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ABSTRACT

The purpose of the present study is to explore informative recruitment process at Zong CMPAK that makes the candidates better equipped and better informed to understand the nature of their job and to be prepared for it.

The study is based on objectives that revolve around the kind of information provided during the recruitment process and the key findings help us evaluate the loopholes that may need to be revised to make up a sound recruitment process at Zong CMPAK. Some of these objectives revolve around provision of job description, responsibilities and requirements as well as finding out the extent of feedback in this whole process. 

A sample of 50 Employees was selected at random. One questionnaire was given to the respondents. Information given by each respondent remains confidential. The questionnaire was distributed among various individuals of the organizations at different levels.

Major findings show that Zong CMPAK has to look for proven ways to further enhance the value of their recruitment, selection, and retention strategies. These initiatives, in turn, serve to reduce employee turnover, enhance employee commitment and satisfaction, improve job performance, and yield positive cash-flows to the organization.
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CHAPTER 1: INTRODUCTION

1.1 Background

In today’s dynamic world organizations are increasingly realizing the importance of human capital vis-à-vis human resource management within the context of organizations. Contemporary organizations consider their human resource as their capital; they work on the realization that the human resource holds the key to the destiny of the organization. Employee’s performance can make or break a company’s position. 
Our understanding of Human Resource Management (HRM) is the complete life cycle of the human resource within an organization, from the point of induction to their exit from the organization. The first and foremost factor is the recruitment process. 
While we continue to live in a global economy which is recognized by continual changes due to mergers, acquisitions, downsizing and turnover of the people, we have observed one significant shift in Human Resources demands in recent years; there is now a greater emphasis on strategic human resource development vis-à-vis recruitment and retention. Organizational leaders that execute well planned and measurable strategies to acknowledge the value of people, end up improving organizational culture that helps their organization to successfully face the recruitment challenge that emerges from time to time.

The company’s capacity to retain employees directly depends on its ability to clearly define the requisite, goals and objectives expected of its human resource.
Many studies are being conducted to explore the relation between employee performance and employee retention. Employees who are well aware of employer’s expectation and can relate themselves to the organization’s missions/goals are expected to perform far better than the ones who are not communicated realistic expectations and work environment. This directly relates the performance to job retention. Of course employee turnover is also expected due to certain other reasons, but an employee who does not find him/her self a right fit to the organization underperforms and be a source of unexpected loss by resigning or facing termination.
Employees’ competencies (knowledge, skills and abilities) form the basis of their performance. If the employee has the matching set of competencies, he performs to be retained and employers retain them, if they perform well. However if the employee does not have the relevant competencies; he does not perform and does not get retained.
Our research looks at the earlier stages in the performance chain, namely, at the recruitment and screening strategies adopted by Zong – CMPak (a China Mobile Company)while they hire their workforce. Our paper analyzes selection of right talent and provision of realistic job information during hiring process that directly affects the organizational and employee performance.
Zong’s hiring philosophy is very simple. Their recruitment objective is to hire quality individuals to fulfill their business demands. For this purpose they make use of certain tools from advertising to selection & recruitment. They make in-house announcements first by circulating the job description among all employees. 

Their hiring process starts from the “Employee Request form” by particular department/line manager. Once the headcount availability is confirmed; sourcing for the particular position takes place as per the position’s Job Description. As per their Standard Operating Procedures, sourcing and selection has to be based upon several competencies identified by the management. But general practice encompasses majority hiring based only on technical skills and a little importance is given to other aspects like knowledge and behaviors. Formal orientation of employees is usually scheduled right after joining but is usually missed. 

Telecom industry in Pakistan is facing intense competition. Zong having the lowest market share needs to have the right talent at the right time to compete with its competitors.  Therefore, its success today and in the future shall largely depend upon attracting, recruiting and retaining the right talent.
1.2 Rationale
The Strong Motivation behind this research is to study the recruitment process at Zong – CMPAK and analyze how informative that process is with respect to the input on job responsibilities, job requirements, job design and other basic information that should be interpreted during the recruitment process. The study also analyzes their selection process. 
We intend to propose a methodology which points out:-

“What is lacking and what needs to be done in order to improve the practice of effective and informative recruitment at Zong.”

 This is highly imperative with respect to employees and the organization in order to increase employee and organizational performance; if an employee is not communicated the requisite outputs at the time of hiring, he/she may not be able to fulfill that expectation and resultantly underperform according to the laid down outputs.  

1.3 Research Statement

“To find out if Zong CMPAK Islamabad provides relevant and realistic job information during the process of recruitment and they hire the right talent so that better performing employees emerges from the possible selection”.
1.4 Research Question

Is a recruitment procedure related to better informed employees? To find out if Zong has extensively informative recruitment method and if there is presence of clear job information in this procedure?
1.5 Objective of the Study 
Following objectives sum up the scope of the research paper:

· To investigate if Zong CMPAK has informative recruitment methods and the presence of clear job information in order to recruit better informed employees.

· To investigate the methodology being used for selection in the recruitment system.

· To find out the extent of feedback in the recruitment process to the hired officials and if both the negative and positive aspects of the job are conveyed to the candidates. (e.g. transport or no transport etc)

· To find out if all the queries of the candidates are addressed to or not and if company provides extensive job information during the process of recruiting employees in order to clarify the job details and how it has direct affect on the future performance of that employee and the organization as a whole.

· To find out If the job description is clearly portrayed and matched during the recruitment process or not.
1.6 Project Audience

Research findings shall be presented to Zong HR Managers. This will possibly help them identify their system’s strengths and weakness in order to develop an essentially informative system. Our research findings and recommendations work will help them review their recruitment system according to the contemporary practices.

1.7 Research Methodology

Research methodology is explained below;
1.7.1 Research Design

The research design is “exploratory.” We facilitate our research topic with different theories related to informative recruitment and other material that helps in making the concepts clear.
1.7.2 Research Method

The research methodology utilized is “survey”. We conducted survey within the organization based on questionnaire and interviews.

