewarded, and time is an ally 
to be guarded. In our industry, the best way to win is 
to value your time and spend it only on search assign-
ments that will yield real placements and put dollars 
into your wallet. 

Work the Recruiting System: 
Achieve More in Less Time
Have you ever heard the term ‘sweat equity’? I have 
a friend who talked about it constantly while he was 
building his business. If a co-worker was in the office 
(or in this case, the car dealership) until 9 p.m. every 

night, my friend made a point to stay until 11 p.m. ev-
ery night. I have to admit, he made a decent living. In 
fact, he went on to run several of his own dealerships 
and demand the same time commitment from his em-
ployees. But when I consider his life – his divorce, the 
kids’ activities he missed, the friendships he ignored 
because he didn’t have time for them – I wonder if he 
still believes it was all worth it.

I once interviewed Sam Carpenter, author of Work the 
System (www.workthesystem.com). Work the System 
details how Sam found himself working 100+ hours 
per week at his service-based business. But the hours 
weren’t translating into dollars. He was on the verge of 
bankruptcy; he couldn’t make payroll. He was sleeping 
on a cot at his office. His business owned him, not the 
other way around.

Fast forward two years. Sam’s business was profitable 
and he was down from 100 hours per week to – get 
this – two hours per week! Sam turned his life and his 
business around by solving one problem at a time. He 
put into place systems that worked, and that could run 
smoothly without his micromanagement. And he wrote 
a book about it. It’s a compelling story, and it made 
me think. Wouldn’t it be nice to spend more time with 
your kids, your spouse, and your friends without feeling 
guilty? Is it possible to do more of the things we enjoy 
instead of feeling obligated to spend more and more 
time at the office because we never seem to accom-
plish enough?

The good news is that in executive recruiting, we can. 
You can accomplish what you need to in your profes-
sional life and still have time left over for a very reward-
ing personal life. I’m not going to tell you that you’ll be 
down to working two hours per week, like Sam. But by 
doing things much the same way Sam did, by solving a 
few problems by enacting effective systems, recruiters 
can attain more success in less time.

Identify your time wasters. Time wasters are productivi-
ty killers. If you’re struggling with a task, it can take over 
your work day and steal precious time. Maybe you’re 
having trouble with your recruiting software. That could 
mean you’re spending more time than needed on the 
process. Or maybe you’re avoiding this part of your job 
completely. Both can lead to failure.

Successful recruiters must be courageous enough to 
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name their weaknesses. Whether it’s learning the ins 
and outs of the technology tools, marketing, qualifying, 
closing – identify the problem area. Then determine if 
you can improve your performance through increased 
focus and/or training. If so, do what it takes to get  
better. If you can’t figure out a way to substantially  
improve your skills, it may be time to consider  
outsourcing the task. Is there someone in your office 
who is strong in your weakest area? Can you pay, 
barter, or partner with a colleague to handle the time 
waster so that you can focus on what you know you 
do well…and thereby increase your own productivity?

Identify high-value activities and spend more time on 
them. What are the high-value activities you perform 
every day? In recruiting, these usually include client 
and/or candidate communications. Period. All other  
activities are generally low-value.

During selling time – which is typically 8:30 a.m. – 5:00 
p.m. with a noon lunch break – successful recruiters 
are completely focused on high-value activities. They 
are not emailing friends, checking voicemail every five 
minutes, talking about sports with their cubicle partner, 
or going to the break room 15 times a day. The avoid 
the non-productivity trap, identify necessary low-value 
activities, do them prior to 8:30 a.m., after 5:00 p.m., 
or during your lunch break. Don’t let the low-value  
activities eat away at your recruiting day. 

Speaking of schedules…the reason successful  
people love schedules (and stick to them) is because 
they WORK. An efficient schedule is how the world  

operates successfully. In recruiting, it’s no different. An 
unplanned and unscheduled day is an unproductive 
day. An efficient, scheduled day yields gold. 

My office is run by the following basic schedule:
It is important to note the uninterrupted call periods…
they’re your ticket to efficiency. They are essential to 
getting more done in less time. Safeguard them by  
putting your phone on “do not disturb” or having the 
office manager hold your calls during that period. 

Don’t be afraid to experiment with your schedule,  
customizing it for maximum results. Whether you use 
your office’s plan or create your own, when you stick to 
a daily schedule, you’ll be amazed at the increase in 
productivity.

8:00 a.m.  - Arrive, check e-mail, and plan for the day

8:15 a.m. -  Morning meeting – entire office

8:45 a.m. - Team meeting – individual markets

9:00 a.m. - Hot calls – closes, interview debriefs,  
candidate presentations, search assignments, etc.

9:30 a.m. - Uninterrupted “A” Player marketing calls

11:30 a.m. - Return voicemails, read, send emails, get fee 
agreements sent to office support

Noon - Lunch

1:00 p.m. - Hot calls that have developed from  
the morning

1:30 p.m. - Uninterrupted recruiting calls on Job #1

3:00 p.m. - Uninterrupted recruiting calls on Job #2

4:00 p.m. - Return phone calls, check email, afternoon 
debriefs, and preps

4:30 p.m - Plan for the next day
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Hold yourself accountable for every minute. There are 
only so many hours in the day, and unless you want to 
live at the office, it’s crucial to account for every minute. 
That means you need to make some tough decisions. 
To accomplish more in less time, prioritize. Identify that 
which is worth your time each day, and that which is 
not. Throughout the day, evaluate whether or not you’re 
staying true to your high-value activities, and to your 
schedule. Hold yourself accountable by asking, “Is this 
the very best use of my time right now?” You might 
be surprised at how much time you’re really spending 
on low-value activities and how easy it is to turn that 
time-wasting around. 

Realize what your time is worth. Time is money,  
especially in recruiting. When you are waste even an 
hour of time out of your selling day, you are literally  
cheating yourself out of cash. Would you drive down the 
road throwing $20 bills out of your car window? Based  
on an income of $50,000 a year, the recruiter who  
sacrifices an hour a day on low-value activities might 
as well climb into his or her car and begin throwing. At 
$50,000 per year, your time is worth $24 per hour; at 
$100,000 per year, $48 per hour; at $150,000 per year, 
$72 per hour. The next time you find yourself tempted to 
call a buddy during selling time, picture yourself throwing 
away your hard-earned cash. It can keep you focused.

Make technology work for you, not against you. The 
last twenty years have seen a technology explosion 
which has made our job so much easier. Today’s  
recruiting professional has the potential to gather more 
information faster than ever before. Job aggregators, 
job boards, news alerts, mobile phone technology, 
texting, social media – they’re all readily and instanta-
neously available. Remember, every bit of knowledge 
about developments, people, and trends in your market 
sets you apart from your competition and makes you 
more valuable to your clients and candidates. 

Make technological tools work for you. Here’s how:

Get access to the latest industry news. If you don’t  
already have one, create a Google or Yahoo email  
address with pertinent news alerts based on target  
accounts, keywords, and industries.

