E-recruitment: new practices, new issues.
An exploratory study.
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Abstract. The Internet as already impacts the recruitmentgs® and the
development of Web 2.0 offers recruiters new pethpes. Are web 2.0

practices revealing new e-recruitment strategiesX@hnect first the RBV and
the SNT respectively with Web 1.0 and Web 2.0. Thes present the results
from an exploratory study conducted among recrsitar software and

computing services companies. It appears thatsheoftiWeb 1.0 is generalized
but that it is becoming insufficient. Web 2.0 isedsby firms to develop
employer branding and a reputation and to creat® ra@ationships with

potential applicants.

1 Introduction

“Every sector, every job, every function, was, isvall be disrupted by Internet”
stated Kalika in 2000 [19]. The HR sector is undérg a transformation. In August
2007,Monster Francehad more than 3 million CVs on their databaseslamkedIris
social network had over 36 million members aroureworld in February 2009.

According to Lepak and Snell (1998) [22], the HRnEtion must confront four
seemingly contradictory pressures. HR departmestseguired to be simultaneously
strategic, flexible, efficient, and customer-oriht Certain authors have suggested
that the use of technology may enable them to sehthese goals [36, 22, 21].
Recruitment plays a critical role in enhancing migational survival and success
[29]. The recruitment process has been profounéfigceed by major changes: the
retirement of the "baby boomers"”, an increasing dnder flexibility and
responsiveness, and complex modes of communicaliba. development of new
“social and sociable” media technology [26] call®deb 2.0” offers companies and
their recruiters new perspectives. Despite the grgvimportance of e-recruitment,
research in this area remains very limited andieapi-oriented [6, 23].

Our main research issue is: Are web 2.0 practiegealing new e-recruitement
strategies?

In the first part of this paper we linked the ReseuBased View with Web 1.0 and
the Social Network Theory with Web 2.0. In the satqart, the results of an
exploratory study on the recruitment practices oft8are and Computing Services



Companies (SCSC) are exposed. Both parts, giveaipdssibility to develop an e-
recruitment model based on Reélal’s (2004) [36] e-HRM model. 2.

2 Competencies, social networks and e-recruitment

2.1 Resource-Based View and e-recruitment 1.0

The recruitment process is in harmony with a cofmgnsive approach to competence
management [11]: acquire, promote and regulateviahgal and collective skills.
Today, competence management is considered to ragegit and a source of
competitive advantage [12].

Thus, according to the Resource-Based View [2], mames should not be seen
only in terms of their business portfolio, but slibbe defined as a unique set of
tangible and intangible resources, a portfolio ofec competencies and distinct
resources [33]. Employees also play a real rothérsuccess of organizations.

The nature of work in the 21st century presentsyrarallenges for recruitment
[32]: knowledge-based work places greater demamdsmployee competencies;
demographic, societal, and cultural changes areespiccad and are creating an
increasing global shortfall in the number of quatifapplicants; the workforce is also
increasingly diverse [32fChamber®t al [8] use the term "the war for talents".

Recruitment is thus the first stage in a comprelverspproach to competence and
talent management. Peretti (2004) [31] divides tberuitment activity into four
stages: preparation, research, selection and attegr With the Internet, recruitment
methods are evolving and diversifying. Accordingat@ecent survey conducted by
APEC [1], the French association for executive awplent, the job market is
becoming more and more transparent: 63% of recemtnoperations result in job
advertisements. E-recruitment can be definettlas use of any technology to attract,
select or manage the recruitment procd8€] (p. 5).

In this perspective we can distinguish three mapeats of web 1.0:

Career websitesto improve the visitor's knowledge of a companyprmppte an
attractive image of an employer and of course geimgr applications [9, 27].

Job boardsto give companies the possibility of communicatingrthab offers to
a large public. Job boards can be generalist, Mk@ster or specialized to provide
more targeted information and more qualified CV3][1

Recruitment systemshave several benefits: cost reduction, efficienaing,
improved service to clients and improved strategientation [30]. Lee (2005) [20]
developed a five-stage evolution model for the@ui¢ing system.

The development of these different tools gives camgs the possibility to access to
important data bases of competencies. With Web dpplications they can
communicate on a large scale, target and manaditive core competencies of the
company to obtain a competitive advantage in liita the RBV.



2.2 Social Network Theory and e-recruitment 2.0

Social Network and Social Capital are two closéiikéd notions that can be assessed
in terms of three dimensions: the strength of tbg, the network’s structure and the
nature of the contact attributes.