1.7.3 Research Tool

· Questionnaires

· In-depth Interviews
Questionnaire was used to gather the data. The questionnaire contained 22 items as can be seen in the appendix. It was designed on likert scale with a 5 point scale from 1 to 5 mentioning strongly disagree to strongly agree which is an interval scale and the difference between any two points on the scale remains the same. 

Questionnaire Items 1 to 3, 14 to 16 and 19 are inspired by the study by Ruwan Abeysekera, University of Kelaniya, The Impact of Human Resource Management Practices on Marketing Executive Turnover of Leasing Companies in Sri Lanka

Questionnaire items 5, 11 to 13 are inspired by the study of Patrick M. Wright, Timothy M. Gardner, Lisa M. Moynihan, Hyeon, Jeong Park, Barry Gerhart, John Delery, (2000) Measurement Error in Research on Human Resources and Firm Performance: Additional Data and Suggestions for Future Research

Questionnaire items 4, 6 to 10,17,18,20 and 21 were designed on the own after discussion with telecom industry officials and are approved by the concerned officials. 
1.7.4 Sampling Procedure

We randomly selected a sample of 50 employees from officer to managerial level from all departments to get their feedback.  Based on this, we got feedback from 5 HR officials to clarify information been provided. This sampling gives an equal opportunity to all the respondents to express their views.
1.7.5 Data Collection

Our research was based on primary and secondary research:

Primary:-

· Interaction with Zong employees by filling up of questionnaires.

· Interview with Zong HR Personnel.

· Interview with HR Personnel from telecom industry

Secondary:-

· Books

· Internet

· Articles

· Magazines/ Project Reports

·  Newspapers
1.8 Research Limitations

· Research is geographically limited to the regions of Islamabad and Rawalpindi. 

· Response of employees during verbal interviews was slightly erratic.
· As the major research has been conducted through Questionnaires, mostly employees were reluctant to take the time out of their work schedule. 
CHAPTER 2: LITERATURE REVIEW
This section of the research puts forward literature available on informative and effective recruitment tools and systems. It includes citation from different authors and theories. The sources of literature, studies, information, surveys and reports through articles have indeed enlighten and given us as a researcher proper direction to work and move into.  We have found through literature that it is highly significant to ensure provision of realistic job information during the recruitment process to ensure high performance and job satisfaction. 
Recruiting is seen as a “positive process of generating a pool of candidates by reaching the ‘right’ audience, suitable to fill the vacancy” (Leopold, 2002). Right audience being hired is expected to give high performance. As per Redman and Wilkinson, predicting future job performance is a complex process given that successful performance in any given job role is affected by individual and organizational variables. This has led some writers to argue that it is important not to isolate selection decisions from other Human Resource Management (HRM) practices that take place before and after the selection process, such as providing adequate information in advertisements and recruitment literature about job roles. This is thought to ensure a favorable employer image, as well as attending to the initial socialization of new recruits (Redman and Wilkinson, 2006).
According to Gerard P. Hodgkinson, J Kevin Ford Recruitment Objectives are:
· Filling “X” number of positions 

· Type of applicants sought:

· Education

· Knowledge, skills, ability

· Work Experience 

· Interests
· Diversity

· Time frame for filling positions

· Job performance of new hires

· New hire retention rate

· Job satisfaction of new hire

Recruitment objective can only be met when new employees’ are provided realistic job information. When a new employee’s job expectations are not met, the employee may exhibit their disappointment through higher absenteeism, lowered productivity and job termination (Baker,1985). Wanous quotes that related research on the effects of “met expectations” supports the notion that having accurate expectations leads to increased job satisfaction, greater organizational commitment, a stronger intent to remain in the organization, and slightly improved job performance (Wanous, 1992).
Ruwan Abeysekera quotes; where pre-selection practices are concerned, Pitt and Ramaseshan (1995) found that individuals who displayed a higher tendency to leave their jobs were those who perceived that the job previews that they received during the interview process were not realistic. (Ruwan Abeysekera, 2007)
Hiring effectiveness demands alignment of business strategy with employee performance. Ensuring Alignment relies on excellent performance management so that people are clear what their roles are, what is expected of them and how that might change. (Linda Holbeche, 2004)

Study of Duane P. Schultz and Ellen Schultz states; candidates should be provided with a balanced overview of prospective job to encourage applicants who are not a good fit to screen them out of the hiring process and to ensure that candidates who are hired understand what the job will involve. The recruitment information conveyed by a recruiter has a considerable impact on the effectiveness of a firm’s recruitment efforts. He added whether a company uses professional recruiters or has managers do the recruiting; these individuals should be trained to convey the company’s value proposition and branding in an effective manner. He also recommended that they should be trained on EEO issues so that they do not discriminate in the recruitment process in the recruitment process either intentionally or unintentionally. The training should also address issues such as false representation. Telling a recruit that the job will provide certain benefits that it does not and telling a recruit that the firm’s financial position is better than it are examples of possible false misrepresentation that can lead to the company being sued. (Schultz, Sydney Ellen Schultz, 2004) 
Quoting a Meta analysis of 40 studies by Phillips (1998)on realistic job previews; found to have a signification positive correlation with subsequent job performance. In addition, applicants who participated in realistic job previews tended to have lower initial expectations about the nature of the job and a lower incidence of quitting. (Schultz, Sydney Ellen Schultz, 2004)
Almost every organization gives high priority to the interviewing technique for selection. David S. Cohen in his book “the Talent Edge: A behavioral Approach to hiring, developing and Keeping” states that planning and implementation of behavioral interviewing brings tremendous value to the organizations and highly increase employee performance. He quoted that behavioral interviewing system improves your chances of selecting the best candidate two to five times over traditional methods. Identifying candidates who fit well the role in question and the organization values in general has a tremendous on retention. He further states that job description focuses on the position by outlying the technical requirements of the role including years of experience and academic training. The other thing mentioned often tells specific attitude. E.g team player, aggressive seller etc. we end up stating what the position needs than a road map for how to adjust a resume and cover letter. We ask about team spirit but rally want a specific brand of team spirit we haven’t yet defined. He added; we say that we require a high school diploma but really need someone to learn new skills in hands –on ways during the work day. It is impossible to find what we are looking for when we cannot define it correctly. (David S. Cohen, 2001)
According to David S. Cohen, simply focusing on criteria like years of experience and academic record can put too much emphasis on factors that aren’t as important as the ones that really indicate success. Here he quoted the example of bill gates. He was a college drop out.
CHAPTER 3: INDUSTRY OVERVIEW