Uncover potential leads at job aggregators, which 
are spider engines that go to all of the job boards and  
deliver compiled alerts. If you haven’t used job  

aggregators to your advantage, subscribe to them 
and select your alerts. To research jobs from company  
websites, try Hound.com.

Let candidates come to you automatically by 
setting up candidate alerts on the job boards. 
The candidate alert portion of Monster.com, 
for instance, is called SmartFind and can be 

found on their website. Alerts can be delivered to your 
email inbox as often as once per day.

Use social media sites to your advantage. 
Sites like LinkedIn.com and Facebook.com 
are social networking sites that can help you 
find the hidden talent in a specific market.  

Social network aggregators, such as Wink.com, search 
many social media sites at once. 

By taking full advantage of these technological tools, 
you allow technology to work for you, saving valuable 
time and resources. Once a day – during non-selling 
time, of course – check and monitor the results of these 
systems and adjust if needed.

Being a successful recruiter is all about making the 
most of every minute. Yet many in our industry won’t 
take the time to enact the most basic yet essential 
methods for saving time and increasing productivity. 
Those of us who make the conscious choice to adhere 
to a strict schedule, focus on high-value activities, and 
to use every tool available to us will find that much like 
Sam Carpenter, they are able to more results in much 
less time.

Strategies for Success in a 
Candidate-Driven Market
As recruiters, we pride ourselves on our ability  
to clearly understand our clients’ talent needs. We 
partner with them to find, attract, and hire the hidden  
“A Players” in their industry. But today, recruiters  
everywhere are facing a new challenge. What happens 
when the playing field shifts in favor of the talent?

Executive recruiters and our clients are feeling the 
pinch of a low-supply, high-demand candidate-driven 
market. We’ve all experienced market shifts before, but 
this one seems here to stay. It’s a candidate’s world 
out there. 

1

2

3

4



Maximizing
Recruiting
Performance

JonathanBartos.com

55   |  MAXIMIZING RECRUITING PERFORMANCE  |  by JON BARTOS  
Copyright © 2018 by Jon Bartos

As the Baby Boomer generation enters retirement, 
we’ll see an ever-decreasing influence from a huge pop-
ulation of our society’s most prominent “movers and 
shakers,” those who have traditionally set the rules,  
determined the playing field, hired the talent, and defined 
success. As professional recruiters, it’s essential to 
have a game plan in place TODAY to face tomorrow’s  
marketplace. If you thought recruiting was tough in previous  
candidate-driven markets, I have bad news: you ain’t 
seen nothing yet! In the very near future, there will simply 
not be enough talent available to satisfy market demand. 
“A Players” will become even more of a commodity than 
they are currently – and because they’ll be in such high 
demand with relatively few of them to go around, they’ll 
be able to choose their teams, set their own processes, 
and write their own contracts. Now more than ever, it’s 
critical for recruiters to develop a plan to succeed in this 
type of market. 

The marketplace, especially in today’s fast-changing 
world, is always shifting. But here are a few basic  
principles that will help you adapt to a candidate-driven 
market:

Don’t just fill jobs; bring top talent to the table.  As 
the time-to-fill metric continues to lengthen due to  
demographic shifts, placing candidates will become 
tougher and tougher. The most successful recruiters 
will have anticipated this and will have a plan to deal 
with it proactively. They will spend more time bringing 
the most placeable candidate (MPC) to their client.  
In this tightening market, recruiters will also find  
themselves with more job orders than they can handle. 
However, the placements will come more frequently 
from the MPC marketing call. Your mission is still to find 
that exceptional “A” Player – but now you must spend 
the necessary time to successfully market them to  
targeted employers. It is hard work, but will also pay 
high dividends.

Find ALL available opportunities for top talent. Once 
you’ve found top talent, be prepared to “wow” them. 
Don’t be content to simply take an “A” Player to the 
market, but instead be as thorough as possible, finding 
all available opportunities for him or her. In a sense, 
you’re demonstrating your value to your candidates in 
order to gain exclusivity. You can bring an extremely 
high value proposition as a recruiter when you can 
say to your industry’s top talent, “I’m going to go out 
there on your behalf and market you to all the prospec-
tive companies that make sense. I’ll bring you all the  

available opportunities that may be a good fit, and 
then you and I together can determine what is best for 
you and your career.”

Stop relying only on job boards: employ alternative 
networking tools. Like last year’s favorite birthday 
gift, the job boards have lost their novelty. You’re simply 
not going to find the true “A” Players on job boards  
anymore. The top 10% of the talent pool is already 
gainfully employed and knocking it out of the park for 
their employers – they’re typically not actively looking 
for a career change. Job boards today are populated by 
“B” and “C” Players who are actively looking to make 
a change. Every recruiter across the country has  
access to these job boards and thus to these  
candidates. You’re not going to find anything special 
there. Be open to change. Remember, the last words of a  
recruiter about to go out of business are, “But that’s the 
way we’ve always done it.”

The truth is, the real “A” Players are invisible to job 
boards. They don’t have their resumes posted and 
they aren’t monitoring job postings. You have to find 
new ways to reach them. The best recruiters are  
direct recruiting, and therefore are using alternative 
recruiting tools. I prefer LinkedIn, ZoomInfo, Xing,  
Jigsaw, and college and university alumni associations. 
This type of alternative tool will replace the job boards 
in their effectiveness very quickly in this shifting market.  
Conveniently for you as a recruiter, some of them are 
free, with additional feature upgrades for a nominal fee.

Invest time in coaching your pool of “A” Players. 
Once you have identified the top “A” Players in your 
industry, you need to become a trusted career coach 
and partner to your candidates. Like a great coach who  
communicates with and mentors his/her players  
every day, you need to be in contact with your most  
valuable talent on at least a monthly basis. Keep  
yourself in front of them so that they’re sure to remember 
your value. Keep them abreast of – and ahead of – 
market trends. Don’t let them forget for a moment who 
you are and what value you can bring to their career. 
Always inform your talent inventory about great oppor-
tunities and make it a point to provide information that 
will help them in their current and potential future jobs. 
In the end, the game will be won by the recruiter with 
the best, most informed talent pool. Develop yours, 
communicate effectively and often, illustrate your  
value, and you will have clients knocking down your 
door to get to your talent. 
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Only work with clients who want a close partner. 
We’ve all heard it: “I need you to search for this position, 
but we have our internal HR or recruiting staff working 
on it as well.” While we may have been willing to work 
under those conditions in a client-centric market, these 
are the clients we need to lose in a candidate-driven 
one. Winning recruiters should make it a firm rule to 
work only with clients who are 100% committed to you 
and to your efforts on their behalf. Recruiting should 
never be a race against a client’s internal HR personnel 
OR against any other recruiter they have engaged. 
That will almost always be a losing proposition. A  
team-based approach, in which a client and a sole  
recruiter work together, will deliver the best results 
for all parties involved: an efficient search and hiring  
process and a successful placement.

