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ABSTRAKT

Cilem diplomové prace je vytvoieni projektu naboru zaméstnancii pro vybranou spolec¢nost. V
teoretické Casti je definovana charakteristika pojmu fizeni lidskych zdroji, jeho funkce a cile.
Dale je pozornost zaméfena na nabor. V praktické Casti je uvedena charakteristika firmy,
nasleduji analyzy zaméstancti a analyza soucasného systému naboru fidicu, které tvori zakladni
vychodisko pro uvedeny projekt. Nasledn¢ je na zaklad€ vSech provedenych analyz navrzen pro-
jekt na vytvoreni nového naborového systému. V posledni ¢asti diplomové prace je tento projekt

podroben nakladové, casové a rizikové analyze.

Kli¢ova slova: tizeni lidskych zdrojt, nabor, zaméstnanci, fidi¢, referral program

ABSTRACT

The aim of the thesis is to create a project of employee recruitment for the selected company.
The theoretical part describes the characteristics of the concept of human resources management,
its functions, and objectives. Additionally, attention is focused on recruitment. The practical part
describes the company's characteristics, follows the analysis of the employees and the analysis
of the current recruitment of drivers, which forms the basis for the project. Subsequently, based
on all the analyzes carried out, a project of a new recruitment system is proposed. In the last part

of the Master thesis, this project is subject to cost, time and risk analysis.

Keywords: human resource management, recruitment, employee, driver, referral program
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INTRODUCTION

Without any doubt, every single company needs some form of management. It is a key for
effective and efficient company workflow and for obtaining the human capital in general.
The quality of the human resource basically decides whether the company will succeed on
the market or fail/bankrupt. Human resource has gone through a lot of developing stages
during the past dozens of years. Due to the enlarging amount of activities that are needed to
be performed in human resource field there has been the need for higher requirements of the
employee. Human resource contains of a lot of specific tasks and duties needing to be carried
out by professionals. In order to make suggestions and progress within the organization there
is a need to make analysis in terms of the current situation of employee searching and re-

cruitment in the chosen company, and followingly design solution on improvements.

Furthermore, lack of drivers is a big problem, because the company has commitments to its
founder in the form of meeting the mileage that is contractually established between the
founder and the company, my work will compose of obtaining, selecting, and hiring em-
ployees in a specific public transportation company. In fact, placing the wrong person to a
certain position might not only waste time and money, it also creates a ripple effect of neg-
ativity that impacts every other employee — that is the reason, why hiring process is critical
for any organization. I have chosen to deal with this issue since recruitment and the prob-
lematics of human resource are the keys to successful company, also is it presumed as an
interesting topic and I found myself being riveted by it. The knowledge of recruitment helps
getting around in working environment while is it deemed as one of the general knowledge

while working for any company.

Not only should this project motivate employees of the chosen company to recommend
someone because of the financial benefit, it should also be beneficial to the company. Using

an efficient recruiting system, it would be possible to take more drivers into employment.

The theme of the Master thesis was selected due to the constant lack of drivers in the com-
pany. The goal of this Master thesis is to develop the project of employee recruitment in the
chosen company and to evaluate the expected benefits, risks and costs associated with the
implementation of the project. However, the name of the company will not be mentioned
here based on the wish of the company's management. Under the preservation of anonymity,

instead of the real name of the company, the name "chosen company" will be used instead.



TBU in Zlin, Faculty of Management and Economics 10

GOALS AND METHODS OF MASTER THESIS

The aim of this Master thesis is to create an effective employee recruitment program which

can improve the current situation in the selected company.

The thesis consists of two parts total, one being theoretical and the other practical part. In
the theoretical part, based on literary sources, I will collect all information regarding human

resource management, searching, and selection of employees.

In the practical part, selected company will be presented as well as the organizational struc-
ture and evaluated using fluctuation analysis, retention analysis, average tenure of stayers
and leaver analysis. The current recruitment process will be analyzed. The analysis will be
made based on breakdown of interdepartmental documents, mainly the annual staff analysis
and internal personnel regulations related to human resources. The analysis will also use the

analysis of selected data from the personal information system.

For the purposes of this Master thesis, the company's internal employee analysis method will
be used at the same time as the method of an interview (qualitative method) with the human

resource manager of the company.

Based on the results of the analysis, an effective recruitment project will be developed, which
will be subject to time, cost, and risk analysis. The expected benefits of the project should

occur to improve the recruitment system of the selected company.

Part of the project will be an evaluation of project implementation costs, expected benefits
and risks associated with project implementation. In addition, the time analysis of this pro-

ject will be prepared.
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1 HUMAN RESOURCES MANAGEMENT

We can label human resources management as a basic tool of society. The people who work
in the company are its main component. Also, according to Genc (2016), HRM is defined as
a set of knowledge and practice regulating the relationship between the enterprise and the
employees. Human resource management activities are interrelated and should be applied in
harmony. There are two stages of human resource management. The first is finding the peo-
ple suitable for the job and motivating them, whereas the second one is to support and eval-

uate the development of the employees hired.

Human factor is flexible, able to rapidly adapt to any changes, and properly able to manage
measurable results. It provides work, talent, creativity, and energy. Motivated and conscious
staff is the key to increase the efficiency of the company and an important factor for success.

(Skrzypek, 1999)

: Qtualificatioﬁ
Staff
{ . EXPfefience o )
fuctyr
| - 7 " Cture
o Quality of work 7
: 7 Market

- Performance

Figure 1: Division of non-material resources (Borkowski, Pavelkovd, 2011)

The terminology of HRM originated in the USA subsequent to the human relations move-
ment. The term first appeared in the textbook literature from the mid-1960s, specifically in
relation to the specialist function which was interchangeably termed ‘personnel’ or ‘human
resource’. HRM were seen as proactive, integrative, part of an employee commitment per-
spective and long term in focus. In line with this perspective, human resources were seen as

an asset and not as a cost. (Marchington, 2016)

Human resources are the most valuable and unique asset of an organization. The successful
management of an organization’s human resource is an exciting, dynamic, and challenging

task, especially at a time when the world has become a global village and economies are in
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a state of flux. The scarcity of talented resource and the growing expectation of the modern

day worker have further increased the complexity of the human resource function.

Even though specific human resource functions/activities are the responsibility of the human
resource department, the actual management of human resource is the responsibility of all

the managers in an organization.

It is therefore necessary for all managers to understand and give due importance to the dif-
ferent human resource policies and activities in the organization. Human resource manage-
ment outlines the importance of HRM and its different functions in an organization. It ex-
amines the various HR processes that are concerned with attracting, managing, motivating,

and developing employees for the benefit of the organization. (Urban, 2017)

Main HRM functions

Sometimes, the HR function is regarded as the conscience of employers, there to ensure that
the pursuit of more productive and efficient work does not ignore the human dimension.
HRM is often seen as ambiguous and beset with tensions between the caring and the control
elements of the role. Tensions can occur between different parts of the HRM functions, es-
pecially those highly specialized and differentiated. For example, employee relations experts
typically show more awareness of the ambiguity and tensions inherent in the employment
relationship than their colleagues elsewhere in the HRM function, and believe more in the
value of structures as a key component of HRM. Issues may also fall within pro province
both of HR and other management functions, for example, corporate communications may
bet the responsibility of sales and marketing, public relations, or planning, as well as HR.

(Marchington, 2016)
Among the basic human resource management functions, we can list the followings:

e Employment planning

o Job design

o Job analysis

o Human Resource Planning
e Staffing

o Recruitment

o Selection

o Hiring
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o Induction
e Human Resource Development
o Performance Evaluation
o Training & Development
o Career Management
e Reward Management
o Pay Management
o Welfare Management
o Incentives Management
e Employee & Labor Relations
o Employee Movements
o Health & Safety Management
o Discipline Management
o Grievance Handling

o Labor Relations

The role of HR

As Armstrong (2017) states, the role of HR becomes that of encouraging and facilitating the
sort of performance management processes. This is an important role. HR specialists work
alongside line managers, helping them as necessary to develop their skills, encouraging them
to carry out their performance management responsibilities and providing guidance on such
matter as preparing profiles, including knowledge, skills, and competency analysis. They
assemble teams of committed, and experienced managers who can act as coaches and men-
tors and stimulate the creation of communities of practice, ensuring that performance man-
agement is on the agenda. More specifically, they run training events and conduct surveys
to evaluate the effectiveness of performance management. In essence, HR specialists exist

to support performance management rather than drive it.

Job design

The strategy should be to encourage, guide and, as necessary, train line managers on how to
increase job engagement by designing or modifying jobs that, as far as possible, meet the

requirements to provide challenge, autonomy, and variety. (Armstrong, 2016)
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Human resource planning — HRP

In compliance with Geng (2014), human resource planning is a human resources manage-
ment activity that fulfills the task of identifying the need for human and creating plans for
the purpose. Human resource planning is based on the opinion that the employees are a pri-
ority for a business and evaluate human resource needs of the enterprise in terms of the

number and kind.
Human resources’ planning is a decision-making process of three important functions:

1. To reach the human force whose properties suitable for the job and to determine the
number of employees.

2. Motivating the employees to show good performance.

3. Ensuring compliance and communication between activities related to human re-

source management and the business goals. (Geng, 2014)

Training

People tend to engage in learning as a result of experiencing gaps in their current and goal
states. Detection of these gaps constitutes the emergence of problems, which involve a lack

of knowledge of what actions to take in order to achieve desired outcomes. (McElroy, 2003)

Number of skills are instilled in employees through training and development. Training re-
fers to a planned effort to facilitate the learning of job-related knowledge, skills, and behav-
1or by employees. Development involves acquiring knowledge, skills, and behavior that im-
prove employees. Ability to meet the challenges of a variety of existing jobs or jobs that do
not exist yet. Changes in strategies often require changes in the types, levels, and mixed of
skills. Thus, the acquisition of strategy or related skills is an essential element of the imple-
mentation of strategy. Through recruitment, selection, training, and development, companies

can obtain a pool of human resources capable of implementing a given strategy. (Noe, 2015)
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Figure 2: Elements of the personal system in an organization (Borkowski, Pavelkovd, 2011)

Reward strategy is a declaration of intent. It defines what an organization wants to do in the
longer term to address critical reward issues and to develop and implement reward policies,
practices, and processes that will further the achievement of its business goals and meet the

needs of its stakeholders.

Reward strategy provides a sense of purpose and direction, a pathway that links the needs of
the business and its people with the reward policies and practices of the organization and
thereby communicates and explains these practices. It constitutes a framework for develop-
ing and putting into effect reward policies, practices and processes that ensure that people
are rewarded for doing the things that increase the likelihood of the organization’s business

goals being achieved. (Armstrong, 2016)

Developing a job description

The job description is one of the key documents in recruitment and selection activities. Based
on the job analysis exercise, it summarizes the tasks that make up the job, together with
statements of reporting lines, areas of responsibility and performance criteria. Job descrip-
tions tend to follow a standard format from company to company, usually listing the follow-
ing information:

e Job title

e (Grade/rate of pay

e Main location

e Supervisor’s name/post
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e Summary of the main purpose of the job
e List of principal duties together with very brief description
e Reference together documents (such as collective agreements) that may clarify or

expand on other items (Taylor, 2016)

Opportunities for personal growth

The engagement strategy should consider what steps are required to ensure that people have
to opportunity and are given that encouragement to learn and grow in their roles and develop

their future careers. (Armstrong, 2016)

The work environment

The work environment impacts on engagement by influencing how people regard their roles
and carry them out. The strategy should aim to create a work environment that is enabling,
supportive and inspirational. An enabling environment will establish the conditions that en-
courage high performance and effective discretionary behavior. These include work pro-
cesses, equipment and facilities, and the physical conditions in which people work. A sup-
portive environment will be one in which proper attention is paid to achieving a satisfactory
work-life balance, emotional demands are not excessive, care is taken to provide healthy and
safe working conditions, job security is a major consideration and personal needs are taken
into consideration. An inspirational environment is one in which effective leadership is pro-
vided by managers, the work is challenging, feedback to employees ensures that their con-
tribution is recognized and rewarded, and there is plenty of scope for career development.