Bourdieu (1986) [5] defined social capital as “dmggregate of actual or potential
resources which are linked to possession of a teirabtwork of more or less
institutionalized relationships of more or mutuafaaintance and recognitibr(p.
248). Granovetter (1973) [16] has regularly used jib market to illustratehe
strength of weak tiés Burt (1992) [7] qualify the absence of bridges testw groups
as “structural holes” and highlights the compedtigdvantage it represents with
respect to informational benefits. Coleman (1988) pnd Putnam (1995) [34] do not
share this point of view. They highlight the im@orte of trust in the development of
social capital. For Liret al (1981) [24], what is important it is not the sigéh of the
ties maintained with an individual, but the resasraccessible through the latter: the
higher the contact status used, the higher thepatmnal status obtained.

From an applicant’s point of view, mobilizing a &lmetwork makes it possible to
obtain more information about the company and ti®[B5, 16, 18]. This method
may also enable applicants to acquire better wibjgs18]). From an employer’'s
perspective, according to Rees (1966) [35], makisg of one’s own network or that
of the staff should limit the number of applicasowhilst simultaneously ensuring
their quality and also reduce absenteeism and verndrhis method is both less
expensive and more effective because of the camfil¢here is in the applications
[18]. Companies no longer think twice about seelang their employees’ networks.
Some have formalized this method and put in placefective cooptation policy. A

survey conducted by DARES shows that over 50% afuiters mobilize their

networks during the recruitment process [15].

Social network has been widely associated witht¢en Web 2.0 [28]. This term is
still much criticized; however, it represents reablution in the Web. Web 1.0 fitted
into a scheme of "author to readers” while the \®&btends to reduce hierarchies by
allowing readers to become real actors. It is gsetered and it enhances information
sharing.

In the recruitment framework, the most represeveafi/eb 2.0 tools are:

Blogs,created by applicants and employers and headhuhtistech-job.

Online Social Networks: Facebookor professionall{inkedIn or Viadeo)to find
customers, partners and future employees, to mechtantact “passive” applicants.

Virtual worlds: In June 2007, the first French recruitment forumSameond Life
was organized (1,500 participants).

Cooptation websiteswhere people are motivated (financially speakitm)ind
potential applicants within their entourage andttoact to new talentddbmeetens

Identity management websitessuch a¥iki, improve the visibility on the internet
by, for example, centralizing and synchronizingae page: your blog, your social
profiles... and by promoting your page through a Geegmmercial link.

RSS feeds (Real Simple Syndication)where updated information can be
automatically posted on a search engine of jobreff@oovementor example), or
RSS aggregators (likgetvibesandiGoogle)



Video platforms, such asYoutubeor Youjoh give companies the opportunity to
present their job offers, and applicants the pdggibf introducing their CV.

Web 2.0 gives companies the possibility to put fmdvand increase their social
capital. Employees and applicants can have acoegsmider network, maintain and
develop new relationships. Recruiters can directiptact people with interesting
profiles which did not apply before. According teetSNT, developing, mobilizing a
social network represents several advantages fordgaplicants and employers.

3. Results of an exploratory study

The aim of this study is to determine if Web 2.6lsoare really used by companies,
how they use it and for what purpose. In the presase, we have chosen to study
software and computing service companies (SCSClyThave considerable
recruitment activity and they use Internet widely.

The exploratory study was carried out from May tmel 2008. It was based on
semi-directive interviews, with either face to faoe telephone interviews. This
method of data collection is justified by the explory nature of the study and the
type of data collected: current recruitment prasjdhe practices that are considered,
reasons, opinions. The sample was chosen for canan Although the size of the
sample may seem small, if we consider the sizehefcompanies interviewed and
their recruitment dynamism, this sample neverttef@®vides a global view of the
phenomenon. Data saturation was achieved afteemlanerviews; those interviews
have been recorded and transcribed.

Table 1. Sample characteristics

Number of people /| 11 recruiters including 2 from the same companjohted in a
number of companies | country city and the other in the Head Office).
Affiliated organization | 1 company has less than 100 employees, 3 betw&9® 2and

size 4,999, 4 between 5,000 and 10,000, 2 more thar®@0,0
Location and local | 5 people were at the Head Office, 6 at local agend agency
agency size has less than 100 employees, 5 between 100 and 500.
Recruitment plan for | 1 company does not have specific objectives, 2 pda@ning
2008 between 500 and 1,000 recruitments, 7 between BBOR,500.

After transcription, a content analysis was perfedrby coding themes and defining a
reading grid. A second phase of coding consistecbmparing each interview, from
which five main results emerged. Pragmatic valigdigs estimated by sending results
to participants and analyzing their comments.

3.1 The competence profile is becoming more impont& than position profile.
5 companies declared to think exclusively in teomhsompetence profile and not in

terms of position profile. The 5 others adopt byties of recruitment, but think more
in terms of competence. Each company mentionedthimpractice enables them to



anticipate their needs. Internships are a stapwigt for young graduates to integrate
the organization. Applicants are mainly hired onogen-ended work contract. These
results are in line with the strategic evolutiorcompetence management [12].