Work with clients on multiple openings. Recruiters 
in a candidate-driven market must be somewhat 
choosy. If a client will only give you one job order to 
work on while handing others to their internal staff or  
to competing recruiters, you may want to consider  
discontinuing the relationship. The clients we really 
want are those who trust us with multiple openings of 
the same type of search, allowing us to benefit from 
the synergy that arises from working on many similar 
opportunities.

Set expectations upfront. Part of being a great  
recruiter is being a great communicator. Set clear  
expectations upfront with clients and candidates.  
Explain your strategy clearly; it will be critical to your 
success. Discuss with hiring managers how you work, 
your role in the search, your responsibilities (and 
theirs), and the hiring timeframe. Make sure to define 
the types of situations and clients you will work with 
and those you will not.

When dealing with candidates, it’s even more  
important to define ground rules immediately. Explain  
your approach, agree on communication methods 
and expectations, and make sure the candidate  
understands your role as well as their own role in the 
search. Stress open and honest feedback. Always 
keep your eye on the prize: the exclusivity to work with 
them on multiple opportunities. 

It’s a new playing field. We’ve all faced challenges 
throughout our professional lives. The demographic 
shifts in the professional talent pool, as Millennials and 
GenZ members enter the workforce, have complete-

ly redefined our work. This new highly-competitive  
climate can defeat us or reenergize us to achieve new 
success. Whether you’re a Baby Boomer who has 
seen our industry evolve from traditional head-hunt-
ers to professional talent consultants, or a 22-year-
old recruiter for whom the profession is bursting with  
potential, now is the time to develop an effective game 
plan for a brand new playing field. Recruiters who are 
agile and prepared will continue to build winning teams 
– one player at a time – and to achieve prosperity in a 
rewarding career.

Minimize Turndowns and  
Falloffs: 10 Steps to  
Recruiting Success
They are the prime enemies of every recruiter: turn-
downs and falloffs. And they’re on the rise everywhere. 
I hear about them so frequently that I think it’s time to 
take a closer look at these dreaded deal breakers.

We’ve all been there. Your star candidate accepts a 
counteroffer, or that sure deal turns out to be anything 
but when your candidate suddenly accepts another  
position. We’re often left scratching our heads,  
wondering how this could possibly happen. ‘Turndown’ 
and ‘falloff’ are the two dirty words that any recruiter or 
recruiting manager would prefer to live without. 

But in recruiting, they’re a reality. So why are they  
occurring so often in today’s market? It’s basic sup-
ply and demand. At the time of the writing of this  
eBook, the unemployment rate in the United States is  
hovering around 4.0% (0% for those highly sought- 
after “A” Players) and the economy is picking up steam. 
The demand for top talent is increasing substantially 
– and they know it. Top-tier talent can afford to be se-
lective. Employers are more committed than ever to  
protecting and retaining their very best employees. Hiring  
managers know how difficult and expensive it can be to 
find and train replacements for their top performers, so 
they’re willing to do whatever it takes to retain them. It’s 
a tough market for recruiters, and it’s getting increasingly 
harder to shake loose the firmly embedded “A” talent 
from their comfortable current positions. 

It’s not all out of our control, however: we make it  
harder on ourselves, too. Most turndowns and falloffs 
occur due to our own professional carelessness. Let’s 
face it: recruiters aren’t perfect. Regardless of how 
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professional or experienced we are, we occasionally 
miss critical steps in the process. Things fall through 
the cracks. And when we take shortcuts in the place-
ment process, simple missteps like failing to cover 
the counteroffer early and often, or not following up 
after a placement is made, dramatically increases the  
likelihood of a turndown or falloff.

My firm once placed a financial advisor at a major  
national brokerage firm. We all thought it was the deal 
of a lifetime for the candidate. He was recruited from 
a small midwestern bank and the signing bonus alone 
matched his previous year’s salary of $175,000. When 
the offer was made, the entire office celebrated. Based 
on his income, it was the largest signing bonus we had 
ever negotiated on behalf of a candidate. A perfect deal: 
the candidate would make a ton of money in his new 
position, we would receive a handsome fee, and the 
brokerage firm was thrilled with the candidate. But the 
party was short-lived. When the candidate submitted his 
resignation, his employer made a counteroffer which 
included a matching signing bonus plus added stock 
options. The candidate, who was offered ‘the deal of 
a lifetime,’ is still working at a small bank in Cleveland, 
Ohio.

Unfortunate situations like these will continue to  
happen. It’s a candidate’s market and it’s going to stay 
that way for the foreseeable future. Don’t throw in the 
towel, though – there are steps we can take to minimize, 
if not completely prevent, turndowns and falloffs.

10 Steps You MUST Take to Make High-Demand 
Talent Work for You

Truly get to know your candidate. Don’t be in 
such a rush to fill the position that you skip the 
crucial step of getting to know your candidate. In-

stead of completing a rough candidate data sheet and 
quickly submitting him/her for a position, slow down. 
Take time to understand what your candidate likes and 
dislikes about their current employer and current job. 
Ask what they would change about their situation. Go 
beyond their professional life: learn about their person-
al life, as well: their family life, hobbies, recreational 
activities, what they’d love to do more of. Try to find 
out everything you possibly can about their profession-
al and personal priorities, because all of these things 
carry weight when it comes to their willingness to make 
a career change. It’s never just about the candidate – 
it’s about every person and every thing in their lives 

that can impact their career choices. Today’s candi-
dates value work-life balance and you as the recruiter 
must understand how a career shift could impact that 
balance. Dig in. Find out the real motivation behind 
their consideration of a career change – it’s usually not 
just about money. Finally, gain a deep understanding 
of your candidate’s dream job. What is their ideal job? 
What’s their idea of the perfect next career move? Only 
then can you be more than a recruiter – you can truly 
be a partner, a talent scout, a trusted advisor, looking 
out for the best interest of your candidates. You’ll know 
what makes them tick, when they’re ready for a job 
change, and what they’re looking for next in their ca-
reers. When you develop this type of professional rela-
tionship with your candidates, you drastically increase 
the odds of a successful placement AND decrease the 
odds of turndowns and falloffs.

Encourage candidates to ask current em-
ployers for changes. It may sound like you’re 
helping the opposing team, but it works. Once 

you understand the candidate’s motivation(s) for seek-
ing a job change, encourage them to ask their current 
employer to accommodate their needs. The vast ma-
jority of the time, candidates simply won’t do this. But 
it’s a fantastic way to flush out other areas of profes-
sional dissatisfaction to help the candidate really com-
mit to the idea of a job change. “Since you’re unhappy 
with all the overtime hours and the excessive travel is 
taking its toll on your personal life, why don’t you just 
ask your boss for a more flexible schedule so you can 
coach your daughter’s tee-ball team like you’d like to?” 
The very best time to get the candidate in this mindset 
is during your very first conversations. Once a candi-
date actually attempts to resign or makes the employ-
er aware that he/she is considering other options, the 
employer will typically make an effort to rectify the sit-
uation that is causing the employee to look elsewhere. 
Never move forward with a candidate unless they have 
a good reason for considering a new position or unless 
they go to their employer to ask for changes in their 
current situation. Let them know that you don’t want to 
waste your time searching for the ideal position unless 
they’re truly ready to make a change. Make them prove 
it to you.