(Armstrong, 2016)

The working time regulations

These originate in European Union and are quite complex and lengthy. However, the basic,

fundamental rights they give are easily summarized:

e A limit of 48 hours per week

e Four weeks paid annual leave each year

¢ 30 minutes rest in any period of working lasting six hours or more
e 11 hours rest in any one 24-hour period

e 24 hours rest in any seven-day period
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e Night workers are limited to eight hours work in any one 24-hour period and have
the right to free, regular health checks
e Special provision that restrict the working time of young workers (16-18 years-old)

(Taylor, 2016)

Motivation

There are plenty of circumstances effecting the work motivation. Speaking of those factors,
we can split them into two categories — such as internal and external. This separation is based
on the fact whether the employee is motivated by the work activity itself or by what the
employee gains by it. (Urban, 2017)

The most common model of all is probably the Maslow pyramid model that focuses on the
satisfaction of needs. Human needs are sorted according to their placement in the hierarchy.
The needs placed on higher position in this pyramid give the impression of the more moti-

vating ones and motivating only if the “lower” needs have been satisfied.
We can distinguish five main groups that are classified by Maslow:

e Needs psychological (which are dispensable for surviving)

e Safety Needs (safety and health, that are also caused by the working environment
and working conditions)

e Love/belonging (social needs) — (friendship, belonging, social acceptance, for exam-
ple agreeable atmosphere at work or time to entertainment)

e Esteem (appreciation, self-esteem, prestige, success, respect, and attention of others,
also called ego needs)

e Self-actualization (such as a need of self-development, acquiring new knowledge,

ability to solve problems, and being creative) (Urban, 2017)

Personal controlling

Personal controlling serves the company for company’s controlling and is functional area of
human resource management. It deals with personnel, not individual employees, also support
human resource management in the planning and controlling area. According to Urban, it
deals with pointing out specific short-term and long-term goals and observations and break-
down of variations between established goals and reality in the human resource management

area. The aim is not only to evaluate human resource management from the viewpoint of its



TBU in Zlin, Faculty of Management and Economics 19

value added to the total company’s performance but also helps to reach higher effectivity in

this area and to point personal processes and activities to their customers’ needs.

Personal controlling is a tool to demonstrate the contribution of human work to the fulfill-
ment of organizational goals. Its usage helps the human resource managers to become real
business partners and to participate in all strategic company’s decisions. Observing, meas-

uring, and evaluation of key personal indicators enables in general:

e Manage and influence costs connected to personal activities
e Tracking the payback of human resource management investments

e Tracking of work effectivity (Horvatova, Blaha, 2016)

Importance of communication

Based on Corey (2016), it doesn’t matter what industry employees work in, where they are
located in the world, or the type of employees who work for the company: communication
is at the core of everything that is needed to achieve the HR and business objectives. Ac-
cording to the Chartered Institute of Personnel and Development (CIPD), communication
supports the organization’s smooth running, successful change programs, and good leader-

ship on vision, strategy, and value’s. (CIPD, 2015)

For this reason, communication is critical to the success of the organization, and one of the

key reasons why it is important to communicate effectively.

Figure 3: Key reasons for communications (Corey, 2016)
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Why Managed HR

One simple reason of why more number of organizations is opting for managed human re-
source services, is to enhance its efficiency. It is not possible for an organization, mainly
focused on growth, to concentrate on managing its human resource effectively. This is espe-
cially applicable for small businesses with no HR department. There are many reasons for
this, including lack of time to focus on HR management; unaware of human resource prac-
tices; lack of quality HR managers, and unaware of the advantages of implementing HR
practices. All these, and the apprehension of the cost of setting up HR practices encourage

many organizations to opt for managed HR services. (Kranium HR, 2014)

Between several benefits of managed human resources, we can list those mentioned down

below:

e Increase focus on core activities of the organization

e Avail HR expertise at an affordable price

e Improve productivity with prime focus on core business
e Professional HR approach

e Saving management time on non-core issues

e Increased employee retention

e Transparency within the organization (Kranium HR, 2014)
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Figure 4: Human Resource Management System (The PIRLO, 2016)

1.1 Reward management

According to Marchington (2016), the sight of employees sprinting away from the workplace
at the end of the day suggests that many workers are not that well motivated. Indeed, in one
recent study, work was regarded as one of the worst activities for people’s momentary hap-
piness — just above being sick in bed. Compensation is required to take account of the terrible
experience people have when they go to work. Certainly, money is a factor that can motivate
them at work, but even here things are not straightforward. Many people are motivated to
work hard regardless of financial reward, and for some the level of monetary reward is im-
portant symbolically — as recognition of worth. Clearly, there are benefits from being at work
as well as money — such activity, variety, and social contacts. The concept of rewards is now

less to do with the technicalities of complex pay structures and job evaluation, and more
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concerned with organizational strategy. It is important the reward philosophy reflects the
overall objectives of the employer, and that different elements of the package send a clear
and consistent message to employees. Moreover, as organizations become flatter and pro-
motion opportunities are reduced, even more emphasis is placed on the recognition and re-
ward elements of the pay system. When examining the reward package as a whole, however,
it is important to consider other benefits — financial and non-financial — that provide that

total experience for employees.

Reward system can influence number of HR processes and practices, which in turn impact

on organizational performance:

1. Reward influence recruitment and retention. High wages attract more applicants
which allows greater choice over selection and hiring decisions, which in turn may reduce
labor turnover. In addition, better performers generally need to be rewarded more highly
than poor performers. The type of payment system — not just the level of reward — also has
an effect on recruitment and retention, so performance-based systems are more likely to at-

tract high-performers.

2. The way in which employees are rewarded has a major influence on corporate cul-
ture. For example, reward systems that provide benefits to long-serving staff are likely to
shape the existing culture into one where loyalty is seen as central to the corporate ideology.
In contrast, a system that rewards innovative behavior is more likely to help create a creative

innovative culture.

3. Cost is a key factor in reward system, and for service-sector organizations, labor costs
are a significant proportion of their overall costs. The employer might wish to achieve flex-
ibility so that labor costs can be brought down if the organization is under financial pressure.
Having a lower cost ratio than competitors might be another aim. However, lower wages do

not always lead to reduced labor costs because productivity may be lower.

4. Employee see reward system as signaling the importance the employer places on
various activities or behaviors. Hence, reward system has a motivational impact and needs

to be integrated with the corporate behavior being sought. (Marchington, 2016)
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1.11

Employee Remuneration - Awards

As Forsyth (2009) mentions, the combination of recognition and performance is a fitting

complexity to reflect on a tangible reward, which can be anything from a payout to a bonus

package. It includes the followings:

Corporate cars - such a value is undoubtedly valuable. Still, we must not overlook
the weaknesses or make misconceptions about this option, such as a very high tax on
business cars. Despite this, service cars remain an important part of many corporate
packages and are inherently seen as a way of recognizing them.

Commission - this is factually defined as a payment that is often added to pay and is
tied to work results. It motivates only if they are properly set up for the award. The
amount should be a significant proportion of the total salary. Commissions may also
be awarded in a non-monetary form - gifts, tickets, anything. However, it must be
something people want, which can lead to team activity or involvement of partners,
such as travel.

Financial assistance - money is provided on: loans, tickets, housing with special in-
terest, health insurance, life insurance, travel insurance, etc.

Pension.

Reimbursement of expenses - these are payments that cover not only the costs in-
curred for business purposes, such as gasoline, credit cards, which include many sav-
ings benefits such as travel insurance free of charge. For example, books purchased
by employees during an overseas flight or trip.

Profit share, bonuses, share schemes - all these elements commit employees to the
company and are related to performance and salary. Leaders cannot only be very
strong, but sometimes they can also cause conflicts of interest when society can be
threatened by how much someone earns at the expense of creating the best conditions
for society. These programs bring their fruit, but only like after five years - they are
a reward for service and work performance during that time.

Holiday.

Moving working hours.

Employee adaptation

According to Rekedro (2018), when accepting new employee for work, the stage of position

adaptation is very important but often undervalued.
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For every person new workplace is a kind of stress, he/she has to get used to new rules, get
acquainted with and get used to unknown people, learn behavioral norms and rules of com-
pany. To shorten the process of adaptation and to help employee to begin to work with max-
imum efficiency as soon as possible, company management should pay attention to such

serious procedure as adaptation.

Employee retention

As Mbaskool (2017) states, employee retention is the overall strategy or ability of an organ-
ization retain its best employees and hence maintain a lower turnover. The organization is
then able to achieve this by adopting various employee retention programs. Employee reten-
tion is and should be one of the main areas to focus on in terms of the human resources

department in any organization.

An employee retention program involves several steps. Starting from identifying the major
contributors in the organization and designing schemes to involve them with the organization
to ensure that they do not leave the company. Indicators such as retention ratio and turnover

are here to show the success of these programs.
Typical strategies used to retain employees include:

1. Better job design to motivate and engage the employee.

2. Good compensation so that the employee does not look for better paying opportuni-
ties outside.

3. On job learning and training helps the employee to remain relevant and add to the
skills and contribute back to the organization.

4. Better perks like: insurance, car, house etc. which makes sure that employee feels
comfortable and secure.

5. Rewards and recognition go long way in valuing the employee and making sure that
he/she stays.

6. Inclusion in company decisions will give employee the confidence of being an im-
portant part of the company.

7. Timely interaction with the employees to make sure they are not dissatisfied with the
job or role so that steps can be taken to improve the situation.

8. In case employee decides to leave, proper channel and process should be in place to
make sure company can communicate options and listen to the reasons so that em-

ployee can take a more informed decision.
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The above strategies are just few steps which a company can take. Employee retention is
very subjective and may vary for different companies and different employees. (Mbaskool,

2017)

Maximizing employee retention

As well as understanding how to bring the right people into the company to fill vacancies, it
is essential that the employee resourcing team are competent in maximizing employee re-
tention — ensuring that the right people don’t leave the company and create more vacancies
that need filling. There are two general approaches that can be taken — usually in tandem —
when considering how to maximize employee retention: one looking outside the organiza-
tion (considering trends in the labor market and what the competitors are doing) and the
other looking inside the organization (at the current turnover levels and the reasons for vol-

untary departures).

It is important to understand that not all turnover is bad. A certain amount of turnover, some-
times termed ‘functional turnover’, is desired because it concerns things like the removal of
poor performers, savings on wages and facilitating the progression of other employees and

the entry of ‘new blood’ into the organization.

That said, a lot of employee turnover falls under the heading of ‘dysfunctional turnover’ —
staff departures that have a negative effect on the company, seen in terms of the significant
costs involved in replacing employees, the loss of skills and knowledge, etc., and the nega-
tive effect on remaining colleagues. In order to understand the turnover situation, the organ-
ization has to establish the level of turnover, the cost of this turnover and the reasons for it.

(Taylor, 2016)

Retirement

‘Retirement’ traditionally referred to the scheduled departure of an employee from the com-
pany because he or she had reached the set age for departure from the overall workforce-
which was either 60 (women) or 65 (men) years old. Due to developments in employment
law, however, individual employees have a lot more control in the retirement process today.
It is no longer lawful for companies to compulsory retire employees at a certain age unless
there is a genuine reason (a justified way of achieving a legitimate business aim), and many
individuals choose to take flexible retirement options when the time feels right, rather than

leaving the workforce altogether. (Taylor, 2016)
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If an individual becomes unable to meet the needs of the job role through factor related to
age, any exit should therefore be managed through the performance and capability proce-
dure. Good practice in the management of retirement is for there to be ongoing discussions
with all employees about their future intentions, and the offer of a range of options when

retirement starts to be considered. The range may include the following:

e Moving from a full-time to a part-time contract

e Stepping down to a role with slightly less responsibility

¢ Winding down — gradually reducing working hours

e Atypical contracts — perhaps including an extended period of leave

e Retiring from permanent employment but remaining on the company books as a con-

sultant (Taylor, 2016)

1.2 The human resources planning process — forecasting

According to Noe (2015), the first step in planning process is forecasting. In personnel fore-
casting, the HR manager attempts to ascertain the supply of and demand for various types of
human resources. The primary goal is to predict areas within the organization where will be
the future labor shortages or surpluses. Forecasting, on both the supply and demand sides,
can use either statistical methods or judgmental methods. Statistical methods are excellent
for capturing historic trends in a company’s demand for labor, and under the right conditions
they give predictions that are much more precise than those that could be achieved through
subjective judgements of a human forecaster. On the other hand, many important events that
occur in the labor market have no historical precedent; hence, statistical methods that work

from historical trends are of little use in such cases.