In the Telecom industry of Pakistan the acceptance of the ‘strategic HR’ concept came in the late 90s and gained momentum from year 2000 onwards. All of the telecom players currently have different HR wings looking specifically after recruitment, training & development and services related strategies. The focus on employer branding has increased manifold since 2005. Many independent bodies including the Pakistan Society of Human Resource Management (PSHRM) and Rozee.pk (Pakistan’s No.1 job site) now conduct yearly surveys and award companies being perceived as the best employers in different industries including telecom. Such competitive honors require telecom companies to improve upon their existing employer images to a great deal. 

The increased flow of information through the web portals, social media networks, alumni events and intra company communication platforms is being ensured by most of the players in order to be considered as the preferred employer in the industry. Most of these steps are directly linked to the companies’ recruitment practices which have become more informative for prospective applicants in recent times.  
3.1 Mobilink

Taking Mobilink as our first case in point in the industry, one would not be surprised to find some leading HR practices from the market leader. With exponential growth in both subscriber base and employee base the company has strengthened its HR function to gain the strategic edge as far as people strategies are concerned. Talking specifically about the subject at hand, Mobilink’s recruitment process has evolved gradually and is a process that is under constant revision for better employer image. 

As per Ms Aniqa Khalid, Sr. Manager Staffing & Recruitment, Mobilink; earlier, majority of the sourced candidates were pouring in from diverse uncontrolled channels and the primary evaluation tool remained a behavioral interview in most cases. With the increased market competitiveness and the significant focus on employer branding, the company has now introduced many steps to channelize the candidates and the useful information. 

If we study Mobilink’s web portal we can easily witness the changes in the content and the look and feel over the past 2 to 3 years. From being an infrequently used medium rarely reflecting all vacant positions in the company, the Mobilink portal is now not only the primary sourcing channel for the company, it also lays down information about associated processes and the company in general to a great deal. Be it an emphasis on how women are contributing to the company’s performance to information about the different work areas that a prospective candidate would like to work in, it’s all mentioned comprehensively and the information is just a click away.

With reference to informative recruitment, all positions vacant in the company are detailed on the web portal which is regularly updated. A position detail not only summarizes the role and responsibilities but also defines the essential and desirable skills required for the job. By also studying the department details available on the portal, one can easily get the complete picture about the role and can decide to apply or otherwise quite convincingly. 

A recently introduced measure in this area is the pre-employment testing. After a candidate is shortlisted for a particular position, he/she is invited over to the Mobilink premises to take a pre employment test. Unlike most of the testing tools available, the tool being used has been customized to not only evaluate the behavioral aspects of the candidate but also assess the Knowledge, skills and abilities of the test taker. 

The Knowledge, Skills, ability (KSA) library is not static rather it involves input from the respective line manager for each test being developed. While it acts as a great filter for the company, it also plays an important role is streamlining the candidate’s expectations and understanding of the role. Thus it is a two way information flow enabling both the line manager and the candidate to make up their minds about whether or not to go ahead with the process. The interview process follows to strengthen the evaluation process and also act as another information platform where candidates can clarify any apprehensions or perceptions. 

The formal ‘first impressions program’ that follows the offer acceptance phase also sets responsibility on the line manager to clearly define the role requirements and wherever possible lay down specific and measurable outputs for the new joiner. The feedback of the program given by the new employee is channelized back to all stakeholders where it is monitored and improvements are suggested constantly. Such informative recruitment ensures clear expectations for the candidate (later employee) and also allows the line manager to provide objective performance feedback later on. 

The comprehensive performance management process of Mobilink encompassing an yearly objective setting exercise, a mid year feedback tool and the final annual appraisal further reinforces information sharing and clarity of expectations for both the manager and the employee. Such objective measures lead to objective performance ratings for each employee which then impact the reward and retention phases. Such linkage strengthens the information-performance-retention chain for the company. 
3.2 Telenor 

As per our discussion with Ms. Roshana Khan, Support Officer Telenor; Telenor Pakistan also enjoys a very informative induction process. Its web portal reflection of company and career related information is quite strong and its commitment to the employer branding front is very clear given a separate team being in place for this particular area. With its frequent press presence, on-campus participation in student related activities and introduction of new HR concepts; it is seen as the most active HR player in the industry. With majority of its workforce being young, it is specifically very popular amongst the country youth and most of them are very eager to be a part of this organization. 

The job details shared by Telenor on its website is extremely detailed carrying specific information about the skill set, qualification and experience required for a role in addition to the role details. This first information sharing step is followed by a telephone call to the selected candidates who can discuss the role expectations and share some information about themselves at this stage. This step saves a lot of time and effort for both the company and the candidate since they both get a fairly clear picture of what they may be getting themselves into and thus the trouble and impressions involved with inviting a person over and then regretting because of a complete mismatch scenario are managed well. 