Get a verbal agreement about a potential 
job change. Eliminate gray areas by attaining 
a verbal commitment to a career move. Get 
confirmation that once you’ve found the right 

position, the position that fills the void that their cur-
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rent position does not, one that is desirable along their 
ideal career path – they will act. Candidates need to 
say it. By verbalizing this commitment to change, it be-
comes a tangible reality. Avoid working with candidates 
who are unwilling to say it, or who are too unrealistic. 
“If you find me the perfect position that fits everything 
I’m looking for, then I’ll consider a change.” Perfect will 
never come. The key to getting a verbal commitment is 
to take a few of the candidate’s major motivating points 
and make them confident you can fulfill them. Once 
you’ve gotten the verbal commitment, it’s then time to 
discuss the process and set expectations.

Establish roles and set expectations. One of 
the most important steps in the recruiting process 
is to establish roles and set clear expectations. 
Like any relationship, the recruiter/candidate re-

lationship needs ground rules to thrive. Clearly define 
how you will work together. Most recruiters don’t. And 
then they wonder why feedback isn’t given and phone 
calls aren’t returned. A great way to begin the relation-
ship is to explain your role in the recruiting process: a 
professional job description. It is a powerful tool for a 
recruiter. 

“My role is to become your talent agent. I will present 
you to new teams that have opportunities that are a po-
tential fit for your background and what you’re looking 
for. I will find companies that meet your requirements 
for the next step in your career. I’ll present you in a pos-
itive manner, work to get interviews set up, and handle 
all the steps in between. I will also prepare you before 
interviews. I’ll discuss with you the company structure 
and culture, the hiring manager, and the job descrip-
tion, including what is expected of a successful candi-
date. I will also debrief you after interviews, openly and 
honestly addressing any concerns the company may 
have. Before the final interview, I will help to negotiate 
a strong compensation and benefits package so that it 
will be a win-win situation for you and for the employ-
er. I’ll walk you through the process of resignation with 
your current employer, and we’ll talk about and prepare 
for the possibility of a counteroffer. After you join the 
new team, I’ll follow up with you after your first day, af-
ter two weeks, and after thirty days. If at any time you 
have an issue, no matter how big or small, we will work 
together to resolve it. I want to be your partner in suc-
cess – your talent agent for the rest of your career.” 

“You have a significant part in this process as well. You 
need to be as flexible as possible with your schedule 
in order to accommodate interviews and time to talk 
with me. You have my total commitment to openness 
and honesty at every stage of the process, and I need 
the same commitment from you. If you have any ques-
tions or concerns, it is imperative that you bring it to 
my attention immediately. If at any time during the pro-
cess, your interest level wanes, let me know. If you are 
considering another opportunity, let me know. In order 
for us to reach a successful conclusion, we need to be 
able to work together closely and trust one another.”

It’s also crucial to set expectations on communication 
methods, as well as expected timeframe for return of 
calls, texts, and emails. 

Get their skin in the game. The more skin in 
the game, the better your chance of winning. 
It all starts by getting the candidate’s commit-

ment upfront to a new opportunity. From being flexible 
in scheduling time to talk with you, to sending a resume 
on time, to updating a resume to reflect the most up-
dated experience or skills, it all amounts to skin in the 
game. I like to have candidates send me an email ex-
plaining why they are an ideal fit (personally and pro-
fessionally) for the position in question. I also try to en-
sure that the candidate is actively doing something for 
me or for the hiring manger throughout the process, 
whatever that task may be – for example, providing a 
well-researched list of the potential new employer’s top 
competitors, or create a 90-day plan for their primary 
priorities if they were to get the job. These type of tasks 
keep the candidate engaged and invested in the pro-
cess and encourages their continued commitment.

Requalify at every contact. Every single time 
you talk to a candidate, ensure you have an 
up-to-date handle on their commitment level. 
Ask, “Has anything changed in your work or 

personal life since we last spoke?” Be a great listener. 
If something has changed, make sure you really un-
derstand the impact it may have on the process or job 
search. Requalify: “On a scale of 1 to 10, with 10 being 
you’re ready to accept the new job today, where are 
you in the decision-making process today?” Follow up 
with, “What do we need to do to get you to a 10?” Life 
happens fast…things can change in an instant. Make 
sure you’re in your candidate’s head – daily.

4

5
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Get permission to accept the offer on their 
behalf. Know where the candidates need to 
be financially. Many candidates hate this, but 
if you are truly working closely together, there 

should be no issues in discussing this upfront. Ascer-
tain what the offer must be in order to make sense 
to the candidate. Do not accept, “I want to evaluate 
the opportunity first before determining that.” That’s 
a losing proposition. What many candidates want is 
to take a job based upon its requirements. This is in-
valid in the eyes of hiring managers. They consider 
a position’s pay range and what a candidate current-
ly earns to come up with a compensation figure that 

typically doesn’t reach much beyond the mid-point. 
Inject a dose of a reality here. Candidates need to 
understand that at most, they’ll likely be looking at a 
10-15% salary increase. If a candidate has an issue 
with this reality, it’s time to remove him or her from 
the process. Once you’ve agreed upon a number that 
the candidate can live with should an offer be made, 
get a further commitment of your ability to make that 
acceptance on their behalf. Ask, “If things go well in 
the interview and you like what you see, and the hir-
ing manger likes was he/she sees, can I accept the 
offer at $X on your behalf after that final interview?” 
Many candidates don’t like this question, but a good 
recruiter maintains control of the process at all times. 
If the candidate raises any objections – I need to see 
the benefit structure, vacation policy, etc. – you can 
say, “Let’s just assume all the data is in line and meets 
your expectations in the final interview – can I then 
accept on your behalf?” If the candidate gives you any 

answer other than “Yes,” there is more going on than 
they are telling you. There may be another issue they 
haven’t been upfront about, or a hidden agenda. It’s 
time for you to start digging for the real answers.