1.2.1 Determining labor market

Typically, demand forecasts are developed around specific job categories or skills areas rel-
evant to the organization’s current and future state. Once the job categories or skills are
identified, the planner needs to seek information that will help predict whether the need for
people with those skills or in that job category will increase or decrease in the future. Organ-
izations differ in the sophistication with which such forecast are derived. Once a company
has projected labor demand, it needs to get indicator of the firm’s labor supply. Determining
the internal labor supply calls for a detailed analysis of how many people are currently in

various job categories (or who have specific skills) within the company. This analysis is then
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modified to reflect changes in the near future caused by retirements, promotions, transfers,

voluntary turnover, and terminations. (Noe, 2015)

1.2.2 Understanding why people leave

As Taylor (2016) said, in order to try to reduce levels of dysfunctional turnover, it is neces-
sary to understand the reasons for it. People voluntarily decide to leave organizations for a
wide range of reasons, and the first important distinction to be made is between turnover that
is unavoidable and that which could have been avoided. Unavoidable turnover refers to cir-
cumstances such as ill health, domestic commitments, moving or returning to study — where
the decision to leave has nothing to do with the company and is therefore out of manage-
ment’s control. Avoidable turnover, however, applies to departures that are caused by some
form of dissatisfaction — meaning that it is potentially within management’s control. It has
been estimated that around 90% of employee departure fall into this category. If 90% of
voluntary resignations could potentially be avoided by the use of an appropriate organiza-
tional intervention, it is important to do a bit more digging into the factors that are causing
these departures, so that the appropriate interventions can be identified. Rather than making
assumptions about the causes of turnover (such as assuming, that it is all about the rate of
pay), number of qualitative data sources can be used to identify the real reasons. The most
common sources of information tend to be interviews and general staff satisfaction surveys.

Some companies use a questionnaire rather than a face-to-face discussion.
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2 RECRUITMENT AND SELECTION PROCESS

According to Scribd (2018), recruitment refers to the process of finding possible candidates
for a job or function, usually undertaken by recruiters. It also may be undertaken by an em-
ployment agency or a member of staff at the business or organization looking for recruits.
Adpvertising is commonly part of the recruiting process, and can occur through several means
through online, newspapers, using newspaper dedicated to job advertisement, through pro-
fessional publication, using advertisements placed in windows, through a job center, through
campus interviews, etc. Employing the right staff is an important human resource challenge
faced by all employers. Also, recruitment is an expensive business process, which includes
the cost of advertising and the cost of current employees’ time interviewing and selecting

the right candidate. Good recruitment and selection can result in:

e Reduced labor turnover
e Reduced absence

e Reduced stress levels
The recruitment process should be:

e Efficient - cost effective in method and sources
e Effective - producing enough suitable candidates

e Fair - ensuring that decisions are made on merit without discrimination (Scribd,

2018)

Based on University of California (2018), in order to increase efficiency in hiring and reten-
tion and to ensure consistency and compliance in the recruitment and selection process, it is
recommended the following steps be followed. Details for each step include the minimum

recommended best practice to attract a talented and diverse applicant pool:

e Step 1: Identification of vacancy and evaluation of need - recruitments provide op-
portunities to departments to align staff skill sets to initiatives and goals, and for
departmental and individual growth. Proper planning and evaluation of the need will
lead to hiring the right person for the role and team.

e Step 2: Development of position description - a position description is the core of a
successful recruitment process. It is used to develop interview questions, interview

evaluations and reference check questions.
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e Step 3: Development of a recruitment plan - each position requires a documented
recruitment plan which is approved by the organizational unit. A carefully structured
recruitment plan maps out the strategy for attracting and hiring the best qualified
candidate and helps to ensure an applicant pool which includes women and un-
derrepresented groups including veterans and individuals with disabilities.

e Step 4: Selection of search committee - to ensure that applicants selected for inter-
view and final consideration are evaluated by more than one individual to minimize
the potential for personal bias, a selection committee is formed. The hiring manager
will identify members who will have direct and indirect interaction with the applicant
in the course of their job. Each hiring manager should make an effort to appoint a
search committee that represents a diverse cross section of the staff. Under-repre-
sented groups and women are to have equal opportunity to serve on search commit-
tees and special efforts should be made to encourage participation. Departments that
lack diversity in their own staff should consider appointing staff outside the depart-
ment to search committees or develop other alternatives to broaden the perspective
of the committee.

e Step 5: Position posting and implementation of recruitment plan - once the position
description has been completed, the position can then be posted to the site. Every
effort should be made to ensure the accuracy of the job description and posting text.
It may not be possible to change elements of a position once posted, because it may
impact the applicant pool.

e Step 6: Reviewing applicants and developing short list - candidates will complete an
electronic application for each position. Candidates will be considered “applicants”
or “expressions of interest”.

e Step 7: Conduction of interviews - an interview is the single most important step in
the selection process. It is the opportunity for the employer and prospective employee
to learn more about each other and validate information provided by both. By fol-
lowing these interviewing guidelines, it will be ensured that all necessary data such
as evaluation of skills and abilities have been conducted.

e Step 8: Hire selection - once the interviews have been completed, the committee will
meet to discuss the interviewees. Committee members will need to assess the extent

to which each one met their selection criteria.
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e Step 9: Recruitment finalization - upon completion of the recruitment process the

offer to the selected finalist is made. (University of California, 2018)

2.1 Recruitment advertising

The most appropriate source for filling a vacancy depends on the nature of the job. Compa-
nies can look at the individuals that are currently working in the company (who may be
interested in a promotion or even a sideways move) as well as those in the outside labor

market. There is a huge range of options available, including:

e Internal company methods (staff intranet, noticeboards)

e  Word of mouth — encouraging current employees to recommend the company to oth-
ers who may be suitable (‘refer-a-friend’ scheme or also called referral program)

e A variety of print advertisements (local newspapers, national newspapers, specialist
trade magazines)

¢ Online advertisements

e Local radio

e Job centers

e Employment agencies

e Educational liaison — careers service, career fairs, college tutors, student societies

Along with the suitability of different methods for reaching the required labor market, the
costs of the different options are likely to be key considerations. (Taylor, 2016)

2.2 References

As Taylor (2016) mentions, regardless of the specific selection method used by a company,
once the preferred candidate has been identified, most companies seek to further check the
suitability of the candidate by securing references. A reference is a testimonial from someone
who knows the candidate well, which comments on the candidate’s suitability for employ-
ment. It is a common practice for a company to request two references prior to making or
confirming an offer of employment to a candidate, either both from previous employers, or
one professional and one personal. In the past, companies would ask for quite a lot of infor-
mation about candidates when making a reference request. But with fears of backlash from

disgruntled ex-employees, however, employers have become far more reluctant when it
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comes to providing information in response to reference request, especially anything that is

subjective (personal opinion on performance/attitude, etc.).

2.3 Internal recruitment vs external recruitment

Internal recruitment is a process whereby the employees are recruited from within the or-
ganization while external recruitment, is a process in which the recruitment is done using
outside sources. In internal recruitment, that personnel are called by the organization which
is already on the payroll. Conversely, in external recruitment, the organization relies on
sources like an open advertisement, consultancy firms, employment exchange etc. (Key Dif-

ference, 2018)

Table 1: Internal vs External recruitment (Key Difference, 2018)

Basis for comparison Internal recruitment External recruitment

Internal recruitment involves
- ‘ When the recruitment of candi-
recruiting candidates from
' dates is done externally, then
Meaning those who are already in em- ) ) )
L . this type of recruitment is
ployment within the organiza- )
known as external recruitment.

tion.
Time taken Quick process Lengthy process
Induction training Not required Must
Cost It is a cost-effective process. It is a costly process.
Choice of candidates Limited Unlimited
Advertisement, casual callers,
Transfer, Promotion, Refer- employment agencies, manage-
Sources
ences etc. ment consultant, recommenda-

tions etc.

2.4 Calculation of recruitment cost

A detailed recruitment budget can drive an effective recruiting process. Every company
needs to invest time into calculating recruitment costs and needs to plan its budget the right

way. (Workable, 2018)

The listing of several requisite steps for calculating the recruitment cost is displayed bellow:
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e Step 1: Estimation of the total number of hires

e Step 2: Estimation of the basic recruitment costs

e Step 3: Estimation of the fixed costs

e Step 4: Estimation of the recruiting technology costs

e Step 5: Estimation of the recruitment costs to improve hiring
e Step 6: Estimation of the miscellaneous hiring costs

e Step 7: Calculation of the cost-per-hire

2.5 Employees as an asset of an organization

The orientation of the company on the human resources turned to be one of the keys tasks

of strategic management and human resources play important role in all strategic decisions.

(Borkowski, Pavelkova, 2011)

Figure 5: Human capital structure (Borkowski, Pavelkova, 2011)

Whether it is called “people”, “labor”, “intellectual capital”, “human capital”, “human re-

29 <6

sources”, “talent”, or some other term, the resource that lies within employees and how they
are organized is increasingly recognized as critical to strategic success and competitive ad-
vantage. Motivation, delegation of powers gets its importance at the present time as well.
The very best way for managers to improve employee performance is to set clear expecta-
tions and hold regular business reviews to those expectations. The level of the application of

the skill to motivate or encourage employees is in practice judged according to the number
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of the satisfied employees in the organization, by the fluctuation rare and not by its results.

(Borkowski, Pavelkova, 2011)

2.6 Interview Process

Interview is the basic method, together with the questionnaire, of obtaining information
about job seekers. Information about applicants can be obtained by means of interviews,
questionnaires, when the applicant fills in a questionnaire with pre-formulated questions,
and the employer can try to find information about the job seekers on social network. The
general objective for all interviews was to explore how companies act on their stated purpose
and values inside the organization in ways that could affect external stakeholders’ views
about the brand — image of company. The interviews began with a general question about
current and previous roles. Participants were asked to explain, in their own words, the es-
sential, shared purpose of the organization and how purpose and values influence operations

in their sphere of responsibility. (Fournier, 2015)

According to Clegg (2005), an interview is a targeted activity based on conversation. The
aim is to obtain required information from the candidate. Although, to be efficiently able to
distinguish the collected information, it is also needed to gain complementary information
that would tell what kind of person the company is interviewing. The candidate is not the
one and only source of information, and being uninformed inquirer will mean that that ses-
sion will not have any structure and will not add any information value. There is nothing
worse than finding out after an interview that based on acquired information that recruiters
are still not able to make any decision and they find themselves exactly in the same spot as
before the interview took place. Having an access to suitable information ahead will give

them an advantage of asking the propriate and questions that are relatable and on point.

2.6.1 Key questions

For each specific vacancy, there are several key questions in each interview. Starting up with
an opening question, subsequently series of questions concerning the main points, which the
recruiters would like to cover up. Not necessarily it is important to put to questions in order
in which they had noted them down or is it not expected to ask them all, they purpose of
asking questions is to not miss out any significant, or relevant pieces of information. The list
of questions should be written on paper for the recruiters to make it easier while interviewing

several candidates. (Clegg, 2005)
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2.6.2 Resume

Resume or CV (Curriculum Vitae) is a document that needs to be gone through before the
interview process starts itself. There is no time to look at the CV during the interview, be-
cause it makes it a little impossible to multitask during the conversation with a candidate.
The goal is to look for questions that the CV evokes. How is candidate’s experience related
to the company’s requirements? Are there any specific abilities mentioned in the CV that the
recruiters need to query deeply about? What qualities does the candidate deem about her-
self/himself or which of these are manifestly believed as crucial within the company? On the
other hand, which qualities the candidate has the recruiters find inappropriate for the job?
What hobbies or after-work-activities tell the recruiters more about the character, creativity,

or effort of the candidate? (Clegg, 2005)

Other terms concerning human resources need to be described and distinguished in order to

understand the topic of HRM:

e Job evaluation is the process of involving assessing the relative currency value of
each job to the organization to set up internally equitable pay structures. If pay struc-
tures are not equitable, employees will be dissatisfied and quit, or they will not see
the benefits of striving for promotions. To put currency values on jobs, it is necessary
to get information about different jobs to determine which jobs deserve higher pay
than others.

e Performance appraisal deals with getting information about how well each employee
is performing in order to reward those who are effective, improve the performance
of those who are ineffective, or provide a written justification for why the poor per-
former should be disciplined. Through job analysis, the organization can identify the
behaviors and results that distinguish effective performance from ineffective perfor-
mance.

e Knowledge refers to factual or procedural information that is necessary for success-
fully performing a task.

e Skill is an individual's level of proficiency at performing a particular task.

e Ability refers to a more general enduring capability that an individual possesses.

(Quizlet, 2018)



TBU in Zlin, Faculty of Management and Economics 35

2.7 Summary of theoretical part

The human resources management basically makes sure that the right people with the right
skills are put in the right places. Human resources department helps managers to find and
retain talents. Furthermore, human resources are tracking existing business processes and
adjusting them to match the interests of both, business, and employees. Although, HR are
still struggling with the administration and are looking for ways to make it as effective and

efficient as possible, so they can be more focused on strategic issues.