The evaluation process may or may not involve a test but definitely revolves around defined competencies for each role. The availability of a competency dictionary enables an objective interview process and also educates the candidate of what the role competencies are. The planned induction program is a completely information driven process to eliminate any chances of ambiguities and false impressions. The company orientation program and performance management tools are also designed to plug in well in the puzzle. 

Overall, the industry sees Telenor employees to be quite loyal to their company and very rarely move out due to reasons tied to uninformed hiring or mal-people practices. Telenor Pakistan is rated very high as an employer and its improved performance and the ability to retain people spells out that the informative recruitment process followed by well gelled in HR processes are making the difference for this challenger. 

3.3 UFone

The commercially rising star Ufone is also on a rise with regards to its HR practices. Being directly influenced by the government bodies earlier Ufone found it very hard to make a mark commercially so HR was completely on back foot. Now, with Etisalat in the picture things have started moving in the right direction. 

The stale HR practices are now being revamped as per the current industry trends. Though we can’t say that the HR strategies match the growth pace of the company but they are definitely adding value. The commercial health improvement has given Ufone a new employer perception as well and the company is using tools to build on this perception. Though most of the recruitment in the company is still based on references, the internal job posting program has gained footing and the internal mobility issues have been addressed to enable the right employees to fit in the right roles. The IJP program has improved the system transparency and has thus been a successful initiative so far. 

The external sourcing is primarily head hunter based. The technical and IT wings have introduced pre employment tests which help in informative recruitment of technical resources in the company. The tests, apart from gauging the abilities, also act as a communication tool for applicants. While going through the test phase the role expectations and required skill set also becomes clear to the candidate. The company also follows a formal orientation program to make the new inductees feel at home. So, though the recruitment and associated processes serve as information pipelines but the concept of true informative recruitment still requires a lot of tools to be introduced to complement the existing ones. 
3.4 Warid

The last in the list of competitors to Zong is Warid. Unlike the other players in the industry Warid has its head office housed in Lahore. Warid’s recruitment has been on hold for quite some time now and there is no news of resumption anytime soon.  Warid is generally known for its unfriendly policies and processes especially when it comes to people strategies. So although all other players seem to be on the right track, Warid lags behind by still following status quo. Information sharing is very limited even within the company so having an informative and practical induction process is definitely not its forte right now. 

Having stale recruitment practices has put the company on a deficit when it comes to quality human resources which are directly impacting its performance on the whole.  Even if there were some promising resources who joined during the launch phase, the absence of a support mechanism has made them exit the company. 

Overall the telecom industry is very fast paced and witnesses fierce competition. The commercial competition is definitely there but the contest to attract and retain the best talent in the industry is no less stern. The industry dynamics thus require companies to not only strengthen their image as an employer but also to constantly inculcate transparency and realistic information in all processes and practices. Keeping the infrastructure and investment intentions constant, the primary differentiator with regards to company performance is the human capital. While the ability to attract high potentials links to the employer brand as well as commercial performance the ability to retain and ensure a high performance culture depends upon realistic information being made part of all processes. Since recruitment is the first process which sets the expectations and tone for an employee, this process being realistic and information driven is key to better performance, employee satisfaction and eventually employee retention.

CHAPTER 4: COMPANY OVERVIEW

Zong is a subsidiary of world’s largest telecom operator; China Mobile. Going back to the history, Paktel was the first company to be granted the license to carry out cellular services in Pakistan. However after the launch and initial success in 1998, it lost its market share to GSM Service Providers. In 2003, Millicom Corporation bought Paktel. In January 2007 Millicom sold Paktel to China Mobile. In 2008 China Mobile re-launched with the brand name Zong. Zong’s edge comes from the experience and expertise of running the world's largest telecom service and the commitment they make to setting quality and customer relations standards.

Zong’s vision is to make communication exciting and become the leading mobile operator in Pakistan. It aims to deliver continuous innovation and exceptional quality services and foster an internal environment of innovation, collaboration and trust. Zong - CMPak is instrumental in becoming customer’s partner of choice, industry’s’ employer of choice, and shareholders investment of choice.
Zong CMPAK offers vast range of roles, positions, functions and locations to satisfy the most creative and determined minds. The organization has a huge employee base of more than 2500 employees. The employees work under different domains like administration, Marketing, Customer Support, Customer Services, Call Center, Corporate Sales, Sales & Distribution, Finance (Operations & Control), Procurement, Legal & Regulatory Affairs, Human Resources, Information Technology, Administration, Engineering (Network Planning & Switching, Operations & Maintenance, Rollout),Project Management Office.

The re-launching of the company with the new brand name has brought massive changes in overall operations and procedures of the company. Initially there was very little emphasis on Human resource management. With the advent of Zong; traditional concept of personnel management got replaced with strategic HR management. Concepts like employee satisfaction and retention are given high importance. There is now increased realization of the fact that human capital at Zong holds the key to organization’s high performance and productivity. HR Managers are instrumental in developing and utilizing tools/ procedures that further enhances employee knowledge, increase satisfaction and consequently increase productivity.  
Zong CMPAK having the lowest market share has to actively work towards building a strong image in the industry to attract prospective customers and employees. Zong’s Human Resource Department is responsible for human resource management, including areas like recruitment, compensation & benefits, organizational development and HR Operations.
All four departments of HR are geared towards Employee betterment and satisfaction. Organizational Development function looks after employee performance management, appraisals, trainings and other cultural aspects of development. Compensation & Benefits team conducts salary surveys, devises competitive compensation packages and runs payroll. HR Operations handles employee queries, organizes events and caters all other operational aspects of HR. Recruitment team is responsible for quality candidate sourcing till friendly employee joining. 
As per the HR officials; Zong recruitment policy focuses on hiring and developing right fit for every position. Right fit characterizes every position’s basic requirements, company’s values and HR defined necessary competencies.  