Cover the counteroffer – both financially 
and emotionally. Because companies won’t 
let their best talent walk out the door without 
a fight, it’s hugely important for recruiters to 

give candidates a thorough explanation of the coun-
teroffer and a strategy to effectively deal with it. Cover 
this early in the process, and often throughout. Make 
absolute certain that your candidates understand it. 
There are two types of counteroffers that arise when 
a great employee resigns. The emotional counteroffer 
appeals to the employee’s sense of honor, loyalty, and 
guilt. It may sound like, “We built this company togeth-
er!” or “You’re a critical part of our team – I don’t know 
what we’d do without you!” or “You’re like a daughter 
to me!” Prepare your candidate for an emotional roller 
coaster and help them ride it out. Financial counterof-
fers are becoming more and more aggressive thanks 
to the costs associated with losing a valuable employ-
ee. Make sure your candidate knows it’s coming. This 
is the time to explain the reality of working for a firm 
once they’ve become aware that an employee has 
considered another position. From the company’s per-
spective, the employee’s loyalty is gone and they’re 
typically the first to go if cuts need to be made. From a 
candidate’s perspective, point out that things haven’t 
changed—it’s still the same job, company, and people 
that they’ve been dissatisfied with. Rejecting counter-
offers, both emotional and financial, is in the long-term 
best interest of the candidate, no matter the specifics. 

Role-play through the counteroffer. Handle 
the counteroffer by equipping your candidates 
with confidence. Role playing is a perfect way 
to prepare them for this eventuality. It gives the 

candidate the chance to verbalize and address in ad-
vance their responses to an emotional and/or financial 
counteroffer. You, as the recruiter and trusted advisor, 
are integral to the process. Encourage the candidate to 
focus on the transition plan, explaining that it’s not about 
the company, but rather about the candidate’s career 
path, future, and family. Make certain they understand 
the importance of retaining a friendly relationship with 
their current employers. Entertaining a counteroffer and 
then rejecting it completely destroys that relationship. 
Burning bridges is no way to walk out the door.

8
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Don’t forget about a placed candidate. Starting a new job is tough. Many companies really struggle 
with the onboarding process and have deficiencies in ensuring that a new employee gets off to a great 
start. It’s a relatively uncomfortable first 30 days for most new hires. What’s more, this initial time period is 
when they’re most vulnerable to a call from their previous employer. Recruiters should touch base often 

with a placed candidate for the first 90 days in a new position. I typically contact candidates after their first day, after 
two weeks, on the 1-month anniversary of their first day, and after 90 days. If, in your conversations, you detect a 
problem, address it immediately with the hiring manager and the candidate. Ask the hiring manager to help resolve 
the issue and to help with bonding and onboarding. Your goal is to make sure that the client and candidate have 
the very best chance of successfully working together. 

Turndowns and falloffs are a career hazard for all recruiters. They can be damaging to your reputation, your  
confidence, and your professional relationships with the clients you have worked so hard to attain. That’s why the 
best recruiters are proactive, rather than reactive. They work with their clients to develop a win-win hiring process, 
educate them on the marketplace, and get them actively involved in helping to sell candidates on opportunities in 
order to head off any dealbreakers. Minimization of turndowns and falloffs is all about attention to detail. Don’t take 
shortcuts that cause you to miss critical information. Take the time to implement these 10 steps into your process 
now to maximize your recruiting success in any type of market that lies ahead.

10
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Section 6: Establishing 
Life-long Relationships
From Recruiter to  
Trusted Business Advisor
Here today, gone tomorrow. Recruiters are often viewed as 
being a dime a dozen…one is as good (or bad) as the next. 
But a select few, the very best of our industry, can tran-
scend the traditional role of recruiter to become a valued 
and trusted business advisor in the eyes of their clients. 
This elevated status is a hard-earned honor that brings 
multiple benefits to recruiters and recruiting firms.

When you become a true partner to your client, you are no 
longer viewed as an outsider, but rather as an integral part 
of the company’s hiring culture. You have evolved from 
having a tactical relationship to a strategic professional 
partnership. You face little, if any, significant competition 
from other recruiters and you will be granted access to 
everyone, including top officers in the organization. Your 
emphasis will shift from making a placement to managing 
multiple projects. And ultimately, you will encounter very 
little fee resistance. 

So how can you make the all-important transition from outside 
recruiter to the status of a trusted business advisor?

It’s not about the fee.
View the relationship as one-sided. It’s all about them. 
It’s not about you and your fee. Your client must know 
that your total focus is on helping them succeed. Always 
demonstrate to them that you have their best interest at 
heart. That means establishing open, honest, and frequent 
communication. Work with them to define their needs and 
do whatever it takes to meet them. Engage them, talk 
to them, and ask many questions. Discuss what type of  
talent is currently in the marketplace. Give them suggestions 
on how to improve their compensation structure. Point out 
ways that they can streamline their hiring process. Don’t be 
afraid to voice your opinion; it can change the dynamics of 
the relationship. They will begin to see you as a leader, an 
expert who offers value through knowledge and experience. 

Establish a strategic partnership versus a tactical  
relationship. Trusted business advisors forge strate-
gic partnerships with instead of tactical relationships. If 

the first time you hear about a hiring need in your client’s  
organization is via a phone call – “I have openings I need 
you to fill” – you may have a tactical relationship. In a  
strategic partnership, communication is well-established. 
Both parties are familiar with each other’s long-term goals 
and objectives. The client views you as critical to their  
company’s success, and they know that their success 
is critical to yours. In such a partnership, you each  
understand where you are headed, and how and when you 
plan to get there. 

Take the first steps toward establishing this type of  
partnership: sit down with your clients. Learn their  
short-term and long-term business objectives. Be ready to 
show clients how you can add value to their processes. 
Discuss how you can help them avoid the obstacles that 
other organizations often run into. Show them how your 
valuable expertise will help them reach their goals. 

Work with the decision-makers.
Becoming a trusted business advisor has a lot to do with 
the people in your client’s organization who will take your 
phone calls. Who are you talking to? If it’s HR and a few 
hiring managers, you are likely embedded in a tactical  
relationship in the eyes of your client. That isn’t acceptable. 
You want to be positioned as someone who is absolutely 
critical to your client’s success – and to do that, you need 
to be talking to the right level of people: those who actually 
make decisions and formulate strategy.

Be an information provider.
To gain access to the decision makers in an organization, 
you must offer superior value. Know your stuff. Ask  
questions, research the organization, know the compet-
itors, and keep abreast of the industry news and trends. 
Show them you have an in-depth understanding of their  
industry and their market. Be a true information provider,  
conversant in facts and trends, and able to provide unique 
insight into important industry happenings. This doesn’t 
happen overnight. It takes real industry knowledge and  
experience to impress the decision makers. Research, 
read, listen, talk…all with the goal of providing value to 
your clients.
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The only way to add real value is to thoroughly  
understand your clients’ goals and objectives. It is  
important to remember that even within the same  
organization, various people may have differing  
professional and organizational goals. The VP of 
sales and marketing will have goals that are distinctly  
different than those of a CIO, CFO, or CEO. As a trusted  
advisor working with several decision makers, you must  
develop an understanding of each individual’s priorities 
– only then will you establish yourself as having an  
integral role within the client’s organization. Your  
value lies within your ability to serve the needs of the  
organization at all levels. 