3.2 Web 1.0 is essential for recruitment transactits but is becoming insufficient

Job boards, career websites and recruitment systeenased by all companies (see
table 2). Most recruiters think that Web 1.0 endlifeem to advertise job offers easily
and cheaply, whilst appealing to a larger publid anaking better application
management possible. This result is in line withry?and Tyson (2008) [30].

However, considering the highly competitive envir@nt in which SCSC operate,
the classic Web (or Web 1.0) is becoming insuffitier recruitment purposes.

“The classic Web still remains a support that canhe ignored [...] but it is not
sufficient anymore”. “Service companies have apprately the same needs and
tend to contact the same profiles available on sitagob boards, which tend to
increase wage demands, expectations, and applicdersands in general.”

Table 2. Classic tools (Web 1.0) used by SCSC for recruiting.

SCSC 1y 12 |3 |4 |5 |6 |7]8 |9 |10

Means

Job boards X [ X I X [ X [ X | X |x[x |x [X
Career websites X [ X I X X [ x | X |x[x |x [X
Software X | x | X | x | x [x | X|xX |x |X
Internships X | X [ X [ X | X |[X [X]|X |x |[X
Cooptation policy X | X X | X [X X | X
Recruitment agencies X | X X X | X X
Events planning X [ X | X X [ X | X |[x|x |X

3.3 Web 2.0 is used to develop an employer’s bramdj and reputation

SCSC use Web 2.0 as a complement to “real” evetudént events, speed-recruiting
sessions...). Web 2.0 is considered to be a meansoaimunication and
differentiation. SecondLifeis the most representative example. Of the 10 emeg
contacted, 3 have already launched a recruitmesgiase onSecond Lifein 2007.
Few applicants were hired (about 1 to 3 recruitsiehtit it allowed the companies
involved to convey an innovative image of themselvélowever, no further
recruitment sessions are planned. The others cdegpao not intend to invest in
SecondLifeThis is no longer considered to be as interesigg used to be.

Table 3.Web 2.0 tools used by SCSC for recruiting.

Web 2.0 X | x | x [x | x |x |x X
SecondLife X X X
Viadeo X X X X X X X
Facebook X
Video X X X X X
Blogs X




3.4 Web 2.0 makes it possible to manage new relatghips with applicants

Web 2.0 gives SCSC the opportunity to increase sugial capital by creating new
relationships and reaching out to potential applisaMembers of social networks are
not always in-between jobs but they stay open bgpportunities. These “passive
applicants” are interesting for SCSC that are @mntbt searching for new profiles.

“This technology [Web 2.0] makes it possible for tas approach applicants
differently, nowadays we recruit differently”.

Innovative practices appear and tend to developompanies us&iadeds social
network (since 2008¥acebookis used by one company through an application that
allows employees to display open positions on tpedafiles. Another company is
developing its own application. 5 companies havgigipated in recruitment sessions
through video conferences wauJobor Waliitechand/or have used video to hold an
interview and promote the company (for exantptéignepourlemplgi One company
has created blogs about different parts of itsvaiets to demonstrate its expertise,
develop communities, and promote the company. d6 UkeNetvibesaggregator to
create a unique information space. These practcesecent; we do not have the
required distance regarding the outcomes of Web 2.0

Web 2.0 used as complementary information abowpgticant that has already
been identified has divided opinions. Three reersithink that this practice enables
them to see the applicant from a different perspecihe others were more critical,
for several reasons, including lack of time, latlefficiency and lack of ethics.

3.5 Two possible evolutions: decentralization of Fuitment responsibilities or
development of outsourcing

Of the 9 companies with local agencies, 8 have mealized recruitment
management. Each agency carries out its own réseart interviews and has access
to CV databases. The software makes it possiblshtoe information better and
encourages decentralization of recruitment respditis into the regions.

In addition, the development of online social nekgo could generate a
decentralization of recruitment responsibilitiesetmployees. 9 out of 10 companies
have implemented a genuine cooptation policy. Canigsadeclare that applications
are generally of better quality. Web 2.0 could Ifete this policy. 2 companies
encourage their teams to co-opt through these mk$éwand develop their social
capital. This decentralization phenomenon isne livith Ruéket al (2004) [36].

Conversely, Web 2.0 practices could be externaliegdrd recruitment agencies.
This possibility runs counter to the externalizatwonditions defined by Lepak and
Snell (1998) [22], according to which the core HRtidties are capable of
being supported internally as a means of achievicgmpetitive advantage.
Recruitment agencies can, however, provide exgeatisl offer confidentiality.

Evolutions observed in the literature and in thplebatory study are presented in the
table below. Obviously, e-Recruitment 1.0 and efRiément 2.0 are not in
opposition to one another; they may even be comghéany.