Recruitment team entertains every job application and maintains/updates wide range of candidate pool. Whenever a job opportunity pops up; they review all the applications and shortlist the matching profiles. Short listed candidates undergo a thorough assessment process and are updated time to time during the selection period. Finalized candidates are made employment offers and issued appointment letters to intimate their hiring confirmation.  

As per Fayyaz Hussain Hashmi, Manager Recruitment, Compensation & Benefits Zong CMPAK’s mission, business philosophy, employee guiding principles and values are clearly identified and are as follows; 
4.1 Mission Statement

“To be the leading mobile operator of Pakistan by continuously innovating and offering exceptional quality services; to be a good corporate citizen and envoy of friendship between China and Pakistan.”
4.2 Business Philosophy
Zong CMPak’s Business Philosophy is based on:

· Solid commitment to growth.

· Consumer convenience.

· No compromise on quality.

· Connectivity with reliability.

4.3 Company’s Values

The company’s management has identified the following core and key values for employment practice;

Core Value:
“Responsibility makes Perfection”
Five Key Values:

· Trust Worthiness

· Respect

· Responsibility

· Communicate Openly

· Team Work
4.4 Guiding principles of Zongerz

The Employees (Zongerz) of CMPak are guided by the following principles. Management believes that employee’s decisions and actions should demonstrate these values. Zong Management believes that putting the values into practice creates long term benefits for shareholders, customers, employees, suppliers and the communities they serve.

· Employees take responsibility for quality

· Employees deliver customer satisfaction

· Employees act with integrity in all we do

· Employees value each other

· With responsibility comes perfection

· Employees regard suppliers as essential team members

With this clear identification of company’s mission, values, business philosophy and employee guiding principles it is expected that employee’s performance is highly aligned with the corporate strategy. But company’s employee practice portrays a different scenario and requires intense clear communication of the above mentioned to all employees. 
When we look at the elements that define and evaluate performance at Zong; we realize that once the employee is hired, systematically his/her performance is measured after three months through probation evaluation form. This evaluation is done by the line manager; who may or may not be involved during the interviewing/hiring process. Probation period extension spells out the gaps due to mutual and reciprocal understanding of expectations. However, employee confirmation does not prove the informative recruitment process; it may be influenced by other factors like orientation by line manager or peers, networking, employee inquisitive or adaptive personality etc. 
CHAPTER 5: DATA ANALYSIS AND FINDINGS
5.1 Data Analysis
This section includes the arrangement of the data gathered from the sample. Following are the questions asked and their responses from the employees;
Q1. I received comprehensive information about my job before being employed during the recruitment process

	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	20
	40.0
	40.0

	Agree
	15
	30.0
	70.0

	Don’t Know
	0
	0.0
	70.0

	Disagree
	10
	20.0
	90.0

	Strongly Disagree
	5
	10.0
	100.0

	Total
	50
	100.0
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Q2. All of the information I received at interviews about my job before being employed was relevant
	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	5
	10.0
	10.0

	Agree
	15
	30.0
	40.0

	Don’t Know
	5
	10.0
	50.0

	Disagree
	15
	30.0
	80.0

	Strongly Disagree
	10
	20.0
	100.0

	Total
	50
	100.0
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Q3. All the information I received at recruitment process about the job has proven accurate

	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	7
	14.0
	14.0

	Agree
	15
	30.0
	44.0

	Don’t Know
	5
	10.0
	54.0

	Disagree
	13
	26.0
	80.0

	Strongly Disagree
	10
	20.0
	100.0

	Total
	50
	100.0
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Q4. Information provided during recruitment links accurately with the current job situation.

	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	5
	10.0
	10.0

	Agree
	5
	10.0
	20.0

	Don’t Know
	5
	10.0
	30.0

	Disagree
	17
	34.0
	64.0

	Strongly Disagree
	18
	36.0
	100.0

	Total
	50
	100.0
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Q5. Applicants for this job take formal tests (paper and pencil or work sample) before being hired.

	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	0
	0.0
	0.0

	Agree
	0
	0.0
	0.0

	Don’t Know
	5
	10.0
	10.0

	Disagree
	17
	34.0
	44.0

	Strongly Disagree
	28
	56.0
	100.0

	Total
	50
	100.0
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Q6. The company web portal carries enough information about the career prospects

	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	0
	0.0
	0.0

	Agree
	2
	3.9
	3.9

	Don’t Know
	8
	15.7
	19.6

	Disagree
	15
	29.4
	49.0

	Strongly Disagree
	26
	51.0
	100.0

	Total
	51
	100.0
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Q7. The process of recruitment was informative and communicative.

	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	10
	20.0
	20.0

	Agree
	12
	24.0
	44.0

	Don’t Know
	2
	4.0
	48.0

	Disagree
	15
	30.0
	78.0

	Strongly Disagree
	11
	22.0
	100.0

	Total
	50
	100.0
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Q8. The recruiters were communicative enough to support my queries.

	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	15
	30.0
	30.0

	Agree
	19
	38.0
	68.0

	Don’t Know
	0
	0.0
	68.0

	Disagree
	8
	16.0
	84.0

	Strongly Disagree
	8
	16.0
	100.0

	Total
	50
	100.0
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Q9. I received an informative feedback of strengths and potential capabilities depicted by my interview

	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	8
	16.0
	16.0

	Agree
	5
	10.0
	26.0

	Don’t Know
	5
	10.0
	36.0

	Disagree
	17
	34.0
	70.0

	Strongly Disagree
	15
	30.0
	100.0

	Total
	50
	100.0
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Q10. Management has given me a clear job description (job description is a document that specifies job purpose, duties & responsibilities, working conditions etc.)
	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	10
	20.0
	20.0

	Agree
	15
	30.0
	50.0

	Don’t Know
	3
	6.0
	56.0

	Disagree
	10
	20.0
	76.0

	Strongly Disagree
	12
	24.0
	100.0

	Total
	50
	100.0
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Q11. This Job has an up-to-date Job description

	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	9
	18.0
	18.0

	Agree
	10
	20.0
	38.0

	Don’t Know
	4
	8.0
	46.0

	Disagree
	14
	28.0
	74.0

	Strongly Disagree
	13
	26.0
	100.0

	Total
	50
	100.0
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Q12. The Job description for this Job contains all of the duties performed by individual employees.

