




* A note to higher education professionals: You probably know most of this from experience, but even I learned a few new things from reading Recruit or Die. Besides, any resource that helps employers recruit more effectively will ultimately produce more and better opportunities for your students. And it’s always about the students.
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To the students, staff, faculty, employers, and friends

who made the MIT School of Engineering’s

Undergraduate Practice Opportunities Program

(UPOP) possible

FOREWORD

A few years ago, I saw a student enter our career center and sign in for an interview with a recruiter from a prestigious investment bank. He looked every bit the part of a top candidate, sporting a conservative gray suit, freshly starched shirt, and silk tie. That is, until I looked down and noticed his bare toes protruding from a pair of summertime flip-flops.
As an employer or university professional, you may have observed situations like this before. Such stories always offer a chuckle, but they often make us a bit sad, too. Sad for that student who realized that investment banking wasn’t a good fit, but felt compelled to follow the pack. And sad for the many students the employer passed over for interviews who would have jumped at the chance to show up fully prepared and appropriately dressed.
Surprisingly, many employers are like that young man in the career center. At first glance, these employers seem prepared, but look closer and you discover that they have little idea how to connect with the right students. They’re following the lead of other employers and just going through the motions. Metaphorically, they’re showing up in flip-flops.
If you want to compete in today’s fast-paced, high-stakes war for young talent, you had better be ready. Recruit or Die is the field manual to get you there. This book will help you get inside the minds of Millennials, the new generation that possesses very different aspirations and values than our beloved Boomers or Gen Y’ers. It will also help you develop new, innovative, and timely ways to capture the attention of top talent on campus. And it will help you make the most of traditional recruiting tactics such as career fairs and information sessions.*
In this book, Chris Resto, Ian Ybarra, and Ramit Sethi give you a backstage pass to see how the masters work, with numerous stories and examples of how famed talent-seeking machines like Microsoft, McKinsey & Company, Goldman Sachs, and many other organizations manage to recruit the best. Better still, they discuss numerous ways to win, even if your budget and brand isn’t as big as Google’s. (And whose is?)
No one set of recruiting strategies will work for every employer. Get your team to read Recruit or Die to learn what others have done, and use the book as a backdrop for developing a unique strategy that fits your vision.
Who knows, if it’s in concert with your culture and your recruiting message, maybe wearing flip-flops is what you need to do after all.
Sheila J. Curran
Fannie Mitchell Executive Director,
Duke University Career Center
Coauthor, Smart Moves for Liberal Arts Grads:
Finding a Path to Your Perfect Career
www.smartmovesbook.com
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RECRUIT OR DIE