Within the framework of the theoretical part of this Master thesis, the important knowledge

related to the topic of recruitment and recruitment of employees was summarized here.

As the literature differentiates, the human resources management includes all diversity of
personnel activities; starting from the designing the job itself, making the job analysis, to
human resource planning, where finally the recruitment, selection and hiring process can
start. After the searching process and the selection of workers, the recruitment process takes
place (whether is it carried out internally or externally). Many people deem that all it takes
from the administrative point of view to recruit an employee is just from hiring to the end of
employment but that is not it. The HR department needs to start their job before hiring and
even after the work termination. Whenever the employee gets hired, training along with the

adaptation process needs to be performed in order to make the adaptation process easier.

If the company wants to keep their employees, the key area in human resource management
1s then the remuneration system. The company must have an effective remuneration system
in place, which is related to the wage setting and, also to employee benefits. The more ben-
efits the company provides, the more satisfied employees are, and the less reasons employees

have to leave the company.

The HR strategy should therefore be as accurate as possible to forecast labor needs in qual-
itative and quantitative terms, and at the same time to forecast the future situation on the
labor market, where there is currently a shortage of workers and thus a pressure on wage

growth appears and pressures the employers to raise the wages.
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II. ANALYSIS
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3 COMPANY INTRODUCTION

Chosen company that is being analyzed in this thesis is a limited company. Due to data
protection, the full name of the company is not provided. Based on professional specializa-
tion, there are several division within the company such as followings mentioned down be-

low. Each section falls under chief executive officer who is responsible for each division.

e Transportation division

e Maintenance division

e Economic division

e Electrotechnical & investment division

e Promotion & advertisement division

3.1 Organizational structure

For better understanding the company’s structure it could be explained more in detail while
using the organizational structure. The General meeting, as the highest authority, is repre-

sented by the mayor of the city.

Transportation
division

Electrotechnical
& investment
division

Maintenance
division

Director

Promotion &
advertisement
division

Economic
division

Figure 6: Organizational structure (own production)
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Speaking of Maintenance division, this division deals mostly with day care of vehicles,
maintenance of vehicles, supply and warehouse, cleaning of vehicles; Transportation
division is in charge of dispatching, vehicle operation. Electrotechnical & investment divi-
sion secures lodging house, canteen, real estate maintenance. Promotion & advertisement
division’s function is pretty much self-explanatory. This division deals with ads on vehicles,
such as posters & flyers, advertising on pillars, and illuminated advertising. Last, but not
least, there goes the most major-related field — Economic division, where financial account-
ing and payroll could be found. Divisions are stabilized and regulated by the director, whose
sections compose of secretariat and human resource. As of December 31, 2017, the total of
312 employees were employed in the company, of which 180 were drivers, 38 were tech.

and eco. worker, and lastly 94 workmen/workwomen.

3.2 Scope of business

The main business activity of the company listed in the Commercial Register is the operation
of public passenger transport service. Between the basic performance criterion in this area
of activity is for example the number of transported people, in securing the given transport

operations, which are the kilometers traveled and the transport capacity vehicles.

An interesting fact is that the number of transported passengers has been declining in the
past years which is generated by many factors. Amongst the factors having the greatest im-
pact are: growth of other forms of transport as well as declining population in local agglom-

eration.

3.3 The main goals of the company

One of the main goals of the company is to provide high quality services as well as to keep
its customers. The company subordinates all its activities to these goals. Needless to mention
that one of the long-term goals of transport policy of all major cities is increasing the attrac-

tiveness of public transport.

3.4 Obtaining funds

The presented company is considered as a trading capital company with the purpose of its
business not being the creation of profits, but the provision of services - the operation of
public line transport. The prices are set by the founder, although they do not cover even

direct costs.
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The company is funded from its own resources - of around 53% (revenues of transport ac-
counts for approximately 44% of the company's revenue, sales from other services are gen-
erated by 9% of revenue). Approximately for about 47% of revenue is made of operating

grants as an external source of funding account.

In addition to its core business, the company develops business activities that are particularly
important such as advertising activity, mainly carried out on public transport vehicles, and
repair activities, in particular the implementation of external repairs of vehicles. Revenue
from these secondary activities account for approximately 9% of total revenues and reduce

the loss from main activity. Funding for asset recovery is mainly from its own resources.

3.5 Employee analysis

The table below depicts the number of employees in individual years, total number of em-
ployees decreased by 4.11% in 5 years, the largest decrease was recognized in work-
men/workwomen category (8.02% decrease) due to the decrease in external orders (repair
of vehicles for external companies) and by reducing the number of repairs of public transport
vehicles in connection with the acquisition of more new vehicles. The number of drivers
varies between 184-192, it can be said that the situation for drivers is quite stable. Since

2016, the state has fallen due to high fluctuations.

Table 2: Average number of employees per year (own processing)

Average number of employees per year

Year  Drivers Workmen/workwomen Tech. and eco. worker Total

2013 | 184,65 105,00 42,00 331,65
2014 189,70 99,02 42,00 330,72
2015 | 191,96 99,02 38,52 329,55
2016 186,62 99,72 38,11 324,45

2017 183,94 96,58 37,50 318,02
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For a better view, the graph showing the individual figures is shown down below.
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Figure 7: Employee comparison between 2013-2017 (own processing)

3.5.1 Analysis of the number of drivers

One of the biggest advantages a business can have is an efficient company’s workforce. The
people of an organization are the ones who get the work done and help businesses accom-
plish missions and objectives. The largest share of employees is made up of drivers, and
therefore this analysis will be focused on the driver position due to the growing shortage of
staff in this profession. Moreover, before jumping into conclusion, first there is a need to
analyze the current state of the company’s drivers, such as their age, sex, number of drivers
and other factors determining the company’s performance. Slight differences could be visi-

ble between older and current data.
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Figure 8: Number of drivers between 2013-2017 (own processing)



TBU in Zlin, Faculty of Management and Economics 41

Gender diversity at the profession of a driver

According to CBS news (2018), the advantage women have had by avoiding aggressive
driving may be eroding among teenagers - largely because of distractions while driving.
Following with the fact of those condescending jokes about female drivers seem to have
vanished. Nowadays women appear to have a positive image of themselves as safer drivers
than men, according to a recent poll. In a survey done for insurer MetLife, 51 % of women
said their gender drives more safely. The evidence is on their side since men are 3.4 times
more likely than women to get a ticket for reckless driving and 3.1 times as likely to be cited

for drunk driving.

Not that guys have completely caught on. Of the men surveyed by MetLife, only 39%
claimed male drivers were safer - but 35% of men didn't know which gender to pick. The
findings did back men up on one point: automotive knowledge. The poll showed that more
men are familiar with current safety equipment such as electronic stability control, which

helps prevent rollover accidents. (CBS News, 2018)
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Figure 9: Women/men ratio (own processing)

In terms of gender diversity, those past years it is noticeable that the majority of drivers
consisted of males, although we can notice the trend dropping. Part of the problem transpor-
tation companies face in staffing people of diverse gender is that there aren’t enough women

coming down or being interested in working as a driver.
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In recent years, the ratio between female drivers and male drivers has increased, positively
for women. Approximately 13 years ago, only 7.54% of women were represented in the
company (see the figure 9). In 2010, it was approximately 11.48%. Observing the latest data
from the three last years; in 2015 women accounted for 20.31%. In 2016, it made 23.24%,
and the latest figure in 2017 shows that women are still represented by the highest percentage

of the company's history - 24.86%. The growing trend of female drivers is visible.

Average age of drivers

Analyzing employees’ age report offers the overview of the drivers’ data based on their age.
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Figure 10: Average age of drivers (own processing)

As is it visible from the graph, based on the observation taken from 6 years, the average age
is gradually increasing each year. Started with 44,5-year-old drivers on average in 2005, the
same ages (46,7 year-old) on average were reached in 2010 and 2015. The two next years
(2016, 2017), the average age of the employee dropped by a little over half a year — to 46-
year-old on average which was caused by a lot of people retiring who were of high age, so

that the average age then dropped.

3.5.2 Retention rate

When attempting to lessen employee turnover and increase retention rates, such calculations
could come handy in determining the current situation on market: such as determining re-
tention rates, turnover rates, voluntary turnover rates, the average tenure of employees, the

average tenure of employees who have left.
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First step in determining drivers’ stability is to calculate retention and turnover. These rates
do not provide the company with the whole story, while following rates help to determine,
who is leaving, when, and under what circumstances. Then we are speaking about calcula-

tions such as retention, turnover, and tenure.

By calculating the retention rate, we are basically computing the number of “stayers”. Driv-
ers who remain at the end of calculation period - the number of “stayers” divided by the
number of drivers we had at the beginning of the calculation period times 100 equals the

retention rate of the company.

Table 3: Retention rate - drivers (own processing)

Number of stayers as  Number of personnel at beg. of pe- Retention
of 31.12 riod as of 1.1. rate
2013 191 189 101,05%
2014 190 191 99,48%
2015 190 193 98,45%
2016 181 193 93,78%
2017 180 180 100%

Calculating the retention rate can be interesting, but misleading. Using the retention formula,
it appears that the company lost 12 drivers during the year of 2016. However, what if the
company hired 10 drivers and 22 drivers left within the year? This calculation is not under
influence of any changes and only collects information on the topic of number of drivers at
the beginning and end of the year. In general, having a 100% retention rate should not be
mistaken for a perfect result, because this index does not reflect any inner issues happening

in the organization, this index is simply not self-explanatory.

3.5.3 Turnover rate

By calculating the turnover rate, we are trying to count the number of “leavers”. The number
of “leavers” means drivers terminating during the calculating period divided by the total
number of drivers during the calculating period times 100 equals the turnover rate for the
company. To better understand the employee turnover, all we have to do is answer those

questions:
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e “Who are the drivers who leave?”
e “When do they leave?”
e “Why they are leaving?”

Each industry differs and is somehow specific, therefore we should not celebrate if the turn-
over rate is smaller than other companies because we need to distinguish what industry cer-
tain company belongs to. For example, speaking about companies providing some service,

we can mention that those company are found to have their turnover rate around 14,9%.

For the year 2017, the types of termination of employment in the chosen company are dis-
played in the graph down below. In order to compile the analysis, the data was taken from

the personnel information system.
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Figure 11: Types of termination of employment in 2017(own processing)

To establish certain time of the year when employee quit working is almost impossible since

the time is spread through the whole year equally.

Reason for leaving might vary from one driver to another. It is difficult to make a general
assumption why drivers leave the company, for example, they might have found another job
that either pays them more or they are happier making it, or advancement opportunities, job

dissatisfaction or unmet job expectations, stress, or compensation factors.

Analyzing responses to these questions to a large extent can help identify the causes of re-

tention rate but cannot help with its solution.
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Table 4: Turnover rate - drivers (own processing)

1) )} 3) 4) 5) )
2013 12 4 185 6,49% 4,32%
2014 11 2 190 5,79% 4,74%
2015 15 4 192 7,81% 5,73%
2016 30 11 187 16,04% 10,16%
2017 37 7 184 20,11% 16,30%
Notes to Table 6:

1) Year

2) Number of leavers (drivers)

3) Number of employees who retired
4) Average annual number of drivers
5) Turnover rate

6) Turnover rate (without retirement)

Also, for this analysis, the data was taken from the personnel information system. The pre-
vious calculation (turnover rate) explains the entire turnover rate, but not all turnover is vol-
untary. Voluntary turnover is when a driver chooses to leave himself/herself. There are
plenty of reasons for the driver to leave, the reasons vary, while it can be caused by various
factors. To point out the problematic areas or make changes in organizations, is it necessary

to determine the rate of those who left voluntarily.

During the years 2013-2015, the voluntary turnover rate was around 5%. A large increase in
fluctuation occurred in 2016 when many drivers went to other employers, resulting in a rising

turnover rate and the need to recruit new drivers.

In 2017, the turnover rate increased by another 4 percent (there was a drop of 37 employees
at the position of a driver). The surprising fact is that for the years 2013-2015, the number
of people displaced for 2017. Departures were replaced by the arrival of new drivers, but the

decrease in 2017 till today still hasn’t been fully replaced.
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High turnover in 2016 and 2017 for the company meant increased efforts to recruit new
drivers, as unemployment is steadily decreasing, the recruitment of new drivers is becoming

more, and more difficult and the company is unable to refill vacancies.

