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EXECUTIVE 
SUMMARY
Talent acquisition has developed from the previous field of 
recruiting based upon a more strategic focus, and improved 
capabilities, which are often provided by technology.  
Developing a talent acquisition strategy starts with a clear 
focus on the type of people who need to be acquired, and 
builds best fit processes and activities around this strategic 
clarity.  This is particularly critical when working across a 
large organisation or on a global stage, since it will never 
be possible to control all activities centrally and it therefore 
becomes more important to clearly articulate the most vital 
aspects of an organisation’s approach.

Alongside the development of best fit processes, organisations 
should select and implement the appropriate technologies 
which will best enable the chosen processes.  Relevant 
technologies that organisations should consider include social 
media, mobile, video interviewing, games and simulations.

Measurement and analytics are also important aspects of 
a talent acquisition strategy as these enable progress in 
implementing the strategy and in undertaking particular 
activities to be monitored and where appropriate, improved.

Finally, the Recruiting or Talent Acquisition function needs 
to be organised around the strategy, including the particular 
processes and technologies which have been developed and 
selected.
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INTRODUCTION
We are currently in the midst of a major transformation 
in which recruitment is evolving into the new field of 
talent acquisition.  This transformed approach focuses on 
maintaining or adding new capability or diversity to the 
workforce, ensuring organisations have the right people to 
do the required work at the right time.  Whilst this might not 
sound like a major change, the move to talent acquisition is 
resulting in the development of some quite fundamentally 
different approaches.  Therefore if you think back to what we 
were doing in recruitment 10 or even 5 years ago, and then 
look forward 5 or 10 years into the future, there are actually 
very few similarities between the activities being performed 
or the jobs being undertaken.

This white paper identifies some of the most important 
factors which all employers, particularly if they are large or 
are operating globally, need to take account of to make a 
success of their strategies and approaches within the still 
relatively new world of talent acquisition.
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The most common need being experienced by organisations 

implementing talent acquisition is to be smarter about the type of 

people they want to employ, and therefore who they need to recruit.  

This is particularly important given the typical scenario faced by many 

companies of attracting too many applications and yet still having a 

deficit in desirable talent.  The smarter and clearer we become about 

our requirements, the greater the chances that we will find the right 

people.  This need to focus applies in particular to the most important 

jobs within a business, but even in volume roles we should focus on 

selecting the right people to bring on board, rather than just identifying 

those people we definitely do not wish to employ.

The people which a company needs can be defined in terms of the 

specific tasks and skills required in a job, but this definition should 

also refer more broadly to the organisational values, behaviours or 

competencies which need to be exhibited.  Extending this definition 

helps tighten up selection decisions, for example by recruiting for 

attitudes, which people often find hard to change, rather than technical 

skills, which are often easier to develop.  It also helps a company recruit 

those people, for example graduates, who have little career experience.  
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And it means the organisation can look to recruit people into a longer-

term career not just an immediate job vacancy.

Once an organisation is clear about the type of people it needs to 

employ and recruit, it can also review what these people will be looking 

for and build these factors into the jobs and careers it intends to offer 

them.  This offer is often articulated as an employee value proposition.  

The key point here is that this value needs to be unique to a particular 

organisation and the people it intends to recruit.  Whilst recruiting 

strategy was often based upon becoming an employer of choice, talent 

acquisition needs to focus on making a particular organisation an 

employer of choice for the people it chooses.

The factors included in an employee value proposition can also be used 

as the basis for an organisation’s employer brand, informing all of the 

company’s marketing and communication about employment with the 

organisation.

Identifying the right talent also often involves being clearer about 

those people an organisation does not want and then working this 

into its talent acquisition approaches by providing information and 

questions which help these people to self-select themselves out.  

Doing this makes it easier for the organisation to spot the right people 

and also reduces the number of people it has to reject, reducing the 

possibility of damaging the firm’s employer, and even its corporate, 

brand.

http://www.hrzone.com
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Once the organisation is clear about the types of individuals it wants on 

board then it can tailor its talent acquisition approach around recruiting 

these people.  Recruiting strategy tends to be about following best 

practice but talent acquisition processes need to be developed to meet 

a specific business’ needs.

The same logic also means using differentiated approaches applied 

to different employment groups within a particular organisation.  

For example, companies will generally want to use more proactive 

approaches aimed at finding the very best people, such as sourcing, 

for critical, difficult to recruit roles, and other approaches emphasising 

efficiency, whist still meeting job requirements, for volume roles.  

A good example is Wal-mart which uses group interviews to recruit 

people into its stores significantly reducing costs but also trading off 

any reduced ability to test a particular individual’s abilities with better 

assessment of their performance within a team.