Introduction

GAME DAY
On any fall Saturday afternoon, take a stroll through campus at Florida State, Notre Dame, or any other school with a great football program, and you witness a classic collegiate scene: masses of students, with school colors from head to toe, making their way to the stadium. The crisp air fills with the fans’ anticipation of the coming three hours, which they will spend cheering the home team to victory. In the night to follow, they will celebrate victory by doing what students do in college. It’s game day, and there’s nothing else like it.
At the Massachusetts Institute of Technology (MIT), whose athletic teams are nonscholarship Division III, there’s no game-day atmosphere when archrival football teams come to town. However, when companies like Microsoft, McKinsey & Company, and Goldman Sachs come to recruit, it’s game day of another sort. But for the freshly pressed suits and leather résumé folders, you’d never know the difference.
On recruiting “game day,” the campus is abuzz: Even first-term students who barely knew enough to get into college are talking about how to get a job. Hundreds of them walk toward the nearby four-star hotel, where the recruiting will take place. On the way, students stop in my office to ask how they look. Good, I used to tell them. But that never had the same effect as what I say now: “You look great—good enough for McKinsey.”
Incredibly, each information session hosted by one of these big-time employers may yield as many as 1,000 applications for only about 10 positions. When offers are extended by an exceptional firm like McKinsey or Microsoft or Goldman Sachs, students almost always accept them. The companies, content with their annual recruits, retire to their high-walled offices until the next year, when they emerge once again to coax the next batch of MIT’s best and brightest to join them. Every year, the same process is repeated at schools across the country. In a very real way, Microsoft, McKinsey, and Goldman Sachs are the big guys of college recruiting.
My name is Chris Resto. After recruiting and managing new college graduates at Gemini Consulting (now Capgemini), a European strategy consulting firm, I returned to MIT (where I did my undergraduate studies) to launch a professional development and internship program for sophomore engineering students. It’s called the MIT Undergraduate Practice Opportunities Program (UPOP), and I serve as its director.
Here my staff and I have worked closely with more than 1,000 undergraduates since 2001—teaching them skills in interviewing, etiquette, and networking to prepare them for their first foray into the workplace.
We also work with employers to place our students in summer internships. We have engaged representatives from more than 1,500 corporations and nonprofits, developing relationships with people from all levels of college recruiting: frontline recruiters, HR professionals, hiring managers, direct bosses, intern buddies and mentors, and senior executives. We even visit many of these job sites to see how the students and companies are interacting.
This position, combined with my experience at Gemini Consulting, has given me unique insight into both sides of the war for young talent. And because I am in constant, year-round contact with students and employers, I serve as a trusted advisor and confidant to both parties, helping students win employment and employers woo young recruits—for both internships and full-time jobs, since they involve very much the same elements.
As I help employers navigate the waters of college recruiting, I find much of my time is devoted to explaining how things have changed: how today’s college students don’t simply feel lucky to have a job, as students did twenty years ago, but that their internships during college and their entry-level positions after graduation must be great and glamorous next steps in their already lengthy and accomplished “careers”; how they gossip about employers and the recruiting process as fast and furiously as cell phones and Facebook will let them; how the bar for world-class recruiting has been pushed so high that the traditional find-to-sign process is now only one of the four components of the recruiting machines run by the best recruiting organizations.
And, most disturbingly of all, how the war for young talent has fast become winner take all.
While hundreds of students might attend events by employers like Microsoft, McKinsey, and Goldman Sachs, other firms often draw a mere 20. While the top firms may get as many as 1,000 applicants, other companies may get as few as a dozen. And when interviews roll around, students often simply fail to show up for companies second in reputation or size.
In this book we’ll discuss all that and more.
COLLEGE RECRUITING MATTERS
Why does college recruiting even matter? Why should any organization take pains to identify, attract, and hire today’s best and brightest—especially if they might leave after only two or three years? Bill Gates, the cofounder of Microsoft, has said that “young people are more willing to learn, come up with new ideas.” A number of Microsoft recruiters have told me that Bill Gates’s focus on recruiting is pivotal to the company. In fact, Gates believes recruiting top talent is so important that he personally scouts a few graduating seniors every year. Like Gates, most company recruiters are attracted to young prospects because of their contagious energy, fresh perspective, and abundant ambition.
David Cirnigliaro, a former senior manager in Capgemini’s strategy consulting division, says it’s even more concrete than that. Young talent helps the bottom line. “Very often, having bright, new college graduates…is what makes them profitable. Frankly, we can pay them less than half the salary of their MBA counterparts, and they often can do the same work. But not just every undergraduate has that kind of ability. That’s why we put so much effort into getting the top candidates we want.”
I recently spoke with the head recruiter of a large communications company about how she was doing at MIT. Extremely pleased, she said, “The 20 students who applied for this last round of interviews are really great.” While those 20 students were good, I knew firsthand that the best MIT students had not even bothered to apply. Like many employers I advise, she simply had no idea what she was missing.
As more employers catch on, college recruiting is fast becoming the hottest area of the labor market today. According to the National Association of Colleges and Employers, entry-level hiring on college campuses increased nearly 13.8 percent in 2005–06 and another 17.4 percent in 2006–07. Across the country, campuses are seeing a 20 to 30 percent increase in the number of employers attending their career fairs and soliciting résumés. Last year when Rick Deodato, a recruiter for General Atomics, called career fair organizers at Virginia Tech one day after registration opened, he was turned away. There simply wasn’t any room.
The problem will drastically worsen. By 2014, the American economy will have six million degreed candidates fewer than the jobs we need to fill, according to the Employment Policy Foundation’s ninth annual workplace report.
The importance of human capital—of finding the best—sounds obvious, but we have spoken to dozens of HR professionals who are constantly fighting within their organizations for more resources to do the job right. Now, more than ever, recruiting strategies are critically important. In Recruit or Die, we’ll show you how the best seize the best—and how you can, too.
WHY MICROSOFT, MCKINSEY, AND GOLDMAN SACHS?
Many organizations do a fine job recruiting on college campuses. What makes Microsoft, McKinsey, and Goldman Sachs so special?
Few organizations have demonstrated as massive a commitment as these three to recruiting the best and brightest. Few other firms have engaged in such a systematic, nationwide recruiting strategy. And a remarkably small number of firms have achieved such stellar results through several economic booms and busts.
Microsoft, McKinsey, and Goldman are dominant in attracting, recruiting, and hiring. In other words, they get the candidates they want.
How? You may think: They have a great brand, or They have so much money. You may even believe that these firms have become such superpowers that they don’t have to work very hard for success.
It’s true that having a well-known brand, a healthy supply of resources, and a leading position in its industry doesn’t hurt the recruiting efforts of an organization. But the four keys to the recruiting prowess of Microsoft, McKinsey, and Goldman Sachs are entirely different. Understanding and using these keys can help any company unlock the secrets to successful superstar recruiting.
	They won’t settle for anyone other than exactly the recruits they want.