The client must perceive that what you have to  
offer is critical to the organization’s success, AND that 
it is something only you can provide. This perception 
might arise from bits of industry/market information you 
share, processes you help them to establish or refine, 
and your experience/track record. Think of ways to  
illustrate the value you and your firm can bring to 
the table to earn your clients’ trust and respect. But  
remember – it’s all about helping them achieve their 
goals, not yours. 

Diagnose before you prescribe.
The trusted business advisor/client relationship must 
be taken seriously. In some ways, it’s similar to a  
doctor/patient relationship. If you walk into your  
doctor’s office and he/she gives you a prescription  
without ever asking a question, hearing your symptoms,  
or examining you, what would you think? Most likely, “I 
need a new doctor.” Unfortunately, recruiters are notorious 
for this. They hear of an opening, gather a few basic 
job specifications, fail to go in-depth about the needs, 
and begin the search. A trusted business advisor  
proceeds to the tertiary level of questioning, going three  
questions deep to get to the true root of the need.

A client once contacted me saying he needed to  
hiring a new purchasing manager. His company was 
losing $25 million annually due to poor purchasing. I 
could have acted as a tactical recruiter, taking the job  
specifications and hitting the ground running right 
away. Instead, I asked him to spend some time explaining 
to me the exact reasons he felt the need for a new  
purchasing manager. After listening to his description 
of the need, I asked very in-depth questions – tertiary- 
level questions. After this active, listening phase,  
I voiced my honest opinion and it changed our  

relationship forever. I suggested that, based on what 
he had just told me, the problem was larger than a  
purchasing issue – it was an entire supply chain  
issue. I recommended that he change the position  
title from Purchasing Manager to Supply Chain Director.  
Within one month, we had put on board a Supply Chain  
Director who had solved similar issues at a Fortune 
100 company. In his first year with my client, he saved 
the company over $50 million; in his second year the 
savings surpassed $75 million. For $25,000 more  
in compensation for a more suitable, talented  
professional, the company saved millions. And I gained 
valuable trusted business advisor status with a major 
corporation. 

Get ahead of the solution.
Positions are sent to tactical recruiters – and they fill 
them. There is nothing wrong with that; it’s a way to 
make money. A trusted business advisor, howev-
er, gets in front of the solution, anticipating a client’s 
need before they even articulate it. This is a natural  
by-product of establishing a close, trusted working  
relationship with clients, being involved in strategic 
planning, and helping to determine the best course to 
attain organizational goals. Work with clients to define 
areas that may require additional talent due to non- 
performance. Be in tune with the company and its 
people. Stay on top of demand. Know when quarterly 
meetings are scheduled to go over a client’s forecast-
ed critical needs. This will help you avoid unpleasant  
surprises where talent needs are concerned.

Several questions you can ask to get ahead of the  
solution are:

1. Can we meet to review your quarterly hiring  
objectives and review our recruiting efforts over the 
last quarter?
2. What staffing objectives are you trying to reach 
within the next 12 months?
3. Looking specifically at the next 6 months, what 
staffing changes do you foresee?
4. How will it affect your annual objectives if you do 
not have the right talent on board?
5. What are the biggest challenges you see in the next 
12 months in terms of talent?

Perform. 
Obviously, none of the above can happen if your firm 
doesn’t perform. Performance, in recruiting, means 
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delivering top talent in a timely manner—repeatedly. 
Without notable results, there is never a chance for 
you to become anything more than another name on 
a vendor list. Many recruiters get in the bad habit of 
sending a few “B” and “C” players over to their client 
– because they haven’t fulfilled what they promised. 
I strongly discourage this practice. The level of talent 
you present to a client is always a direct reflection 
on you. If you’ve worked hard to become a trusted  
business advisor, don’t undermine that relationship 
with sub-par talent. The first time you send a client 
marginal talent—without forewarning your client—your  
reputation is diminished. The second time it happens, 
the client begins to wonder about your competence. 
The third time – if there even is a third time – you will 
be demoted in your client’s eyes to the status of “just 
another average recruiter.” Permanently! When you 
consistently bring great talent to a client within the 
agreed-upon timeframe, you can establish yourself as 
a trusted business advisor and crucial part of the team. 

You can impress your clients with your timely industry 
knowledge, with statistics on your record-breaking 
year, with a recent successful deal you made…but at 
the end of the day, the only thing that matters to them 
is the talent you’re able to bring to the table. Perform 
– actually do what you’ve promised to do. By honoring 
your word, you create a relationship built on trust,  
rather than on transactions. 

As with any personal or professional relationship, a 
successful client/recruiter relationship takes work. 
You can make the transition from outside recruiter 
to hiring partner, industry expert, and business advi-
sor. But you must also be willing to invest time and  
energy to grow the relationship from transactional to a 
strategic partnership. It won’t happen with every client, 
but when it does, you will be richly rewarded not only 
financially but also in the way of lifelong professional 
relationships—and even genuine friendships—based 
on mutual respect. 

Establishing Value in a  
Multigenerational Workforce
Today’s market is candidate-driven, full of bountiful  
opportunities and a multitude of choices. The best 
candidates know exactly how valuable they are, and 
that isn’t always good news for us as recruiters. 

Often, top-tier candidates are so intoxicated with their 
own worth that they do not see the need for outside help 
or advice. They have the power, and they’re not afraid 
to use it. Exceptional offers are being turned down;  
candidates are growing increasingly selective. It’s  
becoming more and more difficult for recruiters to maintain 
control of our candidates and the hiring process.

If you’re frustrated by a growing sense of entitlement 
among talent at all levels, you’re not alone. I recall 
speaking to a colleague who, at the time, had billed 
over $400,000 annually for the previous two decades 
in pharmaceutical recruiting. He said the past two 
months had been the least rewarding of his entire 
career. “Candidates just aren’t returning my calls,” he 
said. “They’re accepting counteroffers and falling off in 
record numbers.”

This type of conversation is echoed with recruiters 
all over the country. We’re losing our influence with  
candidates, and we need to re-establish our relevance 
in a real way. But how? What do we do to remain  
vital in a high-demand, low-supply market? This trend 
requires a new approach. It is time to move from the 
tactical recruiter level to the status of valued career 
coach and trusted business advisor. And how is this 
accomplished?

It happens through a deep, thorough understanding 
of our candidates. By recognizing their hot buttons—
the reasons they are considering a change, their likes 
and dislikes regarding their current position, and a true 
understanding of their dream job. But this is not new – 
this is what being a recruiter is always about. 

Don’t be fooled. There are new variables in this  
familiar equation. Along with some Baby Boomers  
remaining in the market, we have Generation X,  
Generation Y, Millennials, and the youngest –  
Generation Z. These constituencies all make up a mul-
tigenerational workforce. In order to have success in 
today’s market, recruiters must understand, acknowledge, 
and appeal to the distinct differences amongst these 
varying talent pools. 