	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	4
	8.0
	8.0

	Agree
	4
	8.0
	16.0

	Don’t Know
	4
	8.0
	24.0

	Disagree
	20
	40.0
	64.0

	Strongly Disagree
	18
	36.0
	100.0

	Total
	50
	100.0
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Q13. The actual Job duties are shaped more by the employee than by a specific Job description.

	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	15
	30.0
	30.0

	Agree
	28
	56.0
	86.0

	Don’t Know
	0
	0.0
	86.0

	Disagree
	5
	10.0
	96.0

	Strongly Disagree
	2
	4.0
	100.0

	Total
	50
	100.0
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Q14. I have clear targets for each of my objectives

	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	7
	14.0
	14.0

	Agree
	8
	16.0
	30.0

	Don’t Know
	0
	0.0
	30.0

	Disagree
	18
	36.0
	66.0

	Strongly Disagree
	17
	34.0
	100.0

	Total
	50
	100.0
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Q15. I know how my job impacts on the mission of our company

	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	7
	14.0
	14.0

	Agree
	9
	18.0
	32.0

	Don’t Know
	0
	0.0
	32.0

	Disagree
	16
	32.0
	64.0

	Strongly Disagree
	18
	36.0
	100.0

	Total
	50
	100.0
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Q16. I know very well what is expected from me on my job

	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	12
	24.0
	24.0

	Agree
	14
	28.0
	52.0

	Don’t Know
	0
	0.0
	52.0

	Disagree
	10
	20.0
	72.0

	Strongly Disagree
	14
	28.0
	100.0

	Total
	50
	100.0
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Q17. There is a clear link between the duties defined during the recruitment process and the now executed duties.

	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	11
	22.0
	22.0

	Agree
	8
	16.0
	38.0

	Don’t Know
	6
	12.0
	50.0

	Disagree
	11
	22.0
	72.0

	Strongly Disagree
	14
	28.0
	100.0

	Total
	50
	100.0
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Q18.My skill set and abilities match the job requirement 

	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	15
	30.0
	30.0

	Agree
	11
	22.0
	52.0

	Don’t Know
	0
	0.0
	52.0

	Disagree
	12
	24.0
	76.0

	Strongly Disagree
	12
	24.0
	100.0

	Total
	50
	100.0
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Q19. Management has clearly defined the elements on which my performance will be evaluated

	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	5
	10.0
	10.0

	Agree
	14
	28.0
	38.0

	Don’t Know
	0
	0.0
	38.0

	Disagree
	16
	32.0
	70.0

	Strongly Disagree
	15
	30.0
	100.0

	Total
	50
	100.0
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Q20. Generally, the reason of employee probation extension or termination at the end of probation period is miscommunication of expectations at the time of recruitment

	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	20
	40.0
	40.0

	Agree
	19
	38.0
	78.0

	Don’t Know
	0
	0.0
	78.0

	Disagree
	6
	12.0
	90.0

	Strongly Disagree
	5
	10.0
	100.0

	Total
	50
	100.0
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Q21. I was given formal orientation within one month of my joining

	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	8
	16.0
	16.0

	Agree
	0
	0.0
	16.0

	Don’t Know
	0
	0.0
	16.0

	Disagree
	12
	24.0
	40.0

	Strongly Disagree
	30
	60.0
	100.0

	Total
	50
	100.0
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Q22. My line manager/supervisor clearly explained the role expectations during the first week

	 
	Frequency
	Percent
	Cumulative Percent

	Strongly Agree
	15
	30.0
	30.0

	Agree
	9
	18.0
	48.0

	Don’t Know
	0
	0.0
	48.0

	Disagree
	6
	12.0
	60.0

	Strongly Disagree
	20
	40.0
	100.0

	Total
	50
	100.0
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5.2 Findings
The general market perception about Zong being a non-preferred employer has been substantiated by our study. The absence of useful and relevant information sharing in the initial recruitment phases gives way to ineffective recruitment later being translated into misfits, performance issues and eventually retention problems. Though some employees pull up their act with the help of a strong line manager, prior experience learning or other organizational factors, they don’t attribute their survival, success or performance to the organization’s HR practices. 
Our survey seeks input about clarity, accuracy, relevance of information and mutual understanding of expectations shared during early recruitment stages. We explored how well the interview process, the joining and the formal orientation process managed their expectation about the job and did it affect their performance or not. Their responses give us the direction to identify the issues in this information chain.  
Our findings are based on the questionnaires circulated among the Zong Employees and face to face interviews with Zong HR Officials regarding the procedures and employee turnover rate. 
Recruitment Process:

From the above results and our face to face interviews we see that Zong CMPAK does not seems to have a very informative and sound recruitment procedure where most of the employees are not satisfied with the input that they were given during their hiring. They agree to the fact that they were shared with large amount of information but that was hardly relevant and accurate. This is proven by above responses of Q2, Q3, Q4; where a large number of employees strongly believe that information provided during the recruitment process has no or little link with the current job situation.

Job Description:

Above statement is further supported by the fact that there is no defined enforced system of sharing written Job description with the employees. A few employees are given their JDs; while others are verbally communicated the responsibilities. However, those who are given the written JDs are of the view that the provided JDs are not up-to-date and do not provide all the information required from the particular job. Most of the respondents are of the view that the actual Job duties are shaped more by the employee than by a specific Job description provided by their organization.