     They live and breathe the mind-set that talent is everything, and it is that fierce resolve that drives them to create the best recruiting teams, strategies, and standards—period. If Microsoft, McKinsey, or Goldman Sachs has an interview round in which no candidate really wows them, no one is hired. Even if recruits get through Microsoft’s rigorous screening process and work as summer interns in Redmond, Washington, there’s still a good chance they won’t be asked to return for another internship or full-time work. Microsoft keeps only the best.
	They work harder and smarter than their competitors to know their target audience: the recruits.

     It’s easy to point to dominant companies and shrug your shoulders in self-pity. But what these whiners don’t acknowledge is that Goldman Sachs calls every few weeks to ask about the latest campus buzz. And Goldman doesn’t care if the buzz is related to jobs or not. They’re constantly monitoring the student pulse on campus, trying to gain a competitive advantage through better intelligence about today’s top college graduates. When are midterm exams? What happened at the game last week? What are students on Facebook talking about right now?

      This approach takes effort, although it’s not expensive; there’s room in your budget for a telephone call, right? That’s harder but smarter.
	They sell themselves better than their competitors do.

     In professional services, people are the only asset. If a firm’s staff can’t sell the firm and themselves to clients, the firm is dead. As a result, people from McKinsey and Goldman Sachs have more practice selling themselves than people from firms like General Motors or Boeing, where employees are trained to sell products, not people, leaving them at a disadvantage when it comes time to recruit students on campus. Still, this disadvantage can be overcome when a company becomes conscious of the need to sell itself. Just remember: Your company is always marketing, whether through the HR channel, your Web site, or through a chance interaction between a college student and one of your employees. And your potential recruits are listening.
	They present a united front.

     Because recruiting requires the involvement and coordination of so many players from so many different parts of an organization, inevitably, it’s infighting that holds most employers back. But when Microsoft, McKinsey, or Goldman Sachs hit a snag (yes, they do make mistakes from time to time), their people pull together to correct the situation and move on. I’ve seen it. I know it happens. And to outsiders? All they see is a singularly united perspective.