3.5.4 Average tenure of drivers

Theoretically speaking, employee tenure is the total length of time an employee works for a
particular employer. Examining tenure can assist the company in targeting interventions to
workers at a particular point in their careers, when they may “fall off” from the com-
pany. This information comes useful when planning strategies to retain the drivers. This in-
dicator provides the company with a valuable information that could be also used for overall
analytics of recruitment. To compute the average tenure of workers, each worker is needed
to be listed with the amount of time - years (those not lasting long in months) the driver has
been at the organization. Calculation is demonstrated in years and the calculation goes as
following: the sum of years worked by all drivers divided by the number of drivers applicable

to the end of calculating period the company had is equal to the average tenure of “stayers”.

Table 5: Average tenure of drivers (own processing)

Year Total years “stayed” Number of drivers Average tenure of “stayers”

2015 2331,7 190 12,27
2016 21374 181 11,81
2017 2134,8 180 11,86

3.5.5 Average tenure of drives who left

The total number of years (as mentioned above — some drivers in months) a driver worked
before quitting, also called longevity, may highlight the point at which driver “fall off”,
which gives the company an opportunity to react and come up with a way to respond to this
negative change. This piece of information might be useful for identification the average

tenure of drivers who left within the previous 3 years.
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Table 6: Average tenure of drivers who left in 2015-2017 (own processing)

Year Total years worked Number of leavers Average tenure of leavers
2015 214 15 14,27
2016 397,1 30 13,24
2017 324,8 37 8,78

This table is showing the average tenure of drivers who left in 2015-2017. Each driver that
left the company in 2015 had been in employment for 14,27 years on average. Each driver
that left the company in 2016 had been in employment for 13,24 years on average. The table
above is also demonstrating the average tenure of drivers who have left in 2017. Each driver
that left the company in 2017 had been working for the company for 8,78 years on average.
The average length of time spent in employment is decreasing (making the tenure of drivers
within the three years 12,10 years on average), which is due to the fact, that employees who

had been working in the company were leaving after 1-2 years.
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Figure 12: Average tenure of drivers who left in 2017 (own processing)

3.5.6 Current vacancy rate

There are several terms needing to be explained before heading into the calculation itself.
The number of vacant positions is the vacancy, meaning the number of unoccupied positions
which is then divided by the total number of positions (job-specific) within the whole organ-
ization, multiplied by 100.
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There is a transportation plan, which is an annual plan that includes all lines, kilometers
traveled, hours worked, and the ideal number of drivers to complete the plan. The annual
plan must also take into account the regular vacation of five weeks, there must be a sickness
reserve as well. The plan for the number of drivers is not given strictly, it results from the
annual transportation plan. However, this number is approximate, because it cannot be spec-

ified exactly neither kept up.

The ideal number of drivers for the selected company, with the current mileage, is having
approximately 185-190 drivers. To determine the number of vacancies, we will determine

the optimal total number of drivers to 187.

To be up-to-date, we calculated the vacancy rate for the current time period which was March
2018.
Table 7: Vacancy Rate as of March 2018 (own processing)

Number of vacant positions Total number of positions Vacancy rate

9 178 5,06%

The number 9 depicts the current number of free positions (drivers). The company can expect
some drivers to quit their contract during the year, therefore if they were to expect about 30
drivers to leave the company per year (can be estimated based on the development of the
past two years), there is a requirement of hiring 9 + 30 drivers to reach the optimal number

of drivers (per year).

Lack of drivers does not mean that the company would interfere or limit existing transport
services. The shortage of drivers leads to an increase in overtime (according to the Labor
Code, the annual total of overtime work is not more than an average of 8 hours per week,
i.e. 416 hours per year). Overtime work is more expensive for employers because the em-

ployer pays overtime, which is 25% of the average hourly wage according to the Labor Code.
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4 ANALYSIS IN TERMS OF THE CURRENT SITUATION OF
EMPLYOEE SEARCHING AND RECRUITMENT

Over the past two years, the shortage of drivers has become increasingly problematic due to
increasing fluctuations. Because the analyzed company is a subsidized company, it cannot
respond to wage growth as quickly as other companies, and therefore it fails to keep em-
ployees, nor can recruit the required number of new drivers. That is why I will focus on the
"driver" profession, which is currently the most crucial profession in the company. The aim
of the analysis is a breakdown of the current recruitment process, situation of drivers, their
retention rate, turnover rate, average tenure of stayers and leavers in order to get an overview

of the current developments in the profession of a driver.
4.1 Methods of data collection

Analysis of internal documents

The analysis was made based on breakdown of interdepartmental documents, mainly the
annual staff analysis and internal personnel regulations related to human resources - working
rules, recruitment, medical examinations, payroll, and collective agreement. The analysis

also used the breakdown of selected data from the personal information system.

Interview

Amongst another method I used was an interview (qualitative method) with the human re-
source manager of the company. The target of the interview was to get information on the
current state of drivers, recruitment forms and their effectiveness. Information on reception
of new drivers (conditions for admission), course and recruitment methods were collected.

Data collection on the labor market

The data and information used for this analysis was taken from the internet sources: kurzy.cz

and iDnes.cz.

4.2 Analytical findings

4.2.1 Analysis of accepted drivers

In 2015, out of the total number of 19 incoming drivers, 12 drivers came from the Labor

Office after the retraining of the driver’s license of the required class, 6 drivers came from
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another employer, 1 driver came after the end of self-employment. For the year 2016, 9
drivers came from the labor office after the retraining, the rest from the other employers. In
2017, eight drivers came from the labor office, 23 drivers shifted to the company from other
employers. Even though the number of incoming drivers increased in 2017 compared to
previous years, it was not possible to maintain the planned number of drivers due to the very

large number of outgoing drivers who had terminated their employment (37).

Table 8: Number of arriving drivers during years 2015-2017 (own processing)

Year Arrivals

2015 19
2016 23
2017 31

Job description

Trolley bus or bus drivers have one of the most people-oriented occupations and one that
requires constant focus as well as people skills. It is a job that can be done in many different

settings, and that has a good outlook, as transportation companies vary in every city.

The driver can be any candidate between the ages of 21 and 65 who has a class D driver’s

license, and medical fitness for driver's work. The minimum age of the driver of the group

D is laid down in Act No. 361/2000 Coll. Laws, Act on Road Traffic, § 83.

Job qualification

If the Labor office includes an applicant in retraining, it will also cover the costs of the
course. Jobseekers may also contribute to some proven necessary costs associated with re-
training. A participant who, without serious reasons, leaves retraining or refuses, after com-
pleting it, to take up a suitable job corresponding to the newly acquired qualification, shall

pay the Labor Office full re-training costs.

Applicants for retraining must have at least class B driver’s license, if they do not have a
class B driver’s license, the Labor Office will not pay the costs and the applicants cannot

demand the retraining.
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If the applicant is registered within the Labor Office and does not have the required driver’s
license (Class D + driver's professional card), he/she is advised to apply for retraining at the
Labor Office, if the person who is interested in the job is not registered within the Labor
Office (probably possesses job at that moment) there is a possibility of reimbursing the driv-
er's license cost (Class D + driver's professional card), with the applicant remaining in em-

ployment for 3 years. The cost of obtaining a class D driver's license is 55,000-60,000 CZK.

Obtaining the required driver’s license takes about three months. After obtaining the driver’s
license, the candidate is admitted to employment, which is negotiated with a trial period of
3 months. During the first month of employment, drivers are trained to manage the trolleybus

or bus and, after completing training, they are already performing the job independently.

Medical inspection

Speaking about medical inspections, there is a total of 7 health inspections for public

transport drivers. The list is depicted down below:

e Traffic psychological tests
¢ Eye examinations

e Ear examination

e EEG examinations

e Neurological examination
e Psychiatric examination

e Initial medical examination

The medical examinations are ordered by a human resource manager, concluded contracts
with doctors, results of psychiatric, psychological and entrance examinations are subse-
quently stored in employee cards, the results of the remaining documents are left in the health
card of the district physician. On the basis of the examination results, the doctor will assess
whether the applicant has or does not have a medical fitness for the driver's job. Medical
examinations for drivers are determined by the Rail Act and the Road and Motor Traffic Act.
For the job performance, candidates who have a diopter for farsightedness greater than 6 are
not suitable for performing the job while candidates having diopters higher than 3 are only
allowed to drive a bus. The trolley bus driver must not have diabetes, heart problems, he/she

must not be treated with high blood pressure, if failed in those conditions they can still be at
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the post of a bus driver. If the drivers are somehow limited in any of those conditions, they

can only drive the bus, otherwise the drivers are all-purposed.

What the company provide their employees with

Amongst other reasons why the selected company could be attractive for fresh applicants

could be those benefits that are already in place:

e Obtaining and paying the required driver’s license

e The possibility of adjusted working hours, including short-time work

e Week extra of vacation

e Overhead public transport tickets for employees + family members

e Other employee benefits (meal vouchers, pension insurance, rehabilitation stays, al-
lowance for physical activities, reward for work anniversary)

e Possible accommodation in a company hostel

e Regular monthly income

e Modern working environment (modernized fleet)

4.2.2 Current situation in terms of recruitment

At present, the company has been cooperating with the Labor Office in a long run, updating
the offer of available driver positions every month. Given that the employment situation is
now such that thousands of job vacancies are posted on the Job Site, the response of public
to the job vacancies is almost zero. At present, there is more supply than demand. Addition-
ally, the company advertises vacancies in regional newspapers, where the response is also
virtually zero. The company also turned to municipal municipalities, asking for the publica-
tion of vacancies on the Internet site of the village, or broadcasting cable televisions. In 2017,

the publishing costs in the press were 17,000 CZK.

In addition, the company has recurrent recruitment leaflets on websites, recruitment leaflets
in public transport vehicles and on LCD screens in their vehicles. Leaflets are still located
in their own tickets pre-sales. From the experience of the last period, it can be said that
advertising is most effective on their website, because the site is widely visited by the public
as passengers look for timetables or transport changes. The current form of web and vehicle
recruitment is cost-effective and the most effective in terms or attracting candidates, so the
company does not consider an increase of advertising in newspapers or magazines in the

future.
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The company also uses internal recruitment, whereby the company regularly offers employ-
ees of a range of transport controllers and vehicle cleaning (unqualified employees) the pos-
sibility to obtain a driver’s license and then to perform qualified work as a driver. In 2017,
two employees from the position of a transport inspector, after passing the retraining to ob-

tain the license, switched to the position of a driver.

Those interested in the job of the driver are most often informed by an e-mail inquiry about
job vacancies, the human resource manager will always reply to them, and invite them to a
personal interview. On average per month, 3-6 people are interested in the job of a driver,
about half of them are interviewed. If the candidates arrive in person, they are often serious
candidates. The human resource manager shall communicate all the conditions required for
the performance of the work, familiarize them with the wage and working conditions, bene-

fits, and the procedure for obtaining a class D driver’s license.

According to the company’s human resource manager, based on the personal interview with
each candidate, it was found that the vast majority of candidates responded to the advertise-

ment they saw placed on the company's website.

Given that the company does not consider a larger advertising campaign in the local media
because it does not seem as effective as their own advertising on websites and vehicles, it
would be appropriate to propose a new form of recruitment that could be more effective and
even interesting for existing employees. As of today, there are no incentive payments paid
for employees that recommend someone, nor is there any motivation program in place. The

design of the new form of recruitment will be proposed as the project of this Master thesis.

4.2.3 Unemployment in the Czech Republic

Making recruitment is not easy at a time when unemployment is low, even the lowest in the
last twenty years. Companies compete for workforce and anticipate in financial, benefit and
other offers. The lower the unemployment, the more difficult it gets to find new employees.
Very low unemployment within the European Union is rather a rarity that the Czech Repub-
lic can be proud of. On the other hand, the fact that low unemployment increases the wage
costs of companies, which reduces their profit comes along with it. The high cost of man-
power forces companies to think of automating production. It is the unrivaled fact that re-
serves the lowest number across Europe. Unemployment in Europe as whole is currently

attacking historical minimum.
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This graph represents the total unemployment in the Czech Republic from 2013 to 2018, the
data are taken from Kurzy (2018):
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Figure 13: Unemloyment in the Czech Republic (Kurzy, 2018)

4.2.4 Lack of drivers in the Czech Republic

Lack of drivers is a long-term problem in the Czech Republic. The potential reason for the
lack could the unattractiveness of wages in the industry. Speaking of wages, the conditions
are virtually the same in all the companies, employers know well what the labor market
situation is like. The trade unionists even tried to prepare protests to achieve higher earnings
which was not completed. The shortage is also due to the fact, that a lot of people used to
make a driver’s license during the compulsory military service and this is no longer applica-
ble. In addition, carriers are increasingly trying to find women drivers. Drivers, according to

the Labor Office, are among the most disadvantaged professions in the Czech Republic.

