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Tools for Employee
Recruitment and Retention

With the average executive 
life span in the chemical 
industry now at a shock-

ing five to seven years per com-
pany, the employment picture is a 
very different place today.

The high degree of employee mobility 
is a reflection of reduced employee loy-
alty, which has developed as a result of 
the restructuring and increased mergers 
and acquisitions activity in the chemical 
industry. Employers that want to keep 
good employees need to adjust their 
focus not only toward employee reten-
tion programs but to better recruitment 
strategies.

The need for better approaches is un-
derscored by the reduced number of 
college graduates entering the chemical 
industry. The number of chemical col-
lege graduates going directly into the 
chemical industry is a mere 25 percent 
of the number of graduates snapped up 
by the industry in the peak years of the 
early 1980s and 1990s. Although this is 
in part driven by the economy, it also 
reflects non-technical staff taking jobs 
that once had to be filled with individu-
als with chemical training. Twenty years 

ago, recent graduates were hired to go 
into technical and sales positions as part 
of corporate training programs. Facing 
more limited training resources, many 
chemical companies have had to hire 
sales and technical personnel with five 
to seven years of experience.

To address these changes, chemical com-
panies need to improve both retention 
and recruitment strategies. In terms of 
retention strategies, stay-bonuses, of-
fered to a large number of employees 
when a company is undergoing a reor-
ganization or a corporate relocation, can 
be effective. In other situations for key 
executives, stock options with pay-off 
dates tied to important long-term ob-
jectives can work with management by 
objectives (MBOs), which are used as a 
benchmark for middle level managers 
and for extremely valuable employees. 
Other retention strategies can be as sim-
ple as paying employees their annual 
bonuses the following year in the March 
or April time frame. If the employee 
leaves the company any time toward the 
end of the year or before the payoff in 
March or April, it costs the employee an 
entire year’s worth of bonus.

Just as important, however, in building 
employee retention is developing an ef-
fective hiring process. The critical first 
step in beginning the hiring process is 
to outline the description of the position 

according to the needs and interests of 
the potential candidate. The key points 
are outlined below.

• Focus on the position at hand by 
describing what the key accounta-
bilities are-not just listing the “must 
have” requirements.

• Define the position by showing with 
whom or what with department the 
position will interact.

• Describe the key challenges of the 
position.

• Describe the business culture both 
at the corporate level as well as in 
the actual location the position is 
based.

• Describe the background of the per-
son to whom the position reports 
and this person’s management style.

• Describe the makeup and back-
grounds of the peer group or subor-
dinates’ group, if any.

• Outline the opportunity for ad-
vancement from this position over 
the next three to five years.

• Describe the community that the 
position is based in, which includes 
providing cost of living and cost of 
housing data for the local area.

Answering these questions honestly and 
comprehensively up front makes all the 
difference in the world to the job can-
didate. Also, before releasing the posi-
tion description, obtain additional input 
from other key people, who also may be 
impacted by the person hired. The incor-
poration of this additional input makes 
for a more effective position description.

The interview process is the next step 
in the recruitment process. Interviews 
should be conducted according to a “be-
havioral-based” methodology-that is, by 
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looking at how a prospective employee 
has actually behaved when faced with 
real-world, work-related situations or 
problems. Behavioral assessments pro-
vide a more predictable outcome when 
screening job candidates.

Although many companies usually use 
a traditional interviewing process, often 
special positions require more specific, 
behavior-based assessment. If the com-
pany needs to recruit specifically for a 
certain skill or experience, an executive 
recruiter, using the behavior-based ap-
proach, can be valuable. An important 
tool is to have the job candidate answer 
questions in writing before the inter-
view takes place, which then allows the 
face-to-face discussion during the actual 
interview to be much more meaningful. 
A custom-developed application is an 
excellent tool for screening for a posi-
tion. Take the specifications, needs and 
wants as outlined in the position de-
scription, and then turn them into ques-
tions. For the sake of continuity, and to 
make the interview process much easier, 
ask every candidate the same questions.

The structured interview, or behavio-
ral interviewing, is a very subjective 
process. But by using validated assess-
ments, a company adds an element of 
objectivity. This should be the primary 
focus of the interview. Of course, dress, 
appearance, personality, background 
and experience are important factors. 
Once you have completed the interview-
ing process, select the top two or three 
candidates and always check former 
work supervisors’ references, which of-
ten hold the key in evaluating the behav-
ioral history of a job candidate. To expe-
dite the entire hiring process, reference 
checking should be started at the very 
beginning whenever possible. The writ-
ten interview, the in-person interviews 
and reference checks all are important 
tools used in making the final selection.
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