Recruit or Die is not focused on only these three companies. We use Microsoft, McKinsey, and Goldman Sachs as marquee examples, but we draw from hundreds of other companies’ tactics to lay out the best ways to win the recruiting battle. We’ll show you how to use these best practices to understand the motivational psychology of your prospects, to beat your competition in all stages of the college recruiting process, and to create your own finely tuned recruiting machine, even on a shoestring budget.
To ensure that Recruit or Die provides you with the authentic student perspective that you absolutely must understand to transform your recruiting, I teamed up with Ian Ybarra and Ramit Sethi, two top recent graduates who understand this topic better than anyone. Ian, a professional writer and MIT graduate, helped me launch UPOP when he was in college and has since helped hundreds of students discover the work they love. Ramit, a Stanford graduate, wondered why so many of his peers were being recruited to the same few companies. After interviewing with dozens of companies himself, he turned the tables and started interviewing them. Together, we’ve spoken informally with thousands of students and formally surveyed a thousand more. We’ll show you how to work harder and smarter than your competitors to get inside the heads of today’s top recruits. We’ll show you how to start selling your organization by selling your people like never before.
Once you put into practice the lessons in Recruit or Die, you won’t have to settle for recruits passed over by stalwarts like Microsoft, McKinsey, or Goldman Sachs. Your company is small? Unknown? Low on a recruiting budget? It doesn’t matter. Even you can beat the big guys in the war for young talent.
—Chris Resto


PART ONE
PROSPECTS
What Makes Them Tick?



 

Every year Microsoft recruiters visit more than 50 colleges across the country, most of them multiple times. This gives Microsoft a presence on campus and the chance to get to know their prospects inside and out. Recruiters discover what motivates them, what’s attractive to them, what their habits, tastes, dreams, and fears are. Intentionally, Microsoft’s recruiters are mostly young, smart, and appealing themselves, so they move easily among their own prospects, gathering valuable intelligence and acting as a living advertisement for the culture and climate at Microsoft. If you’re not working from a real, practical, grassroots awareness of who these prospects are and where they’re coming from, you may as well be speaking another language. And walking away with no hires.
A national lab recently tried to recruit at MIT and failed miserably because its representatives didn’t spend one minute thinking about who their target audience was. To announce their presence the recruiters bought a small ad in the campus newspaper, with no message beyond “Come work for us.” Then they sent an extremely boring speaker to deliver the information session. He was a nice, experienced guy—thirty years with the lab—who was working on an exciting defense technology. But you wouldn’t know from hearing him speak that he was excited about it. He failed to discuss what interns or new hires would encounter on the job, what was in it for them, what their living arrangements would be for the summer, and how many other young people worked at the lab—all “must-know” details for the students. And because his organization didn’t care to know whom they were recruiting, more students walked out of the room during his talk than applied for the two jobs he was trying to fill.
Once you know what Microsoft and McKinsey already know about today’s recruits—that they are obsessed with achievement and are deeply invested in their careers, that they crave glamour and love gossip—you might be inclined to think these kids are just too fussy and difficult to work with. But make no mistake, this generation possesses certain energies, creativities, and talents you won’t find anywhere else. And if you want to recruit them successfully, you have to get into their heads.