At least partial improvement can be shown by the statistics of the Ministry of Transport on
the number of driver’s licenses for trucks and buses. The number of newly issued licenses

has grown again after a major downturn in 2013 - both for trucks and for cars.

According to iDnes (2018), in many cases, drivers cannot even choose their vacation because
there would not be anyone who would replace them. It happens that the driver checking out
for holiday is replaced by his alternate colleague who ends up working overtime. The short-
age of drivers is already becoming more noticeable and the whole Czech Republic is facing

this problem.
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4.3 Summary of the analytical part

The goal of the analytical part was to make analysis in terms of the current situation of em-
ployee searching and recruitment in the chosen company in order to get an overview of the

current situation.

Via using interdepartmental documents, such as the annual staff analysis and internal per-
sonnel regulations related to human resources, meaning working rules, recruitment, medical
examinations, payroll, and collective agreement, the analysis in the analytical part were
made. Apart those documents, calculations were made with the help of use of selected data
from the personal information system. Amongst another method that was used in order to
collect those data was the internal employee analysis method focused on the interview -
qualitative method, with the human resource manager of the company and the help of inter-
departmental documents which mainly used the annual staff analysis and the internal per-
sonnel regulations related to the field of human resources - the working order, the recruit-
ment of new employees, the medical examinations, the payroll, and the collective agreement.

The analysis also used the breakdown of selected data from the personal information system.

Given that the company does not consider a larger advertising campaign in the local media
since it was found as ineffective as own advertising on websites and vehicles, it was found
to be more appropriate to propose a new form of recruitment that could be more effective

and even interesting for existing employees.

Considering the fact, that the company currently does not have any form of recruitment pro-
gram, neither does not provide any financial compensation for the successful admission of
recommended candidates, thus it would be a good solution to implement a new form of re-

cruiting program, which would benefit both, its existing employees, and the company.

In the past couple of years, there has been a shortage of drivers and this issue has become
increasingly problematic due to increasing fluctuations. The company that is being analyzed
in this Master thesis is a subsidized company, meaning it cannot respond to wage growth as
quickly as other companies. Thus, it goes awry with keeping employees, nor it is difficult to
attract new employees. That is the reason, why I will concentrate on the profession of a
driver in my project, because this position is the most required in the company. Furthermore,
the weaknesses in recruiting process that emerged from the analysis will be focused on in

the project section of this Master thesis.
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S THE PROJECT OF EMPLOYEE RECTUITMENT

Based on the analysis results where the current recruiting system was broken down, it is
possible to design a new form of recruitment in order to streamline the recruitment process.
The analyzed breakdown identified the area which the company should focus on and adopt

certain measures that will contribute to the current situation.

Responding to the analysis of the recruitment process and the analysis of the drivers, I de-
cided to prepare a project for the recruitment of drivers in order to improve the current re-
cruitment situation. In the following project, I propose a way to improve the current recruit-

ment process for the driver position.

I decided to create the employee referral project, which is an effective way of sourcing the
right candidates while spending low cost. On the basis of the analysis in the analytical part
of my Master thesis, I would suggest a design of a recruiting program, which is already used
in many companies and which is easy to implement and at the same time not financially
demanding. Generally speaking, the employee referral program is a process of hiring new
resources through the references of employees, who are currently working in the company.
Present employees could refer their friends, or relatives for filling up the vacant positions of

a driver.

In the past, a few employees (drivers) came to the analyzed company via existing employee’s
recommendation, so I would focus on designing an interesting incentive recruiting program
that could motivate the current employees and provide the company with new drivers. The
program is capable of realization, the company currently does not have any form of recruit-
ment program, it does not provide referrers with any financial compensation for the success-
ful admission of their candidates, so it would be a good solution to implement this program,
which would benefit both, the existing employees, as well as the company. The chosen com-
pany should consider encouraging employee referral program, because it is cost effective

and saves time as compared to hiring candidates from external sources.

5.1 Logical framework

The logical framework is a method that clearly and easily shows the main purpose of the

project and other activities that follows in order to fulfill the project’s purpose.



TBU in Zlin, Faculty of Management and Economics

57

Overall objective

Increase in the number of

newly recruited drivers

Project purpose

A new recruitment method

Outputs of the project

- Directive publication
(conditions for referral

program functioning)

- Informed employees

about referral program

Project activities

1. Preparation of the

directive

2. Inform employees about

the project

3. Implementation of the

referral program

Table 9: Logical framwrok (own precessing)

Objectively verifiable

indicators

Acceptance of at least 4
new drivers via referral

program

Objectively verifiable

indicators

Implementation of a new

referral program

Objectively verifiable

indicators

Candidate recommendation

for the position of a driver

Resources / inputs

- Meeting room

- Workplace bulletin

boards

- Funds for bonus payments

Sources of verification

- An employment contract

with newly recruited driver

- Evaluation of the project

after one year

Sources of verification

Candidate recommenda-
tion for the position of a

driver

Sources of verification

- List of recommended can-

didates

Time schedule

1. Preparation of the di-
rective (2 days)

2. Inform employees about

the project (30 days)

3. Implementation of the

referral program (1 day)

5.2 Purpose of the Referral program

Risks

- Low employee awareness

of referral program

- Involvement of employ-
ees to attend the referral

program

- Possible damage by for-

mer employees

Assumptions

- Publicity program and

employee awareness

- Employee interest

Preliminary conditions -
Project approval by the

Director

The main purpose of the referral program is to seek new candidates and attract them into the

company via current employees of any position that are then provided a monetary incentive

for referring applicants who are subsequently selected and successfully employed as drivers.



TBU in Zlin, Faculty of Management and Economics 58

The aim of the referral program is to make the recruitment system efficient and to accept at

least 4 new drivers via employees’ recommendations per year.

5.3 Concept of employee referral program

Based on consideration of recruitment options, [ created the following project, which is the
most appropriate solution for effective driver recruitment. Referral programs are one of the
most important elements of a great business. This topic gets tossed around a lot, speaking
about referral program as it should be the number one lead source. It could be really, pro-
gressively effective once using it right, and if some standards are not applied it could become
a burden for the human resource manager. It turns out to be effective if the company has a
system that is measurable and repeatable, not just that the company is hoping that the em-
ployees will tell their friends and family members about the program and that is what they
are using as their marketing strategy. Many people think of referral program as a program
via they bring they friends and family but that is not all it is, this is just a part of the equation.
It doesn’t work on the system that some employee sends their friends and they get money or
prices. This would be a broken approach to the referral program concept. The real concept
is having people being able to bring people into the company, it should be a win for the
referrer, the referee, and the company as well, it all needs to be balanced. Wrongly applied

referral program could demotivate the employees from supporting the program.

Figure 14: Principle of employee referral (own production)
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5.4 Requirement for the successful employee referral program
The success of the referral program is conditioned by the following facts:

e Keeping in simple — it is essential to make the program unsophisticated for the em-
ployees to find out about the program and to participate in it.

¢ Reminding the program across the company - consistent reminders to all the employ-
ees that the referral system is in place is absolutely requisite. At first, the referral
program will be published in the directive and then will be presented at the meeting.
Because few people can actually remember how the system works but once it’s never
spoken about this again, so the constant process of re-education is something the
company has to do on a monthly base. Also, publishing leaflets that will be displayed
on the boards in hallways as a constant reminder for the employees is another must.

e Offer bonus cash — cash is the king, cash is the biggest reward motivator as opposed
to other types of rewards. Cash in a meaning of a posting money on an employee’s
account once the conditions for its payout are reached. Also, consideration of giving
a small gift for an employee that refer candidates even if those candidates do not get
hired is an essential thing. By doing this, the behavior of referring someone is re-
warded and the company will be able to propagate that behavior.

e The need of making sure that the company has a robust mechanism in place — if the
employees refer candidates for the post of a driver and don’t hear what happen with
those candidates, they are going to stop referring candidates to HR manager. There-
fore, the human resource manager should keep the referrer informed about the current
steps their candidate goes through in the recruitment process.

e Setting goal for the program — it is required to put in writing what number of hires
the company would like to come from employee referrals, then they should con-
stantly measure and refine the program.

e Not forcing participation — the company should not make it mandatory to refer some-
one. Even though they have set some guidelines and created this program, it does not
necessarily mean that they have to force employees into referring someone for the
position of a driver, if employees were being forced to do something extra on top of
their daily tasks they will not react well to this referral program. They should consider
leaving it as more of an option to benefit the company, make them feel included, or

earn a little extra cash by receiving the referral bonus cash.
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5.5 Drawbacks of employee referral

Once implementing the employee referral program, unfortunately, usually some cons might
appear as well. Along with the advantages that stand out, several disadvantages should be

considered as well, such as:

e Individuals might perceive the referrer as trying to convince them to apply for the
job for financial reasons rather than because they genuinely want them to have the
job.

e Organizational attractiveness may be negatively influenced when potential appli-
cants know that employees receive a bonus for making a referral.

e Current employees can suffer from embarrassment in case their new hire underper-
forms or does not pass the training period.

e Another problem with the referral program is that the employee would have to wait
long time till the reward is distributed. First waiting gap would take 6 months and
the following another 6 months, making the waiting gap 1 year. This time lag leads

to high levels of disengagement amongst employees.

5.6 Eligibility & Participation

We first need to identify those employees that are eligible for recommending referees. Apart
some exceptions, there are no employees being excluded from this program, therefore every
single employee, such as an administrative person, driver or even the director are eligible to

come up with candidates.

e All employees are eligible to participate including:
o Trolleybus/bus drivers
o Workmen/workwomen
o Technical and economical worker
e Employees who can participate in the program but who cannot claim the bonus:
o Human resource manager (conflict of interest)
o Former employee
o Contract temporary help

o An intern
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5.7 Referral bonus

Many people think of referral program as a program via they bring they friends and family
but that is not all it is, this is just a part of the equation. It doesn’t work on the system that
some employee sends their friends and they both get money or prices. This would be a bro-
ken approach to the referral program concept. The real concept is having people being able
to bring people into the company, it should be a win for the referrer, the referee, and the
business, it needs to be balanced. Wrongly applied referral program could actually demoti-

vate people from supporting the program.

The members should be consistently educated on how the system works, either in a group
setting or one-on-one. Few people can actually remember how the system works but once
it’s never spoken about this again, so the constant process of re-education is something we

have to do on a monthly base.

In order to motivate the employees, we should provide them with a special reward such as
referral bonus. Speaking about referral bonus, we have the total choice of providing three

different types of referral incentive structures, such as followings:

e No incentive
e One-sided

e Two-sided

Furthermore, when speaking about rewards we need to identify what form they will come
in. We can choose either between monetary and non-monetary rewards. Monetary is self-
explanatory, meaning we offer extra cash whereas non-monetary stands for offering prizes
based on the person’s choice. Offers can include giving away spa, message vouches, cinema
& theatre tickets, sport activities vouchers or any other form of educational prices such as
books or personal choice or language lessons. Basically, we would need to make sure that
we propose a good variety of rewards. Employees should be happy, and because they are

receiving rewards, they will be motivated and more likely refer the company to more people.

5.7.1 No referral bonus

Money is always important, money is great, but is it really the only thing the employees
thrive? Is it even possible to praise employee without any extra financial compensation, how
could that work? Although majority of employees want to receive extra cash, there are some

engaged employees probably wanting to refer candidates without waiting for bonuses. A
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good approach is to emphasize how referrals make the workplace better. It is required to
remind the employees that, by referring someone great, they will get a chance to work with
them in the same company. Engaged employees on the other hand, don’t just refer candidates
for the promise of a reward. They like their workplace and want to share their experience.
Rewards of any type, such as financial bonuses or any forms of gift certificates are not al-
ways required to create a successful program though; sometimes employees just love to share

for the sake of sharing the job proposal.

5.7.2 One-sided incentives vs two-sided incentives
One-sided incentives

In this type of referral program, cash or any type of reward is offered to the referrer (the

current employee) or their recommended friend/family member.

At this step, it is necessary to set the rules of the referral program and define how the em-
ployee is going to be rewarded. In general, one-sided incentives offer something to either

the referee or referrer, but not both.
Two-sided incentives

Two-sided incentives come in two types which are symmetrical and asymmetrical. Offering
the same cash to each party, current employee and the referred friend is known under the
term a symmetrical two-sided incentive. In this case the rewards are identical whereas offer-
ing different rewards is an asymmetrical two-sided incentive. Different rewards are being

offered for each of the two parties.