Table 4.e-Recruitment 1.0ersuse-Rec

ruitment 2.0.

e-Recruitment 1.0

e-Recruitment 2.0

Large job boards

Development of new services, soetavorks

Subscription to CV databases

Almost free CV andilesofespecially on blogs)

E-mail alerts ("push mail" service)

RSS feeds, teak information

Basic job advertisement (text)

Rich media advertiser(eudio, video, animation

Active recruiters (job advertising)

even passive recruiters (CV selection

D

’Eroactive recruiters (social networks, blogs...)

Active applicants (CV posting, reply
advertisement )

[

dPassive" or "Proactive" applicants (open to ma
opportunities)

Jobs forum

Virtual jobs forum, online events

Classic communication (advertismen

)

Developmemnoployer’s reputation and brandin

Centralization of recruitme

management

tDecentralization of recruitment responsibilitieagg

cooptation through social networks) and

From Transactional recruitment (or
shot, short term)...

Externalization toward recruitment agencies.

a to Relational recruitment (applicant relations
Mmanagement, long term) or even transformati
recruitment (strategic role)

ket

/or

hip
pnal

The literature review and exploratory study givieedter understanding of recruitment
issues. Internet is essential; the intervieweduitams do not imagine recruitment
without Internet. Web 1.0 brought tools giving asxdo important data bases of
competencies. Web 2.0 reveals the shift from exgbdiased recruitment practices to
relationship-based approaches. Recruiters camasertheir social capital by creating
new relationships and reaching out to potentiallieppts. They can also develop
employer branding and reputation and play a moegegiic role within the company.

4. Discussion and conclusion

Based on the literature review and exploratory ywtwd can extend our research by
developing an e-recruitment model adapted from Retelal.’s e-HRM model,

following the same division: strate

gy, goals, tyrel outcomes (see Fig. 1).



Fig. 1. E-Recruitment model, adapted from Re&bl’s (2004) [36] e-HRM Model.
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Initial recruitment strategy, in line with Beyssere des Horts (1987) [4]. Profi

strategyis used in organizations with mature activitiekeTrecruitment process is

very standardized. Positions are explicitly desmtib We can refer to this as

recruitment by profile._Dynamic growth stratedgy used in organizations where
activities are growing quickly. The recruitment pess is not formalized and concerns
applicants with high potential. It is recruitment tompetence, favoring experienced
profiles. Managerial strategg used in organizations which are starting thetivity

or developing new ones. The recruitment procespén. It concerns mainly young

applicants with potential. It is recruitment by quetence, favoring young potential.

e-Recruitment goals.Efficiency and processethe recruitment function, like the HR
function, should work efficiently and be aware afsts [22, 21, 36]. Applicant
relationship managementechnology could make it possible to ensure bette
management of applications [30]. According to oxpleratory study, Web 2.0 offers
means for engaging relationships with passive agpts. Employer branding and
reputation HR practices can contribute to corporate repoatiand branding [25],
Web 2.0 can be a solid support.

e-Recruitment type based on Lepak and Snell's (1998) [22] HRM type.
Operational e-Recruitmentoncerns basic e-Recruitment transactions clexiaet
by short term applicant relationships, global mgssaand automation. Relational e-
Recruitment characterized by the development of “real” appiicaelationships
through better feed-back, and the use of Web 2dlstoTransformational e-
Recruitment concerns strategic e-Recruitmeminchored in a talent management
strategy [14]. Employer branding and reputationiddne a solid support.




e-Recruitment outcomes, adapted from Beer et al’s (1984) [3] outcomes.
High commitment:such outcomes can be characterized in terms o§dtisfaction,
psychological contract, motivation, integrationghlicompetencethis points towards
the ability employees have to learn new tasks alabr It requires careful selection of
employees from the beginning. Cost effectiveneaa be attained by means of
recruitment activities by accurately setting payels, rigorous selection that
improves job satisfaction and performance. Highmrgtuenceconcerns the internal
organization, the ‘input, throughput, and outpuf mersonnel structured in the
interests of all stakeholders. Recruitment reprssan ‘input’ of personnel, which is
the basis for developing a coherent and satisfyiodkforce organization.

As a conclusion, new practices and issues are émgerijowadays, Internet seems
essential for recruitment activity. Web 1.0 broughdls giving access to important
data bases of competencies. Web 2.0 reveals thi¢ fsbim exchange-based
recruitment practices to relationship-based appresc

The model makes it possible to obtain a global vawe-recruitment issues. It
must now be validated by means of empirical re$eddther sectors and other type
of recruiters (for example headhunters) are wodhsaering in order to see the
possible differences in e-recruitment practicesvdtld be interesting to adopt a dual
approach, by studying the applicant’s point of viewdetect what changes Web 2.0
brings to their professional development. Europeamparison would make it
possible to identify the differences in practickscould be worth considering other
issues especially reputation, privacy and secisgiyes.
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