1
Their Lives Are Their Careers

Top college graduates aren’t just looking for their first jobs. They’re looking to accelerate their careers. What? You may be asking yourself how that can be if a college graduate’s career hasn’t even begun! But that’s not how today’s students see things. Since they graduated from high school—and even before that—they have been making strategic decisions like which classes to take and which sports teams and clubs to join, all in an effort to craft academic journeys that will propel them to success. They see this as the first phase of their careers and of their adult lives.
Choosing a college was the last major decision these recruits made, and how the students went about doing that provides great insight into how they will evaluate potential employers. Culture, location, facilities, curriculum, quality of teaching, and, of course, the price tag are all factors involved in choosing a college. But one question trumps all other criteria in the minds of students and their parents: Which college is going to open the most doors upon graduation?
Whether you’re trying to get top high school students to attend your college or top college students to work for your organization, it’s not enough to offer your recruits a great place to be. You must offer them an even better place to be from. This is why high school students fight tooth and nail to get into Harvard, to share a pedigree with the successful people who have gone before them: authors, movie stars, Nobel laureates, business tycoons, presidents.
Companies like Microsoft and McKinsey are the Harvards of the corporate world. Top recruits see them as great places to be, because Microsoft and McKinsey promise to help recruits develop top-notch professional skills, get exposure to new industries, products, and job functions, and learn from a plethora of smart and motivated people. But recruits also see Microsoft and McKinsey as even better places to be from, because one of those names on your résumé means the world thinks you’re pretty special.
The good news is that Microsoft and McKinsey are not the only good places to be and to be from. (Your organization is pretty great, too, isn’t it?) But, sadly, today’s college recruiting battles are lopsided in favor of employers like Microsoft, McKinsey, and Goldman Sachs because they’re the only companies saying what top recruits want to hear. This chapter will help you change that. You’ll discover how your most desired recruits think about this next and important stage of their careers. You’ll learn to avoid the biggest mistake most employers make. And you’ll find many ways to show you will care for recruits’ careers so that they may confidently make your organization their next stop—which gives you the opportunity to keep them for even longer into their professional lives!
YOUNG AND CONFUSED, YET ABSOLUTELY CERTAIN
While their youth and limited exposure to professional life makes it natural for students to be confused about what to do with their working lives, your target recruits are absolutely certain about one thing: They want to be tomorrow’s leaders and they want to change the world in profound ways. They think it’s their destiny.

Most students don’t really know what they want to do with their lives. So many of them (okay, myself included) drop résumés for almost every position on PennLink [the University of Pennsylvania recruiting Web site]. That sounds pretty pathetic, but I know I wasn’t the only one.
—John, business/economics major, University of Pennsylvania


Parents and teachers were first to praise them with a “You are the future” message. In college, that tune is trumpeted even louder. At the last MIT freshman convocation, President Susan Hockfield told the incoming class of 2009, “Your turn is next. The world looks to you to lead in designing solutions to our pressing challenges—sustainable energy, contagious diseases, and urban sprawl. Our mission is to teach you to make the world that will be and to be leaders of that world.” No doubt the commencement address on every campus drips with even more “You will rule the world” rhetoric.
Now, there are two mind-sets that you as a potential employer can adopt to deal with these future kings and queens. You can take the “When I was their age” approach, dismiss their expectations as delusions of entitlement, and go about recruiting them as if they should feel lucky to work for you and have a chance to pay their dues for a while. Or, you can embrace this new paradigm and appeal to their aspirations: “Hey, if you want to be the next Lou Gerstner or Meg Whitman, that’s great. Come to McKinsey and we can help make that happen,” said one McKinsey recruiter.
That’s exactly what your target recruit wants to hear: “You want to be a leader, a real mover and shaker? We’re the place to start!” Companies need to convey confidence, even arrogance, about how the people they recruit develop into the best, and then deliver on that promise by challenging interns and employees on the job. Employers who don’t use this tack will have trouble retaining motivated recruits. When Daniel, a graduate student at the University of California at San Diego, interned for a major carmaker, he spent the first three weeks just reading “background” materials before his manager took the time to explain what exactly his project would entail. The delay sent Daniel the message that his project wasn’t very important. The next fall biotechnology firms Medtronic and Guidant were able to steal Daniel’s interest from the automobile industry by clearly describing the work he would do if he joined them and providing examples of why the projects mattered to the companies’ goals.
This desire top students have for work that is meaningful and important is one reason why starting a career in management consulting is so appealing: Where else can you rub elbows with Fortune 100 CEOs at age twenty-two?
THE BIGGEST MISTAKE EMPLOYERS MAKE
Recruiting Maria should have been a piece of cake for any technology company. She first discovered her passion for computers during middle school, and she often practiced her programming skills in her spare time throughout high school. During college she held two summer computer science internships in which she thrived. Maria was one of the top computer science students at MIT and was surely going to join a technology company after college, right? Wrong.
Like most other top college graduates, Maria was so bright she could do anything and so young she wasn’t sure what to do first. While she loved the field, Maria did not want to feel like she was committing her life to computer technology. She broached this issue with recruiters from several technology companies who were dying to have her, but when she said she wasn’t sure she wanted to do programming for the rest of her life, the recruiters just changed the subject.
“All I wanted them to do was reassure me,” Maria said. “Just tell me, ‘You aren’t committing your life to this. Of course, we think you’ll love the job and the company, but if you don’t, there are so many different paths you can take later. We have people who’ve done it all.’” That’s just the message she got from Bain & Company, a consulting company and one of McKinsey’s main competitors. Of her signing with Bain, Maria said, “At least with Bain, I felt confident that I would be able to pursue any profession after working there.”
The biggest and most common mistake employers make is leaving their target recruits feeling as if accepting an internship or a full-time job is like signing their lives away to the organizations. One recruiter at a large consumer products company pitched his company’s retirement benefits to the candidate, noting that if he worked there, the candidate would have a “million dollars—cash” when he retired. Retired. That’s the R-word to college students.
When trying to convince a top recruit to join your organization, you won’t know what his entire career path will be, but you might expect one with some of the following characteristics:
	Entry-level job with increasing skills over time
	Consistent but small, incremental increases in responsibility
	Gradual, consistent income increases
	A few transitions between functions (marketing, sales, finance, etc.)
	If you have multiple offices, perhaps a couple of changes in location