At this moment, it is essential to set out rules for rewarding both parties, meaning as well as
the referrer, also the referee, here is visible why a double-sided referral program is so pow-

erful from a psychological aspect.

Although this concept might seem fair since both parties would be rewarded, in the analyzed
company, as a better and easier start of the referral bonus, offering bonus just for the referrer
would be more appropriate since two-sided bonus could be perceived negatively by other
drivers (not just newcomers but also existing ones), which is why I consider the one-sided

incentives option to be more appropriate.

In the case of a referee bonus payout, it is actually a form of stabilization bonus paid for a
fixed period of employment, but only those drivers who have been recruited as part of the

referral program.
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How much to give away

In order to answer this question properly, it is required to know the internal metrics to have

to set a budget for giving these rewards.

The amount of 10,000 CZK would be ideal to be given to the referrer only, meaning first
5,000 CZK would be payout to the referrer after the completion of 6-month working period
of their recommended person, additional 5,000 CZK would be paid out after 12 months from
the beginning of their employment. Giving the 10,000 CZK bonus cash to the referrer only
is a good starting point, raising the amount of a bonus would be better to deal with in the

future than to declare higher amount at the implementation of the program.

5.8 Setting policy for the referral program

The following conditions will be set for the referral program:

1. The referee cannot be a former driver from the company.

2. The records of referees, and referrers are led by the human resource manager.
A recommended job seeker for the position of a driver shall indicate the name of the
employee who recommended them at the first interview with the human resource
manager, or the referrer should accompany them.

3. An employee would be considered eligible for the referral bonus payout only if the
applicant is successfully hired for the full-time position of a driver (in the case of
part-time work, the bonus would take proportional part, in the case of half-time work,
the referral bonus would be half of the original amount).

4. The referrer must be currently working in the company at the time of a bonus payout.

5. When a referrer recommends a qualified individual for a valid opening, and the ref-
eree is hired as a regular full-time or part-time employee, a referral bonus will be
paid. The total bonus cash is 10,000 CZK. The bonus is paid in two installments, one
after the new employee has been working in the company for 6 months (the employee
referral bonus amount is 5000 CZK-for full-time position of a driver; proportional
part for part-time positions), and additional 5000 CZK if referred person stays for at
least 12-month period.

6. The condition for payment of a referral bonus is that the recommended driver is not
on the last day of the 6 month (and 12" month) duration of the employment in the

notice period.
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7.

10.

11.

12.

13.

14.

5.8.1

The human resource manager will notify the referrer in writing that the person they
recommended has fulfilled the 6-month and 12-month duration of employment and
will be paid a bonus in the appropriate amount.

The Referral bonus will be paid out to the referrer in the same month as the referee
has fulfilled the condition of duration in the employment. Applicable taxes will be
deducted.

This bonus payment will be paid out together along with the referrer’s regular
salary.

The employee who made the recommendation must be employed in the company at
the time the bonus payment is due. An employee who is on maternity leave or tem-
porary disable at the time the bonus payment is due will receive the bonus payment
when the employee returns from the leave of absence.

The hiring process will be fair and consistent with the company’s policy and proce-
dures, with no bias for or against candidates whose selection might make another
employee eligible for a referral bonus.

No referral bonus will be awarded for a referred person if the candidate commits any
form of violation or breaks the company’s policy.

Human resource manager will monitor the use of the referral bonus program and will
report annually to the director of the company on the usage of the referral bonus
program.

Human resource manager will have final authority over all aspects of the employee

referral bonus (along with the director).

Conditions for payment

The total bonus cash is 10,000 CZK. Conditions for payment referral bonus awards shall be

paid in two lump sum payments.

The referrer will receive the first bonus payout whenever the referee has been working in the

company for 6 months (the employee referral bonus amount is 5000 CZK-for full-time

position of a driver; proportional part for part-time positions). The referrer receives the ad-

ditional 5000 CZK bonus cash at the moment when then referred person stays in the com-

pany for a 12-month period.
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Figure 15: Referral program — bonus cash (own production)

However, once we determine to pay employees for their referrals, we need make sure they
clearly understand the process and the timing of their payment. Once an understanding is in
place, we need to be certain to pay bonuses in a timely manner according to the plan, delay-
ing an expected payment would crush the internal morale and would disengage employees

from the referral program.
The points listed in this chapter are incorporated into the internal directive that is part of this

project (see Appendix I).

5.9 Responsibility assignment matrix

The responsibility assignment matrix (RAM) lists all the major activities that are needed to
be performed in order to implement the project and also shows the person responsible for
the implementation of these activities. On the matrix, the different roles appear as columns
(one person can have several roles), with the deliverables listed as rows. Additionally, roles

and assignments are identified by using a coding structure RACI:
Responsible — the people who actually carries out the assignment.
Approval - the person who approves the assignment.

Consulted - people who are not directly involved with carrying out the task, but who are

consulted.

Informed - a person/people that need to be informed of the progress of the work.
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Table 10: Responsibility assignment matrix (own processing)

Assignment Bearers of responsibility

z _
NN 3
s § & = 85 ¢
S o = bS] = 2
g = E B 2 =
a 5 ~ ) < g
g = 8 -
3 ani
O
Submission of the project to the company's R
director for approval of the implementation
Approval of the project A
Preparation and publication of the directive A C R
Inform employees about the project R R I
Implementation of the referral program R I
Evaluation of the project after one year A R

5.10 Implementation of the referral program

Implementation of the referral program in individual steps:

1. Submission of the project to the company's director for approval of the implementa-
tion.

2. The human resource manager prepares the internal directive (for the directive pro-
posal - see the Appendix I) to describe the functioning of the referral program. The
conditions for payment of the remuneration will be described and the terms of the
remuneration will be set (see point 5.8.1)

3. The human resource manager will keep records of all candidates and employees who
have recommended the interested person. When the candidate enters the employ-
ment, the human resources manager records the duration of the employment. Upon
fulfillment of the eligibility conditions, the HR Manager will prepare the materials
for the payment of the remuneration and will remit to the reimbursement and at the

same time will inform the employee about the payment remuneration.
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4. All employees will be briefed at the center meetings (remind every month at meet-
ings) about the referral program. The bulletin boards in all the division will be posted
with information about the referral program.

5. Implementation of the referral program — the referral program is now running.

6. Annual Report — human resource manager prepares the annual report where it comes
to the evaluation break down. Also, HR manager assesses the results of the referral

program and informs the Director and management of the results of the program.

5.11 Construction of the referral program in time-lapse

The table shows the time consumption of implementation the referral program, the total time

until the start of the referral program is about 5-6 weeks.
Table 11: Project timetable (own processing)

Activity . Duration Preceding

symbol (days)  activities

Submission of the project to the
A company's director for approval of 2

the implementation

B Approval of the project 5 A
C Preparation and publication of the directive 2 B
D Inform employees about the project 30 C
E Implementation of the referral program 1 D
F Evaluation of the project after one year 365 E

Even though, the duration of all individual activities was compiled, this duration is only
estimated, and it is possible that the actual duration of the project will vary. The time for
Informing employees about the project lasts 30 days, because the meetings with employees
are set only once a month. Also, activities D and E can be implemented concurrently, pro-
vided employees are informed about the referral program immediately after the adoption of
the directive. It depends on when working meetings are scheduled. Working meetings take

place on workstations at different times, always once a month.
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For the creation of the Precedence graph and Gantt chart, the QM program was used to de-
sign the node a rated network graph that graphically depicts the critical path. The individual
steps of the referral program implementation and their duration in days are listed in the fol-

lowing table. The time schedule of the project consists of six activities total.

The following table explains Precedence graph with the critical path. None of these 6 activ-
ities must be delayed so as not to interfere with the overall duration of the project. Critical
path is therefore determined by activities A, B, C, D, E, F. Any of the activities do not pro-
vide the time reserve, and all activities must be performed in time in order to avoid delay of

the project.
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Figure 16: Precedence graph (own processing)

Based on the graph, it could be find out that the shortest possible project implementation
time is 40 days (excluding the project evaluation after one year). In addition, it could be also
noticed that the earliest feasible beginnings and endings of each activity are identical, since

no delay of the individual activities can appear in order to make the project on time.
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Figure 17: Gantt chart - early and late times (own processing)
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5.12 Costs of the entire project

Implementation costs of the project: we are here speaking only about the wage costs of the
human resource manager who will implement the project, but this cost would be the same,
even if the project was not implemented, so the project start-up costs are zero. The project is

risk-free for the company.

Costs during the operation of the project: the actual cost of the project is only a paid bonus
of 10,000 CZK (+ 34% for social and health insurance paid by the employer) linked to the
retention of the new driver in the employment. Compared to the surcharge for overtime work,
which would have to be worked out if the new driver had not been recruited, the amount of

13,400 CZK is much lower than the overtimes paid.

5.13 Risk of the project implementation

Since the cost of implementing the project is zero, therefore the financial risk is zero, because
there can be no loss. The bonus is paid only after the condition has been fulfilled - staying

in employment for at least 6 months.

The risk can be that employees will be poorly informed about the project, they will not have
all the important information or the reluctance of employees who do not recognize the em-
ployer's interests. Another possible risk could be the deterioration of the company as an em-

ployer by former employees.

For each of the risks, it is necessary to determine the probability that the risk will occur and
the severity of the impact if it really occurs. The given risk probability and the severity of

the impact are my subjective opinions.
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Table 12: Risk analysis of the project (own processing)

The severity of the
Probability of The value of the
risk impact on the

occurrence of risk risk
project

Low employee
awareness of Low Medium Medium

referral program

Involvement of

employees to

Medium High High
attend the referral
program
Possible damage by
Low Low Low

former employees

The employee's lack of interest in the referral program was evaluated as the greatest risk.
Although, employees' lack of interest in participating in the project cannot be influenced by

the company, so it is evaluated by the medium probability.

5.14 Benefits of the project

The benefit of the project is the expected intake of drivers on the basis of the recruitment
program, which is the benefit of reducing the overtime cost. The project benefits even to
existing employees who are rewarded by bonus for bringing in an employee. However, the
success of the project is based on the activity of existing employees who can provide their

friends or relatives with information about the vacancy and work to recommend.

On the positive note, multiple benefits from the referral program could be realized, includ-

ing, but not limited to the following:

e Likelihood of quality - employees generally recommend only quality candidates be-
cause no one wants to be embarrassed by the person they refer. The goal of any open
position advertisement is to gather a pool of qualified candidates to evaluate. By
having current workers vouch for the people they recommend for a position, the pool

of candidates can have an overall increase in the level of skills that are available. In
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case the employee keeps on referring poor quality candidates, it might also affect
their own career as well.

Simplification of the recruiting process - recruitment is simplified because compared
to having a presence at Labor Office, publication of advertisements in print, the initial
screening for new employees can happen faster.

Saving money and time — speaking about saving time and money, this may appear as
the biggest benefit of a successful employee referral program. By using this concept
this way of employing people might make it easier for the human resource manager
by saving their time by dozens of days, it is saving hours and hours of work that
could by effectively spent on some other activity (see Figure 18). Also, speaking of

reduction of the cost of overtime work, see points 5.14.1.
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Figure 18: Referrals hired time (The undercover recruiter, 2018)
Using referral program also helps with tenure of the new-coming employee. Referral
hires have greater job satisfaction and are more likely to stay longer within the com-
pany (see Figure 19). The longer tenure is mainly caused by the reason that the new
hires are already familiar with the working environment and it won’t take much time
or effort on their behalf to absorb the culture of the company as they already know
someone from the company, therefore the retention rate is much higher as compared

to other sources of recruitment.
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Figure 19: Referrals' tenure (The undercover recruiter, 2018)
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It is needed to be keep in mind that referral program does not necessarily have to rest fully
on the employees’ shoulders, this program also concerns to anyone close to the company,
meaning families of current employees, and others. Employee referral management systems
will offer the company an easy and streamlined way to automate mundane operations, will

make them more free and the employees to work on other matters.

5.14.1 Financial comparison — overtime vs employee referral

Working overtime is defined as the work done by the employee on the order of the employer
or with his consent over the specified weekly working hours (or outside of the working shift
schedule). Overtime work can only be done exceptionally. The employer may order it only
for serious operational reasons, including for a period of uninterrupted rest between two
shifts or under the conditions specified in Labor Code, as well as on days of rest. Registered
overtime work must not exceed eight hours in individual weeks and 416 hours per calendar
year (8 hours x 52 weeks). Overtime above the scope mentioned in the previous sentence

can only be given by the employer on the basis of an agreement with the employee.