Web Portal:

During our research we came across an alarming fact that an international organization like Zong CMPAK does not maintain a career portal for prospective candidates. This has a direct link to the recruitment practice being informative for the prospective applicants. The increased flow of information through the web portals is being ensured by most of the players in order to be considered as the preferred employer in the industry. 
Pre-employment Testing:

Another important aspect of formal tests (paper and pencil or work sample) that other operator are following is found missing; which could be a great source of information for the candidates about employers expectations.  

Recruiter Communication and feedback:

A very positive thing about the Zong recruitment process was identified by the most of the respondents that the recruiters were communicative enough to support their queries. This also has a negative side that recruiters were communicative only to respond the queries; not enough proactive to give an informative feedback of strengths and potential capabilities depicted by the candidate’s interview. 
Orientation Program:

When we talk about the initial period of employee induction we come across an astonishing fact that despite of having a formal new joiner’s orientation program, only 16% of the respondents were given formal orientation by HR. While talking to the HR professional at Zong we found the reason behind it; i-e limited staff in HR department. 
Performance Measures:

If we study the performance aspect; only 5% of the respondents strongly agree that management has clearly defined the elements on which his/her performance will be evaluated. Moreover, only a small percentage of 32% knows how their job impacts the mission of the company. Many of the respondents are not even clear about their targets for each of the objectives defined. Almost half of the respondents believe that their skills and abilities match the job requirement; while others do not consider them a right fit.  A total of 78% of respondents are of the view that generally, the reason of employee probation extension or termination at the end of probation period is miscommunication of expectations at the time of recruitment. 
Turnover Analysis:

Another imperative part of our research; analysis of employee turnover was covered through face- to- face interview with Zong Recruitment Manager. During the session, we explored that a high percentage of turnover is contributed by non performing employees. A significant amount of employees either resigned or faced termination during/at the end of probation period. This gives a weak impression of recruitment process. 
Our findings relay the ineffective process of recruitment due to absence of information sharing drastically impacts the organizations performance.  
CHAPTER 6: ACTION PLAN
This study helped understand that organizational success today and in the future largely depend upon attracting, recruiting and retaining right talent. 

Based on the objectives and relating them to the key findings of this report there are some suggestions that may help in making the recruitment process at Zong CMPAK an informative process.  These are as follows:

· Based on our finding that there is no web portal for prospective candidates; we recommend that on priority Zong CMPAK should launch its career portal relaying information about the employees, departments, values, ideology, current openings and relevant expectations. It should also lay down information about associated processes and the company in general to a great deal.

· To ensure relevancy and accuracy of information during recruitment process; at least one of the Hiring officials of a particular candidate should be directly related to his field of work preferably line manager so that there is no confusion and both the interviewee and the interviewer better understand each other expectations. 

· Taking into account our finding that information provided during the recruitment process has no or little link with job situation; we recommend that the realistic view of the role including negative aspects of the job (e.g. no transport) should be mentioned during the recruitment process so that there is no sense of disappointment to the hired individual which could make him/her turn into a de-motivated employee and in turn affect his performance.

· For clarity of information and image building; another proactive step should be taken to introduce pre- employment testing for all the applicants. After a candidate is short listed for a particular position, he/she should undergo pre employment test. It highly important that tests should be customized to not only evaluate the behavioral aspects of the candidate but also assess the Knowledge, skills and abilities. These tests should serve the purpose of work sample to the candidate and a right evaluation tool to the officials. 
· Our survey findings identified that feedback from recruiters is missing hence it is highly recommended that Zong devise a follow-up to the hired candidate where he/she is given accurate feedback on what were the strengths and capabilities that the company saw in the individual which made them make the hiring decision. This helps the employee by and large to better understand their potential and give them good start. 
· Based on our finding regarding sharing of JD with employees; every employee should be shared with written up-to-date JD of his role to ensure transparency. Also, HR must ensure that employees’ JDs encompass all the responsibilities being executed by the respective employees.
· To ensure adequate communication of performance measures; HR should devise a formal system where a line manager identifies the employee’s quarter’s targets and performance measures with mutual understanding. This system should be mediated by HR to ensure adherence, communication, transparency and high performance.

· Formal orientation of new joiners should be made a mandatory practice to ensure informative communication b/w employer and new employee.

· Hiring officials should be trained for effective recruitment.

· HR policies should be reviewed on regular basis and communicated to employees in well defined manner. Also HR should ensure communication of company’s mission, goals, values, and guiding principles to all employees.
CHAPTER 7: CONCLUSION

The human resources function has gained in terms of its business standing in recent times. Earlier only text books and research papers reflected the value that the HR function could add to the business but this realization eventually became part of board room discussions and helped HR emerge as a strategic arm of the organization standing very close if not at par to the commercial wing. 

This shift from a purely personnel management role to a strategic role in the business came about when troubled companies, after crossing their high paced growth stages, moved into sustenance and found it difficult to retain performance standards with their key people leaving to move to better prospects. Efforts were invested in harvesting and growing the commercial tools and financial assets with one factor being taken for granted and that was ‘people’; however, later when the key people couldn’t be retained due to absence of people linked strategies came the revelation that success and performance is greatly linked to people and whoever has the strongest people base would be in a better position to leverage the benefits of other assets. 

Now, with HR being recognized as a strategic function, most of the personnel management areas including record keeping are being outsourced and a greater emphasis is being placed on the strategic initiatives that HR can drive to add value to the business. Of these strategic interventions, employee performance management has gained impetus especially in the last decade or so. The scope of this strategic lever has also broadened with time and it has an impact on all HR areas especially recruitment. How well an organization performs; has been found to be directly linked to a company’s ability to attract and retain high performing people resources. 

Building a preferred employer requires a company to increase awareness about its people related tools to its target audience (prospective candidates) and give them a realistic feel of those factors when they come in contact with the organization through its recruitment process.