Your target recruit, on the other hand, without appropriate guidance and reassurance from you, will assume you’re trying to sell him on a path that looks like this:
	Time with company trumps performance and potential
	Paying dues for years before getting promotion, increased responsibility, opportunity to make impact
	No salary increase without official promotion
	Secure but not so exciting job until retirement
	A career parents may like but peers don’t envy

And that’s a scary picture because the one he envisions looks something more like this:
	Two or three years of entry-level work leading to a big promotion
	Responsibility increasing as quickly and fluidly as capability is shown
	Graduate school for two years to accelerate the career path
	Lots of mobility: different functions, different companies, different locations
	Several leaps to higher-level positions with big bumps in salary
	Perhaps a one-year, midcareer hiatus to travel, write a book, or volunteer with a nonprofit

Employers often get angry and defensive when they see this last point and wish the students were thinking more about what’s best for the company. Time to face the facts! Students do not think about what’s best for your organization during the recruiting process. They may start to think about the company once they actually begin to work, but while they’re deciding where they will work, they think about only one thing: keeping their options open.
As noted in a Fast Company article on culture clashes, young recruits are not only comfortable with ambiguous career paths, they seek them. Dan Rasmus, a futurist at Microsoft, wrote, “They have no expectation that the first place they work will be related to their career, so they’re willing to move around until they find a place that suits them.”
Recruits have commitment issues. Before they enter into any working relationship, they need to know that if they ever want to break it off, they will be able to secure a position in a different industry or job function. They want to be sure that working for you is a step forward and not a step back, no matter in what direction they choose to take their careers. Even if a recruit has a deep passion for your organization’s business and industry, as Maria did for computer technology, she still won’t join your company if she senses that it might lead to her getting stuck or that it might limit her future choices.
Retaining top talent is difficult, sure, but not impossible. Like the cell phone subscriber who refuses to sign a contract but sticks with a single provider for years, or the tenant who won’t sign a lease but occupies the same apartment month-to-month for a lifetime, a top college graduate you recruit today may very well spend five, ten, or more years in your organization. There are tips later in this chapter for getting recruits to stay, but that’s not your worry just yet. You must first get them to start. To do that, you have to know that your target recruits smell restrictive pigeonhole positions from a mile away. So it’s your job to proactively allay their fears of getting stuck and reassure them that working for you is, in fact, one of the many steps they can take toward a sky’s-the-limit future. To do this, you must continuously answer the following two questions that your recruits are thinking even if they don’t ask!
	If I join your organization after college, will I have to do the same thing for the rest of my life?

     Here’s your line: “It’s your life.” Let recruits know that taking this job does not mean they have to stay in this profession, this company, or even this industry later in their careers. If they want to, of course, you’ll help, but it’s up to them. You may think this is silly, but this small admission shows recruits that you care about your employees’ personal careers. And this will get you better recruits.
	What can I do after my first job with your organization?