If the company was to recruit four employees via this referral program per year, the yearly
cost spent on referral bonus cash for the existing employees would be 4 x 13,400 CZK
(10,000 CZK plus social and health insurance paid by the employer), making it a total of
53,600 CZK.

The hiring cost of each new driver requires also the cost of training. The cost of training for
one driver is 34,000 CZK, including the wage of the training driver (including insurance
paid by the employer) driver's wage in training (including taxes) and the cost of the traveled
kilometers in the vehicle during training. The total cost of training 4 drivers is a total of
136,000 CZK.

If the company did not hire 4 drivers, the work would have to be performed by existing
drivers in form of an overtime. The yearly cost of overtime is estimated at approximately
365,000 CZK (with health and social insurance paid by the employer).

Calculation of overtime costs: (4 employees x 12 months x approx. 168 hours = 8,064 hours
worked minus 5 weeks of vacation % 40 hours per week % 4 employees = 7,264 hours), if
the hourly wage is 150 CZK, and the overtime hourly pay is 25% average hourly wage, this
would lead to the total overtime cost of approximately 365,016 CZK (7,264 hours worked X
150 CZK % 0,25 x 1,34) with health and social insurance paid by the employer.
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For overtime work of 4 drivers, the company pays the amount of approx. 365,000 CZK per
year, whereas the costs of accepting and training 4 employees within the referral program
will be 189,600 CZK in total (53,600 CZK + 136,000 CZK). The difference is 175,400 CZK
(in the first year), which is the amount the company saves in case the company ends up hiring
4 new drivers. In the following year, the cost of training and payout of the bonuses fall off,
so every year the company will save the full amount of costs for overtime work.

In conclusion, the benefit of a successful project will be the reduction of the cost of overtime

work.

5.15 Summary of the project

The goal of the project was to come up with new recruiting system for the chosen company,

which would benefit from an increase in the number of newcoming drivers.

In order to improve the recruitment process, a referral program has been proposed as the
project, which will function on the principle of an existing employee making a candidate's
recommendation. The reason for this project proposal is that the company do not have such
aprogram, and those who recommend someone are not financially evaluated for a successful
admission of their candidate to the company. Policy of the referral program along with the

conditions for bonus payouts are part of the project.

To increase efficiency and motivation to participate in the program, referrer will be finan-
cially evaluated for the successful admission of candidates to employment. The current em-
ployee who has recommended someone will be financially valued after 6 months of employ-
ment of their candidate, then after additional 6 months the referrer will subsequently be

awarded.

The program cannot be applied to the company if none of the employees are not familiar
with the program. It must assured, that all employees understand the principle of the referral
program, must not just wait and expect that the candidates will contact the company, so it is
required to do the in-house advertising and promo of the program. The referral program is

effective when the program is introduced to all the employees.

Along with the project, there are almost no risks that may affect project implementation. The
severity of the risks was identified by the low likelihood of occurrence and given that the

potential risk of occurrence was not financial, the risk of launching the program is considered



TBU in Zlin, Faculty of Management and Economics 74

zero. Elimination of risks cannot be avoided as it cannot be predicted whether the employees

will want to participate in the program.
Cost-wise, the benefit of a successful project is reduction of the cost of overtime work.

The time duration of the project is quantified for 40 days with the help of the QM program
(excluding the project evaluation). The longest part of the project is the Evaluation of the
project, which is established a year from the start of the program. Any conclusions could be
made, and any analysis could be done about the project if no preview of the annual statistics

of the recruited applicants using the referral program are available.

The benefit of the project to the company will be an increase in the number of newly admitted

drivers into employment through the recommendation of the existing employee.
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CONCLUSION

The main goal of this master thesis was to come up with a new project for the chosen com-
pany that seemed to be struggling with recruitment process, more specifically, with new

applicants for the position of a driver.

In the theoretical part, there were used literary sources, which concerned selection and re-

cruitment of personnel, and human resource management along with its functions.

Along with this thesis, I analyzed the current situation in company in terms of recruitment
and employee searching. All analysis that were made were specifically calculated only for
the position of a driver, that seems to be lacking not only in the analyzed company, but also
in the Czech Republic as whole. Furthermore, speaking about lack of drivers, this problem
seems to occur due to the fact, that the job is nor financially awarded enough and some job

applicants prefer working in competitors’ fields or are not attracted by this sector at all.

Because retaining the best workers becomes a difficult challenge, that is what second part of
my master thesis focused on. I conducted analysis showing retention rates, turnover rates,
and average tenure of employees in specific years, based on which I came up with a new
project that could be money-effective as well as not time-consuming. Monitoring employee
retention rates and turnover rates helped me to realize that the company needs to hire more

employees than they offer vacancies due to the fact, that employees come and leave.

While analyzing the current state of the recruitment in the company, it was found out that
when recruiting employees, the candidates used to come from the Labor Office which is
lately fading away due to the high vacancy offers. Apart from the Labor Office, the analyzed
company publishes the job offer in journals. An important part of the recruitment is the com-
pany’s website where available vacancies are posted. Despite these already functioning ways
of recruitment I was trying to find more effective way that is also used in other companies

and the analyzed company could take an example of.

After analysis on the current human resource situation, I discovered that implementation of
a new program could help the recruitment process and could also motivate the current em-
ployees to earn some extra cash. This new project is made on the concepts of a referral
program. Referral program basically offers a great source of finding new candidates while

being low-cost.
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The last part of my thesis concentrated on designing the project itself. I came up with possi-
ble way of recruitment program which gives monetary rewards to the employees who rec-
ommended someone appropriate. The most effective solution on how to increase the effi-
ciency of recruitment is to have the current employee recommend their friends or relatives.
This referral program is riskless and saves cost that would have been spent on salaries of

drivers working overtimes.

In a nutshell, application of the project called referral program into the company is found to
be very adequate and efficient. There are no potential risks along with this program, time-
wise, the implementation and maintenance of the program is undemanding and, also, by
implementation this program the company would gain competitive advantages compared to

another field-related companies in terms of recruiting process.

I am convinced that the goals of the work have been fulfilled and that the project is realizable

in practice.
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APPENDIX I: PROPOSAL OF THE DIRECTIVE

REFFERAL PROGRAM

DIRECTIVE

xx.xx/18

Date of publication:

Publisher: director of company

Total page: 2

xx.xx.2018 Attachments: 0
User: employee of company

Effective as of: Builds on: --

xx.xx.2018 Cancels: --
Author: human resource manager, name

Revision: Updates: 1 year

Submitter: human resource manager, name

1. Abbreviations, concepts, definitions

G - Executive Director (director of the company)

R - is responsible for the activity (in the responsibility scheme)
C - collaborates on activities (in the responsibility scheme)

2. Purpose

This directive defines the recruitment rules and sets out the particular procedures.

The main purpose of the referral program is to seek new candidates for the performance of
the work of the public transport driver and attract them into the company via current em-
ployees of any position that are then provided a monetary incentive for referring applicants
who are subsequently selected and successfully employed as drivers.




3. Responsibility scheme

Author Submitter | Publisher User
N. [Activity
1 | Drafting a proposal R C - C
2 | Ensuring reminders R C - C
3 | Consider comments R C C C
4 | Validity check C R - C
5 | Approval of the directive - C R C
6 |Issue and distribution C - C C
7 | Using the directive - - - R
8 | Reviewing eligibility R - - C

4. Description

Apart some exceptions, there are no employees being excluded from this program, therefore
every single employee, such as an administrative person, driver or even the director are eli-
gible to come up with candidates.

e All employees are eligible to participate including:
o Trolleybus/bus drivers
o Workmen/workwomen
o Technical and economical worker

e Employees who can participate in the program but who cannot claim the bonus:
o Human resource manager (conflict of interest)
o Former employee

Contract temporary help
An intern.

Policy of Referral program

1. The referee cannot be a former driver from the company.
2. The records of referees, and referrers are led by the human resource manager. The
records of referees, and referrers are led by the human resource manager.



10.

11.

12.

13.

14.

A recommended job seeker for the position of a driver shall indicate the name of the
employee who recommended them at the first interview with the human resource
manager, or the referrer should accompany them.

. An employee would be considered eligible for the referral bonus payout only if the

applicant is successfully hired for the full-time position of a driver (in the case of
part-time work, the bonus would take proportional part, in the case of half-time work,
the referral bonus would be half of the original amount).

The referrer must be currently working in the company at the time of a bonus payout.
When a referrer recommends a qualified individual for a valid opening, and the ref-
eree is hired as a regular full-time or part-time employee, a referral bonus will be
paid. The total bonus cash is 10,000 CZK. The bonus is paid in two installments, one
after the new employee has been working in the company for 6 months (the employee
referral bonus amount is 5000 CZK-for full-time position of a driver; proportional
part for part-time positions), and additional 5000 CZK if referred person stays for at
least 12-month period.

The condition for payment of a referral bonus is that the recommended driver is not
on the last day of the 6" month (and 12 month) duration of the employment in the
notice period.

The human resource manager will notify the referrer in writing that the person they
recommended has fulfilled the 6-month and 12-month duration of employment and
will be paid a bonus in the appropriate amount.

The Referral bonus will be paid out to the referrer in the same month as the referee
has fulfilled the condition of duration in the employment. Applicable taxes will be
deducted.

This bonus payment will be paid out together along with the referrer’s regular
salary.

The employee who made the recommendation must be employed in the company at
the time the bonus payment is due. An employee who is on maternity leave or tem-
porary disable at the time the bonus payment is due will receive the bonus payment
when the employee returns from the leave of absence.

The hiring process will be fair and consistent with the company’s policy and proce-
dures, with no bias for or against candidates whose selection might make another
employee eligible for a referral bonus.

No referral bonus will be awarded for a referred person if the candidate commits any
form of violation or breaks the company’s policy.

Human resource manager will monitor the use of the referral bonus program and will
report annually to the director of the company on the usage of the referral bonus
program.

Human resource manager will have final authority over all aspects of the employee
referral bonus (along with the director).

Executive Director



APPENDIX II: INTERVIEW WITH THE HR MANAGER

What's the biggest problem you have in the HR?

At present, the biggest problem is the shortage of drivers due to the high number of drivers
leaving our company. Drivers leave us to other employers, the reason is that they have irreg-
ular working hours and drivers are leaving for other employers who offer better conditions
in the layout of working hours or shiftwork. Shifting to other employers is also due to the
fact, that the new employer provides them with better financial remuneration than they have
in our company. Of course, the solution to fluctuation could be sought by increasing drivers'
salaries, although given that our company has an approved budget from its founders, and
any increase in wages means an increase of millions CZK, it is not the decision of the man-

agement, but it depends on the approval of the founders.

Are there plenty of people interested in the driver's job?

It can be said that in a month, about 4 to 6 people report on the work of the driver either in
e-mail, by phone or in person. If the applicant sends a written request for a job, I invite

him/her to a personal interview.

Those who come in most cases do not have the required driving license, although. If a person
interested in the driver's job is registered within the Labor Office, I suggest that they apply
for a retraining within the Labor Office and, after completing their retraining, they is re-
cruited. If a person interested in the driver's job is not registered at the Labor Office, I will
offer them the possibility of obtaining a driving license, with the costs of obtaining the re-
quired driving license paid by our company, but I will alert them that they will have a com-

mitment to remain in the employment for 3 years.

If a driver interested in the driver position has the required driving license (including a pro-
fessional license), he/she will undergo all medical examinations, which will take about 3
weeks and can then be recruited. If a person interested in the job does not have the required
driving license, he/she first has to undergo medical examinations and then he/she starts about
three months of retraining which means they can start working in 4 months after the inter-

view.



At present, we offer fixed term contract, valid for a predetermined period of 6 months to all
employees, with a trial period of three months. By expiration of a fixed term contract, the

employment turns into indeterminate term contract.

What forms of recruitment do you use?

First of all, I would just like to mention that the advantage of our company is that we are
constantly in people’s eyes (potential job seekers) by having a lot of vehicles in operation.
In this sense, we do not have to invest money in advertising, so people know about us. Re-
garding forms of recruitment, we have a recruitment ad on our website and I think this form
of advertising is one of the most effective, then we have leaflets in all vehicles, there are 4
A3 size A3 drivers targeted to recruiting drivers, LCD screens in vehicles have information
that we are looking for urban public transport drivers. Occasionally, we use regional news-
papers to publish an ad for recruiting drivers, and late last year we also turned to the sur-
rounding communities asking for a job offer to be published on the community's website or

cable TV broadcasting. But I must add that this form was not effective at all.