Despite the need for these best fit, differentiated processes, some 

aspects of talent acquisition do feature relatively consistently in many 

organisations.  Probably the most important of these features is a 
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shift of focus from “push” to “pull.”  Old-style “push”-based approaches 

were about promoting a company’s vacancies to anyone who might be 

interested in them in the hope that enough people would apply.  New 

“pull”-based processes focus on getting the right people excited about a 

career or role within the company so that the organisation has access to 

a pool of pre-engaged and potentially partly pre-qualified talent it can 

tap when it is time to recruit.

Pull-based approaches can be supported by developing employees as 

brand ambassadors who understand that adding to the organisation’s 

bench strength of talent is part of every employee’s job.  These people 

tend to be much more proactive in making referrals from their networks 

than most other organisation’s employees.  Alumni are another 

obvious but often under-utilised stakeholder group with which to 

build engagement.  Many businesses now have alumni networks which 

provide a good proportion of hires into the business and can also be 

used to generate referrals of other potential recruits as well.

Communities are another common feature of these pull-based talent 

acquisition approaches with some organisations forming external 

communities of talent in advance of having any specific recruitment 

needs. This helps them reduce time to recruit once they do have a 

vacancy and can often improve the quality of hire as well.  One example 

of a company using this approach is Coca Cola in the USA, which 

maintains an external community of talent stocked from sourcing and 

employee referrals as well as alumni who might be recruited back into 

the organisation.

Other organisations aim to develop groups or communities to help 

capture a person’s most important details prior to or at the start of an 

application, or to recycle applicants from one vacancy to another, and 

then maintain ongoing relationships with these groups.

http://www.hrzone.com
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Social conversations are also likely to be part of a pull-based talent 

acquisition strategy.  Companies provide information to support 

their employer brands, answer peoples’ questions and progressively 

attract the right people into thinking about a job or career with the 

organisation.  A good example of this is Zappos which has recently 

launched an Insider programme in which people are encouraged to join 

a community and then have informal conversations with the company’s 

recruiters about the jobs that may suit them best.

Organisations implementing pull-based approaches also need to 

examine their talent acquisition activities from the perspective of the 

external talent they are targeting.  For example, people are likely to 

value an authentic employer brand, where the way a company describes 

itself supports what it is really like to work for the company.  Up-to-date 

information and regular communication are also likely to be part of a 

good candidate experience.  Poorly designed careers sites and lack of 

response about an application, commonly referred to as the black-hole 

effect, are obviously not going to be seen as compelling and are not 

going to pull a potential recruit towards an organisation.

One other important aspect of talent acquisition is that it is integrated 

into the rest of talent management.  This integration provides the 

ability to choose between and combine processes, for example to either 

recruit someone with experience or to develop an existing employee 

internally, or maybe to recruit someone with less experience who can 

then also be developed.  This integration across talent management 

also ensures that the employer brand is delivered through other 

processes and practices and that a company does not recruit people 

who will not then want to stay in the organisation.  

http://www.hrzone.com
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Technology plays a big role in talent acquisition, and has had a huge 

impact on how this has evolved from recruitment.  However, technology 

should always be chosen and used to drive and support a particular 

talent acquisition strategy.  Companies often need to combine strategy, 

technology and creativity to develop an innovative, best fit approach, 

particularly as anything which comes across as little bit novel is likely 

to be more successful in getting people’s attention.

Relevant technologies include job boards and aggregators as well 

as companies’ own careers sites and recruiting / applicant tracking 

systems.  Recruiting systems have been a major barrier to effective and 

efficient talent acquisition but these systems have been improving 

rapidly.  One key trend is the move to candidate relationship 

management which enables recruiters and hiring managers to 

communicate with candidates in a smarter way, responding to the 

needs and interests of the candidate.  Another important development 

is the growing availability of integrated talent management systems 

which provide recruiting functionality alongside performance 

management, learning and development and other HR process areas.  

These integrated systems help in developing the sort of integrated 

approach to talent management which was described above.
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Additional opportunities are provided through social media.  Companies 

are using these publishing and networking platforms to find the right 

people, to promote their employer brand, to get their positions out and 

to enable the more conversational approach which has also already 

been described.

Companies are also using a mobile-first approach as mobile is 

increasingly the main way that people are accessing the internet, 

in particular, social media.  Tablets provide new, interactive ways 

of accessing information and apps enable candidates to download 

functions onto their devices, to use some of these capabilities offline 

and to harness the tools provided on their mobile devices, such as 

the camera and geopositioning capabilities, as part of a job search 

or application.  These new opportunities enable creative approaches 

to localised recruiting for example via the use of QR codes.  A good 

example of what can be achieved is the way LV use pictures of 

employees working in different roles which are displayed on bus 

shelters (about as cheap a method of recruiting advertising as can be 

found).  People who may be interested in a particular role can take a 

picture of the person on the poster and send it to LV.  They then get 

called back with a compelling description of what it is like to work in 

that role for the company.

There are lots of other technologies which are also relevant, such 

as games and simulations for attraction, CV-sifting algorithms, video 

interviewing, and simulations for assessment and selection.