A one-size-fits-all approach is no longer viable. 
We must now consider a candidate’s generational  
profile to ensure that we reach and appeal to all types of  
candidates. What are the communication meth-
ods preferred by each generation? What drives and  
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motivates them? What is being their decision-making process? How do they view the world differently than others?
With several generations in the workforce, each with unique worldviews and styles, it becomes increasingly dif-
ficult to grasp a candidate’s true individual needs. It’s our job as a recruiter to ensure that there is a harmonious  
relationship and understanding between a candidate and a client, despite potentially vast differences in worldview, 
work style, technical knowledge, and communication methods. Our goal is to avoid falloffs and turndowns, to make 
solid placements that are a win-win for both client and candidate. To do this, it is imperative that we have strategies 
in place to make it easier to navigate this generational mix. 

As recruiters, we must take the time to learn about each generation’s characteristics in order to have successful 
searches and in turn make successful placements. A short overview of each generation can be extremely helpful 
as a starting point:

Baby Boomers (born 1946-1964) are hardworking, competitive team players with a youthful  
self-image. They are often stereotyped as old-fashioned, rigid, and resistant to change tend, but they  
tend to be optimistic and “go-getters” at work. They respect authority and value accomplishment. They  
communicate best through a structured network. They crave rewards and career achievement and are highly  
motivated by others’ recognition of their hard work. They are highly loyal and for them, work tends to 
come first. Recruiters can impact Baby Boomers by appealing to these traits. Communicate to them 

exactly what impact they could have on an organization. Share the company’s vision and how the candidate 
will be able to help them accomplish it. Appeal to the Boomer’s natural love of a challenge by bringing to them  
opportunities that will really let them shine.

Generation X’ers (born 1965-1981) enjoy a flexible work environment, in which there isn’t too much  
rigidity and the atmosphere is collaborative. They thrive in a job that offers a balance of fair compensation 
and ample time off. GenX’ers certainly do not possess the same level of employer/position loyalty 
as do their Baby Boomer counterparts, and they can be job hoppers. To work successfully with this  
inward-facing generation, appeal to their individual career goals and aspirations. Tell them why the  
position you’re recruiting for will offer them the ideal next step in their careers. Explain precisely what’s 

in it for them. This generational group really wants to continually grow professionally, so be sure to convey to them 
any training or ongoing professional development they would receive in the position at hand. 

Generation Y’ers (are team builders. They are superior multi-taskers. They are technically savvy and 
ready for fun. They are often perceived by older generations as disrespectful, lacking focus, and too 
dependent on technology. These young workers are, however, highly-desirable team players. They are 
eager to please and respond well to public praise. They will work hard to get the job done, but they are 
deadline – not schedule – focused. When presenting a position to a GenY member, keep in mind that 
they value their autonomy. When polled, most GenY’ers cited a good salary as their most important 

priority in a job, followed by advancement opportunities. When recruiting them, make sure your client understands 
that they may have to pay more for this rising generation. Generation Y is less 
inclined to pursue formal leadership positions, so be prepared to sell them on 
the value of taking on more responsibility. They seek varied experiences in life 
and in work – explain how the job will allow them to broaden their skills and 
experience. To successfully recruit them to an organization, show them how 
the organization will help them achieve their own personal and professional 
goals. You may find that GenY’ers do not hesitate to bring their personal lives 
into work – make clients aware of this. GenY’ers tend to be more loyal than 
GenX’ers, but their loyalty is to the people they work with – not necessarily 
to the organization. They will get the job done, but they aren’t going to hang 
around the office simply to put in “good old-fashioned sweat equity.” Terms 
that appeal to this generation are job sharing, telecommuting, and compressed 
work weeks. Don’t try to force a traditional 9-5 position on a GenY’er. 



Maximizing
Recruiting
Performance

JonathanBartos.com

65   |  MAXIMIZING RECRUITING PERFORMANCE  |  by JON BARTOS  
Copyright © 2018 by Jon Bartos

The key to success in this changing market is to  
recognize and address two critical issues. The  
multigenerational workforce lends a new twist to  
traditional methods. You must work to become as 
familiar as possible with your candidates and their 
unique generational traits as you are with your clients 
and their companies. It is no longer enough to treat 
people the way you would like to be treated. Chances 
are that people will have very different preferences 
in terms of how they like to be treated, and you must  
honor that with every individual and every interaction. 
Secondly, in a candidate-driven market, the talent  
shortage gives increased value and power to candidates. 
Make sure you are seen as valuable and trustworthy. 
Actively work to bring added value to the process –  
develop a true understanding of their unique needs and 
how you can best influence and impact their decisions. 
Don’t waste your time and diminish your credibility by 
presenting the wrong opportunities. In today’s market, 
you may not get a second chance. 

It’s a Brave, New World:  
Understanding Milennials Is 
Key to Recruiting Success
You and I know that people make a business. This is 
still true, but the workplace is evolving and yesterday’s 
human capital methods don’t always appeal to today’s 
younger professionals. The once-golden management 
philosophies we’ve relied on for decades have grown 
tarnished with age. 

Recruiters everywhere are struggling to communicate 
with Millennials (those born between 1980 and 2000). I 
recently had a veteran recruiter tell me that he’s giving 
up on the entire generation altogether. After too many 
mis-hires, he’s focusing only on older candidates. 
While this may sound tempting to those of us who 
have been burned by Millennials, it’s a short-sighted 
business plan. Millennials are here to stay – they’re 
a generation roughly the size of the Baby Boomers – 
and with their size comes considerable influence. As 
we continue into the future, there will be no long-term 
sustainable recruiting success without them. 

Like all recruiting firms, my firm deals with generational 
issues on a regular basis. We’ve come a long way in 
terms of understanding how generational differences can 
impact our recruiting methods and communications, 

but we still make mis-steps. We once had a young  
candidate interviewing with a major hospital for a 
healthcare IT position. He was just two years out 
of college but offered solid experience within the  
hospital’s area of focus. We received an offer of 
$80,000 for him, which for him was a $28,000 salary 
jump as compared with his current position. Imagine 
that leap so early in your career!

Relocation was required but there was no significant 
cost of living adjustment and the hospital agreed to 
cover all moving costs. Throughout the entire interview 
process, we had had positive feedback from the  
candidate – we thought we were in great shape for a 
done deal. But after agonizing over the decision for 
two full weeks, the candidate still couldn’t make up his 
mind. Not surprisingly, the hiring manager got fed up 
and pulled the offer. When the candidate found out, he 
almost seemed relieved. It turned out that he was still 
living at home with his parents and didn’t know if he 
wanted to leave the comforts (and rent-free living) of 
mom and dad’s place! This was a crucial piece of infor-
mation that he hadn’t shared with us, but even worse—
that we had failed to ask. Lesson learned. 

Millennials are young. In some ways, thanks to  
societal forces, they’re “younger” than young adults 
have ever been in past generations. But with a thorough  
understanding of their unique generational identity,  
recruiters can manage Millennials with great success. 