     Give them role models. Openly discuss the careers of predecessors—even ones who eventually left your organization. If design engineers in your firm have moved on to jobs in marketing or sales within your company or others, talk it up. Describe options in such diversity and number that your concluding statement becomes, “See, you can basically do anything after this job.”

Teach For America, a nonprofit that sends recent college grads to teach in inner-city school districts, and one of the most innovative college-recruiting organizations, makes a point of highlighting its graduates’ successes. After a two-year teaching stint, alumni go on to graduate school, academia, technology, and just about every other industry you can imagine. Teach For America’s legendary network has helped make it irresistible as an employer. Last year, Teach For America had over 19,000 applicants (mostly from elite schools) and accepted fewer than 13 percent. The organization has made being a nonprofit sexy, and working for it gets only more attractive to young recruits as its network grows.
Providing the right answers to these two questions is usually all that’s required to put a recruit at ease. But not always.
Two MIT students interned recently with a top
	Offer formal rotation programs.

     This is the easiest way to sell exposure to new recruits because variety is built into the job itself. Formal rotation programs are why every top graduate considers the consulting industry. Recruits often say, “I can go to McKinsey and be exposed to different industries. Then I’ll have a better idea of what I want to do.”

     They are partially right. In consulting, projects can come and go every three to six months. And most often, a new project means working with a new company or even a new industry. That sounds very attractive to a generation of recruits that doesn’t know what it wants to do or shies away from commitment. But consulting is not the only industry that successfully employs rotation programs. General Electric has programs for new hires throughout all of its divisions, with new recruits rotating every few months to a new part of the business. Intuit offers rotation programs in finance, customer service, product development, and marketing; new recruits rotate to a new part of the business every six to twelve months. An added bonus for young recruits is that these rotation programs are well known as feeders for the companies’ leadership positions.
	Feature special project assignments.

     For most organizations, rotating staff is difficult, but winning companies have found a way to adapt: They provide new employees exposure by assigning them special projects in addition to their regular projects. These special projects usually require the recruit to get involved in a new job function or industry. At the very least, the special projects allow recruits to appreciate aspects of the company outside their normal job duties.

     If done correctly, special assignments are a win-win: The company gets another project accomplished, and the new hire gets insight into another facet of the profession. The key in this situation is to support these special projects by giving new hires the time and resources to accomplish them. Google, one of the hottest companies recruiting on campus today, allows all its engineers to spend 20 percent of their time to accomplish an independent project. It also highlights the successful products that have emerged from this program on the company blog, where computer users all over the world are asked to test them out.
	Provide a diverse set of job responsibilities.

     Sometimes a particular position will expose a new recruit to different facets of the business or industry. Start-ups have an advantage here because everyone has to pitch in on different parts of the business in the early stages. In the best situations, students design hardware for a company, meet the customer the next day to troubleshoot problems, and help the marketing department write specifications for a new product the following day.

     Microsoft’s program manager position may be one of the most attractive positions to new recruits because it is perceived as the jack-of-all-trades. The job allows them to develop their skills in technology and management at the same time. Again, every position and every company is different. If a particular position can be crafted so that varied exposure is built into the job itself, you have an attractive proposition for top talent.
	Establish formal extracurricular/ learning time.

     If it isn’t possible for you to do one of the first three, the next best thing is to formally require extracurricular/learning time. This can take many different forms. Some companies let new hires shadow another employee in another part of the company for a week. Other companies offer seminars where recruits learn about the industry overall or about other parts of the company. Some companies offer a series of lectures and networking events. Yahoo! and Google, for example, bring in renowned speakers to keep their employees informed about a variety of topics not limited to technology.