Rather than writing a whole white paper just on all these new 

technologies and their use for talent acquisition, this paper will focus 

primarily on video interviewing.  Many recruiters are already using 

Skype or Google Hangouts in preference to telephone calls as they 

find video provides them with lots of useful input on a candidate.  This 

also saves time and expense in comparison to travelling for a face-

http://www.hrzone.com
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to-face interview, which is particularly important when recruiting 

into volume roles and is essential in a global company when meeting 

someone based in a different geography would be almost impossible.    

Companies can also get several different people together in one 

interview which again would be particularly difficult without this 

technology when these attendees are not co-located.

However, Talent Acquisition professions are finding specialist 

recruitment-oriented video conferencing systems are even more 

powerful and far more useful.  These systems are more efficient, 

enabling candidates to record their interviews and recruiters to review 

these asynchronously.  Interviewers can also share documents with 

candidates easily and seamlessly during the interview.  The systems 

can also be more effective, as the improved technology-enables even 

more of the nuances about people’s body language to be picked up.  

The recordings can also be replayed and distributed to different people 

across the organisation to get a more coherent assessment of an 

individual.  Lastly but most importantly, these systems allow companies 

to tailor the look and feel of the site, reinforcing their employer brand.

http://www.hrzone.com
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Another important aspect of talent acquisition, which again marks a shift 

from the traditional world of recruitment, is a focus on measurement and 

analytics.  Most organisations will want to measure the time, cost and quality 

of recruitment.  However, across these three perspectives it is the quality area 

that provides the most strategic measures.  In particular, if Talent Acquisition 

professionals do measure time and cost it is vital that they measure quality 

as well as otherwise this is likely to be reduced to meet time and cost targets.

Providing these measurements involves collecting data from recruiting 

systems, social media and other technologies, and perhaps supplementing 

these through the use of employee or applicant surveys.  Data can also be 

added from external sites such as Linkedin and Glassdoor.

As well as monitoring the strategy these measures enable descriptive and 

predictive analytics to be performed, reviewing recruitment processes against 

the quality of recruit and the time and cost of recruitment, and the quality of 

recruit against the business results which have been achieved.

Technology makes the conduct of analytics more achievable for example 

by providing semantic analysis of CVs or analysis of behaviours from 

participation in games and simulations.
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The need to focus on the right people and to build processes, select 

technologies and identify measures around the acquisition of these 

people is particularly important when operating at a large or global 

scale.  Not everything can be managed centrally and therefore it is 

particularly important for a multinational or global organisation to 

focus on the most important talent, and the most important aspects of 

its talent acquisition approach.  However, these approaches will need 

to be tailored according to the different geographies and job markets 

which are covered.

This means that the common issue about standardisation and 

centralisation versus flexibility and decentralisation becomes 

particularly critical within a large company.  These organisations 

often want to maintain centralised management and control of their 

employer brand; the choice and use of their recruiting system and 

other technologies; and the key measures to be used for evaluation, 

which can also provide some internal benchmarking across different 

geographies or business units.  However each company will need to 

make its own decision about what it makes sense to keep consistent 

and what needs to be tailored and managed locally.
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Global companies in particular may also decide that there are some 

roles which need to be recruited globally.  Some companies do this 

extensively, for example IBM supports its strategy of being a Globally 

Integrated Enterprise by recruiting people from anywhere in the world 

into a large proportion of its roles.

These complexities lead to further decisions about whether recruiters 

need to be based centrally, regionally or locally.  Global companies may 

also look to move recruiters from higher to lower cost locations.

All Talent Acquisition functions will also have to consider whether 

they need to develop new roles such as community managers, game 

designers and data analysts, and the required capabilities of all those 

involved in recruiting.  Talent acquisition also often requires greater 

integration across the whole organisation and particularly across 

recruiters and sourcers, and between recruiting and the rest of HR.  

Many organisations will also find that using technology enabled, 

pull-based talent acquisition processes mean that employees, line 

managers and business leaders are all able and are often required to 

take a greater role in recruiting.  In fact, probably the most significant 

success factor in talent acquisition, maybe even more important than 

technology, is an organisational culture which makes continuously 

looking out for talent part of everybody’s job.
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HRZONE.COM
HRZone.com is an online destination for HR 

professionals offering advice, guidance, opinions and 

up-to-date information on how the working life and 

responsibilities of the modern HR professional are 

being shaped. We cover a range of topics including 

employment law, people management, leadership, 

employee engagement and more. Our content is 

written by HR leaders as well as consultants and 

industry commentators.

JOBATAR.CO.UK
Jobatar is a leading provider of video interviewing 

cloud software; the best alternative to telephone and 

first round interviews that helps to identify the best 

candidates and allows companies to make better 

hiring decisions.

Jobatar’s cloud based platform is affordable, easy 

to deploy and use – a great tool, aimed at bringing 

huge benefits to the hiring process in terms of cost 

reductions, increased speed of hiring and attracting 

the best candidates.
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