Our research paper identifies that one of the key components adding value to the organizational productivity and image is the informative recruitment process that the candidates experience during their transition from being a candidate to an employee and that is because similar to commercial perceptions, employer perceptions are also greatly driven by word of mouth.
Through the key findings we have seen that Zong CMPAK does have a very sound and informative recruitment process in order to generate better informed employees so that they are prepared for the job. The importance of understanding of mutual expectations, clarity of job requirements and performance measures directly impact employee productivity and retention. This leads to motivated employees with no unpleasant surprises after joining the company. 

Zong CMPAK must adopt successful recruitment and retention strategies including knowing and meeting the needs of prospective employees, identifying the right talent, paying attention to corporate culture, clear communication of job expectations, and ensuring strong leadership so that the relation between recruitment strategies and organizational performance is justified.

Zong CMPAK has to look for proven ways to further enhance the value of their recruitment, selection, and retention strategies. These initiatives, in turn, serve to reduce employee turnover, enhance employee commitment and satisfaction, improve job performance, and yield positive cash-flows to the organization.
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APPENDIX
Call Report 

Date:

12th October 2010

Time:

12 00 (Noon)

Interviewee:
Mr. Fayyaz Hussain Hashmi

Organization:
Zong – A China Mobile Company

Minutes of the meeting:

· A brief overview about the industry.

· A brief about the major players in the telecom industry. 

· A detailed discussion about the:

· Strengths

· Weaknesses,

of the Recruitment System of Zong.

· In detail discussion about the turnover being faced by Zong CMPAK due to performance and recruitment issues.

Survey Questionnaire

This questionnaire has been developed for the purpose of conducting a research in order to find the relationship recruitment process with the employee performance.

Read each statement. Decide the extent to which you agree with it. 

Scale: 5 point scale

Tick the appropriate response for each item using the following scale: 

1 = Strongly Disagree 

2 = Disagree 

3 = Undecided/neutral 

4 = Agree 

5 = Strongly Agree

Q1. I received comprehensive information about my job before being employed during the recruitment process

1 Strongly Disagree    4 Agree

2 Disagree             5 Strongly Disagree

3 Neutral           





Q2. All of the information I received at interviews about my job before being employed was relevant

1 Strongly Disagree    4 Agree

2 Disagree             5 Strongly Disagree

3 Neutral           





Q3. All the information I received at recruitment process about the job has proven accurate

1 Strongly Disagree    4 Agree

2 Disagree             5 Strongly Disagree

3 Neutral           





Q4. Information provided during recruitment links accurately with the current job situation.

1 Strongly Disagree      4 Agree

2 Disagree             
5 Strongly Disagree

3 Neutral           





Q5. Applicants for this job take formal tests (paper and pencil or work sample) before being hired.

1 Strongly Disagree      4 Agree

2 Disagree             
5 Strongly Disagree

3 Neutral           





Q6. The company web portal carries enough information about the company and career prospects

1 Strongly Disagree      4 Agree

2 Disagree             
5 Strongly Disagree

3 Neutral           





Q7. The process of recruitment was informative and communicative.

1 Strongly Disagree      4 Agree

2 Disagree             
5 Strongly Disagree

3 Neutral           





Q8. The recruiters were communicative enough to support my queries.

1 Strongly Disagree      4 Agree

2 Disagree             
5 Strongly Disagree

3 Neutral           





Q9. I received an informative feedback of strengths and potential capabilities depicted by my interview

1 Strongly Disagree      4 Agree

2 Disagree             
5 Strongly Disagree

3 Neutral           





                                                                                               Q10. Management has given me a clear job description (job description is a document that specifies job purpose, duties & responsibilities, working conditions etc.)
1 Strongly Disagree      4 Agree

2 Disagree             
5 Strongly Disagree

3 Neutral           





Q11. This Job has an up-to-date Job description

1 Strongly Disagree      4 Agree

2 Disagree               5 Strongly Disagree

3 Neutral           





Q12. The Job description for this Job contains all of the duties performed by individual employees.

1 Strongly Disagree      4 Agree

2 Disagree             
5 Strongly Disagree

3 Neutral           





Q13. The actual Job duties are shaped more by the employee than by a specific Job description.

1 Strongly Disagree      4 Agree

2 Disagree               5 Strongly Disagree

3 Neutral           





Q14. I have clear targets for each of my objectives

1 Strongly Disagree    4 Agree

2 Disagree             5 Strongly Disagree

3 Neutral           





Q15. I know how my job impacts on the mission of our company

1 Strongly Disagree     4 Agree

2 Disagree              5 Strongly Disagree

3 Neutral           





Q16. I know very well what is expected from me on my job

1 Strongly Disagree    4 Agree

2 Disagree             5 Strongly Disagree

3 Neutral           





Q17. There is a clear link between the duties defined during the recruitment process and the now executed duties.

1 Strongly Disagree      4 Agree

2 Disagree             
5 Strongly Disagree

3 Neutral           





Q18.My skill set and abilities match the job requirement 

1 Strongly Disagree    4 Agree

2 Disagree             5 Strongly Disagree

3 Neutral           





Q19. Management has clearly defined the elements on which my performance will be evaluated

1 Strongly Disagree    4 Agree

2 Disagree             5 Strongly Disagree

3 Neutral           





Q20. Generally, the reason of employee probation extension or termination at the end of probation period is miscommunication of expectations at the time of recruitment

1 Strongly Disagree    4 Agree

2 Disagree             5 Strongly Disagree

3 Neutral           





Q21. I was given formal orientation within one month of my joining

1 Strongly Disagree      4 Agree
2 Disagree             
5 Strongly Disagree

3 Neutral           


Q22. My line manager/supervisor clearly explained the role expectations during the first week

1 Strongly Disagree      4 Agree

2 Disagree             
5 Strongly Disagree

3 Neutral           

Thank you for taking some time out from your busy schedule
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