     Most companies combine these options to create something that works for them. Morgan Stanley’s IT division sponsors lectures and seminars for interns and new hires that are delivered by senior leadership from all over the company. Even though the new hires may be working on developing new technology solutions to support the trading businesses, they are also learning about Morgan Stanley’s core business. It’s a win-win for Morgan Stanley: The IT employees actually understand why they are developing the products they are, and this makes communication between them and the traders much easier. Plus, the IT employees feel as though they are being valued and exposed to the big picture.
	Cultivate an informal work environment.

     Informal environments can also encourage employees to learn about other aspects of the industry or company. Start-ups are inherently at an advantage because the work space is usually so small that new employees are constantly exposed to everything. But large companies can still foster learning across the organization, especially for interns. Johnson & Johnson encourages interns to help other groups once they have finished their own work. This gives motivated recruits the opportunity to indulge their curiosity and show valuable initiative.

	Award your best hires new titles and /or promotions at least once every two years.

     The easiest way to show new hires that they are superstars—so they can communicate this to grad schools and future employers—is to offer opportunities for promotions with new titles. Wall Street investment banks like Morgan Stanley and Lehman Brothers promote their analyst-level investment banking superstars after two years. Everyone knows that if you have that senior analyst title, you were asked to stay for a third year, which means you are a superstar.

     Two years is a good rule of thumb. No opportunity for advancement within two years will not be attractive to the best students. One senior officer from a very large clothing company said that it takes five years to be promoted in the company’s new-hire buyers’ program. The company also happens to have a very high attrition rate (for many reasons). Five years is an eternity to this generation. If they are not given some formal title change within two years, many of the best recruits will leave or not even consider you in the first place.
	Give them increased or new responsibilities.

     If you can’t award a new title, then you must make sure you increase new hires’ responsibilities every six months to a year. Be sure to explain that, even though they may not be getting a title change, these new responsibilities can be quantified and will help them advance their careers.

     One experience that every new graduate wants, for example, is the opportunity to manage a small team or project. Top recruits realize that management experience, no matter how small, will help them learn the critical skills for smashing success inside the company—and later in their careers.




	3. Increase their compensation at regular intervals, especially after they successfully complete key projects.

     A raise in pay is one of the easiest ways for employees to measure their career progress. Even young new hires understand that, with each pay raise, the company is making a strong statement about their professional value. They know that it is easier to convince another department or another employer to give you more money if you are already making a higher salary.

     But don’t stop at just awarding more money at standard intervals. Award new hires more pay after they have accomplished a key project, when they least expect it. Google uses its famed Founders’ Awards to remunerate employees who make significant contributions to important projects. If new hires receive monetary awards outside the regular interval, they will always be on their toes.
	4. Give them special recognition for their achievement.

     Recognizing the achievements of new hires through special nonmonetary-awards programs is a great way to show them that you are actually helping them advance their careers. Companies can recognize new hires for a variety of reasons, from taking a leadership role to interacting with customers and clients to providing the team insight that was valuable.
	5. Provide career coaching and direct support.

     Of course new hires are looking for chic titles, awards, and increased responsibility, but at the end of the day, they also want solid coaching and advice. They look for a company to openly and honestly coach them on their career paths.

     This coaching can take many forms. The standard practice of monthly one-on-one meetings works just fine most of the time. The CTO of Thomson West talks to his top interns about their careers twice a month for 45 minutes during their summer internships. The interns absolutely love it. They appreciate that someone at the company can step back and really guide them toward what may be best for them. And honest guidance like this is great for business. Thomson West continues to recruit some of the best young talent because everyone knows about this coaching culture.

     Some companies take career advancement to the next level by actually helping recruits find new positions, even at another company. McKinsey supports an alumni program for all the students who complete its new-graduate business analyst program. During the recruiting process, it boasts about how well connected the recruits will be by joining the firm (even after they leave)—a key selling point for young graduates with their careers ahead of them.



OEBPS/Images/logo.jpg





OEBPS/Images/MSRCover.jpg
Chris Resto, lan Ybarra & Ramit Sethi

RECRUIT OR DIE

HOW ANY BUSINESS CAN BEAT THE BIG GUYS
IN THE WAR FOR YOUNG TALENT

7