Meet the Millennials
Millennials are quite different from their older co-
workers. They tend to come into an organization with  
exceptionally high expectations. Our national  
obsession with children, which resurfaced substantially 
in the 1990s, has given these young adults a strong 
sense of self. They grew up confident that they were 
the center of their parent’s worlds, and they bring that 
self-assurance to the workplace. They have been  
highly valued and highly praised for their entire lives, 
and they expect that to continue in their work lives.

These are not professionals who will remain in  
unpleasant or non-ideal circumstances for very long.  
They demand a lot from their workplace and from their 
boss. Work is a means to an end for this generation: that’s 
 it. Unlike Baby Boomers, who define themselves and  
their lives by their work, and GenX’ers, who seek a  
work/life balance, Millennials see work and life as  
inseparable – they have no qualms about bringing their 
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personal life into the workplace, as they see work and 
“life” as intertwined. It’s not uncommon to see a Millennial 
texting a friend back while on the phone with a client 
or even during a meeting. They have grown up in the 
world of technological multi-tasking, and they’re highly 
proficient at it. They’re not usually trying to be rude – 
on the contrary, actually – they are trying to be  highly 
responsive to all those who need to reach them, at all 
times. They have perfected the art of multi-tasking and 
multi-communications, and they view it as an asset.

This is the first generation to have grown up with 
digital media – they tend to prefer text and email to 
phone conversations. They intuitively understand  
technology and how to use it to their (and their employer’s)  
advantage. They are the driving force behind the surge 
in social media and social networking platforms. 

They are notoriously indecisive – thanks to their  
parents’ micromanagement. Typically, a Millennial will 
have had to make very few, if any, major life decisions 
on their own until they are offered a job. The result is 
that even the most assertive, self-confident Millennial 
will have trouble committing to a decision, and will likely 
want to mull it over and consult friends and family. 

How to Recruit and Work with Millennials
As recruiters, it’s essential that we establish a  
“trusted advisor/mentor” role with Millennial candidates. 
They need our guidance to set and reach career goals.  
Remember that although they are technically adults, 
they can be childish in their decision-making methods. 
Position yourself from the onset of your relationship 
as a career coach and professional mentor. They’ve  
experienced a lot of micro-coaching growing up, and 
they are inherently trusting of adults in those roles. 
Make it clear that you’re on the path with them for the 
long haul, and that your goal is to help them achieve 
their goals.

Set professional expectations early. They’re accus-
tomed to older adults calling the shots. Don’t be hes-
itant to outline clear rules upfront for your candidate/
recruiter relationship. Define how you will work togeth-
er. “As a recruiter, I have specific roles and responsibilities, 
just as you as a candidate have specific roles and  
responsibilities. We both need to live up to these  
expectations in order for our relationship and the  
outcome of our work together to be successful.” Make 

sure they have a clear understanding of things like  
realistic compensation, decision timeframes, return 
call times, interview processes, and more. They need 
your guidance here. Setting expectations early will help 
avoid unpleasant surprises early. 

Establish preferred communication methods. This 
can be a big adjustment for experienced recruiters. 
We’re used to phone time driving our days, but you 
can’t count on traditional landlines when working with  
Millennials. Most prefer email, cell phones, and  
texting. Save yourself time and worry from the  
get-go by establishing how you’ll communicate, how 
often, and what the expectations are for response time. 
Even after that conversation, whether they specify one  
communication method or not, you should be prepared 
to utilize multiple methods of communication to reach a 
Millennial. Each time you call them, also send an email 
or text, or call their cell in addition. Don’t worry about 
smothering them; they’re used to this type of multi-com-
munication and they are used to hovering parents. 

Understand their dream job. It’s not about you…it’s all 
about them. These young professionals are used to 
the adults in their lives actively helping them get what 
they want. Listen to their dreams. Ask them to describe 
their ideal job/career. Yes, they often have unrealistic  
salary and advancement expectations. But that’s 
where you—their trusted advisor—earn your money. 
It doesn’t help you or the candidate to nurture false 
hopes. Be brutally honest: tell them what is realistic 
and what is not. Coach them, using the right game plan 
to make it happen. 

Don’t underestimate the importance of environment 
and culture. These are not people who are comfortable 
being bored. They’ve grown up constantly entertained. 
Each generation in American history has had less 
downtime. Millennials thrive in a vibrant, active work 
environment. Boredom is the enemy and they won’t 
tolerate it for very long. At my firm, flat screen TVs with 
news channels playing are visible from every desk. We 
have XM radio pumping. There’s a putting green in the 
corner, the occasional football being thrown from desk 
to desk, and bells to ring when a placement is inked. 
I do everything I can to create an exciting, engaging 
work culture, one that fosters collaboration, loyalty,  
participation, and multi-tasking—and one that  
disallows boredom. 
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As a recruiter, ensure that you understand and  
evaluate the culture of an organization before you send 
a Millennial. The right environment can be a key selling 
tool to attract a candidate. Conversely, if you know that 
a firm is stolid and set in its dreary ways, don’t even 
bother. It isn’t a match for a Millennial. 

Cater to their social learnings. Millennials are products 
of the group project. They are adept at working with  
others to collectively accomplish a goal—it was a 
huge focus of their formal education. They appreciate  
diversity and make allowances for various types of  
personalities and work stylesThis is a generation that  
enjoys professional back-and-forth and derives  
satisfaction from making a marked impact while  
working in a group. One thing to keep in mind: their 
loyalty to a peer group can supersede their allegiance 
to the company at large. 

Don’t be tempted to whitewash. If you want to avoid 
mis-hires, don’t exaggerate or minimize in order to  
appeal to a Millennial. Give a truthful description of 
the position, the company, and its culture. Millennials 
are not wary of leaving a disappointing work environ-
ment—quickly. They want to be paid well for doing 
something they genuinely enjoy. It’s important for all 
parties involved that you give them realistic expecta-
tions about compensation, benefits, raises, advancement 
opportunities, and corporate culture. 

Obey the platinum rule. In today’s workforce the  
“golden rule” is no longer the standard. You can’t treat 
Millennials the way you would like to be treated and  
expect the results you want. Millennials are an  
entirely new generation, born into convenience and  
accustomed to instant gratification. They’ve never had 
to roll down a car window or hear a busy signal on a 
phone. They were raised by parents who provided all 
they needed, and usually more. 

To achieve success in a multi-generational workforce 
that will soon be dominated by Millennials, adhere to 
the platinum rule: treat Millennials how they want to be  
treated, regardless of how you think they should be 
treated. Conform to their communication methods and 
styles. Understand what they’re trying to achieve and 
make it clear that you are the one to help them get there. 

This is a truly unique generation, with unprecedented 
values and expectations. But recruiters who can  
successfully develop working professional  
relationships with Millennials are setting the  
groundwork for their own continued success. It’s an 
avoidable fact that this generation will, sooner than  
later, encompass most of the responsibility – and  
profitablilty – in the workplace. And the recruiters who 
have helped them along the way will be richly rewarded. 
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