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Introduction

To get the best out of anyone, you have to manage them well. As 
a line manager you have a vital role in shaping the quality of the 
working life of others, and can have a huge impact on the well-
being and productivity of your team.

My own research over many years with the Chartered 
Management Institute and others has starkly demonstrated how 
a bureaucratic and authoritarian management style causes 
stress that damages the health of employees and holds back 
productivity and growth. Conversely, we have seen how effective 
management practices create high trust and healthy working 
environments.

Another key research finding has been the scale and impact 
of organisational change. Over ninety per cent of managers 
report recently having experienced major organisational 
change, compared with just a third a decade ago. Change – 
and heightened emphasis on cost reduction – has had a major 
impact: it has reduced employee loyalty and motivation as well 
as managers’ sense of job security and of their own physical and 
psychological well-being.

Certainly managing an organisation in the current climate 
is difficult, but there are steps that all managers can take to 
improve matters. Accessibility, openness and good two-way 
communication are vitally important. As a manager, you need 
to get out into your organisation and talk to people in different 
functions and at different locations and levels. Openness and 
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x Managing Others: The Organisational Essentials

visibility breed trust and employee engagement, which in turn 
drive performance.

You also need to know what motivates and demotivates your 
team. Managers rated having the respect of their peers, autonomy 
and being trusted to make decisions as the most motivating 
ways to work. Micro-management and over-invasive performance 
management are the best ways to demotivate people.

Understanding the organisational context is important: how new 
staff are recruited, selected, promoted and rewarded; how staff 
are developed and trained; how the organisation makes sure that 
it has the talent it will need for success in future years – all these 
matter. You will be a more effective manager if you understand 
the principles underlying these processes and what impact your 
own behaviour can have on the bigger picture. With the right skills 
and knowledge you will also contribute to a happier and healthier 
workplace and through this to business success.

You do not need to become an expert on organisational 
behaviour, but you will find it much easier to do your job if 
you invest some time in educating yourself about the basics. 
Management and leadership are not easy at the best of times, 
and they are remarkably difficult when times are tough, but I firmly 
believe that by improving management practice, you can help put 
your organisation on the critical pathway to success.

Cary L. Cooper CBE 
Distinguished Professor of Organisational Psychology and Health, 

Lancaster University
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Planning the recruitment 
process

Recruitment is the process of attracting, assessing, selecting and 
employing people to carry out the work activities required by a 
company or an organisation. This checklist focuses on planning 
and undertaking the initial stages of the process. This involves 
assessing whether there is a need for additional or replacement 
staff, identifying the tasks to be carried out, specifying the kind of 
person needed, finding a pool of suitable candidates and drawing 
up a shortlist.

Effective recruitment processes are crucial to ensure that an 
organisation has the people it needs to implement its strategy 
and meet its objectives. Recruitment can be expensive, but 
so too is the appointment of an employee who is inadequately 
qualified, fails to perform well or leaves the organisation before he 
or she has been able to make a significant contribution. The time 
and effort invested in planning the process of recruitment with 
care will help to ensure that the right person will come into the 
job, reducing future labour turnover and increasing competitive 
advantage.

Action checklist
 1  Review staff requirements

Take a broad view of your staffing needs and consider whether 
you really have a vacancy. If an employee is leaving, review the 
workload and decide whether a full-time permanent replacement 
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2 Managing Others: The Organisational Essentials

is needed or whether an alternative option would be more 
appropriate. For example, would a part-time or temporary worker 
be sufficient? Should the work be restructured or outsourced? 
What would the staffing implications of this be?

 2  Consult with those involved

Take any organisational policies and procedures into account. 
Authorisation for a replacement or a new appointment may be 
needed from senior management. Consult with your personnel or 
HR department if you have one, as they will have expertise in this 
area. Ask yourself which other departments may have an interest 
in the appointment – it may be possible to make it a joint effort. 
Where possible, talk to the previous holder of the post. Discuss 
the job with the relevant supervisor, and especially with the 
people the new employee will be working with.

 3  Specify the sort of person you are looking for

List the duties, responsibilities and relationships involved in the 
job and define the level of authority the job holder will have. If 
you are filling a post that has been vacated, consider whether 
the job should be carried out in the same way or whether there 
are changes that you wish to make. Decide what qualifications 
and skills are required, what type and length of experience are 
needed and which personal attributes will be important. This will 
enable you to draw up an up-to-date job description and person 
specification. State how soon the person is expected to be 
competent in the job and what training you are prepared to give, 
and set a target start date.

 4  Research the labour market

Review the job description and person specification and ask 
yourself whether you are likely to find what you are looking for in 
one person. If so, undertake some research to gauge the pay and 
benefits package you need to offer. Salary surveys are usually 
expensive, but are often summarised in the press at the time of 
publication. Monitoring job advertisements and networking with 
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People Matters: Planning the recruitment process 3

employers in your area and sector can also give you an idea of 
current pay rates. You should also consider whether you will be 
able to find suitable candidates locally or need to look further 
afield.

 5  Comply with legal requirements

In most countries recruitment activities are covered by legislation 
designed to exclude discrimination and unfair treatment. In the 
UK, for example, the Equality Act 2010 is designed to provide a 
simple and consistent framework to prevent discrimination on 
grounds of age, disability, gender reassignment, race, religion 
or belief, sex, sexual orientation, marriage and civil partnership 
or pregnancy and maternity. Legislation covering matters such 
as data protection, immigration and asylum, and the protection 
of children and vulnerable adults may also be relevant. Always 
keep yourself up-to-date with the latest legislative developments 
to ensure that you follow good practice and don’t infringe 
regulations.

 6  Plan how to find and attract candidates

Start by seeking potential internal candidates and considering 
whether there are suitable employees who could be promoted 
or reassigned. It is important to advertise internally as a courtesy 
to employees, as some people may be interested in applying, or 
may have friends or relatives who would be able to apply for the 
position.

After this:

	 l	 check your records of any previous applicants, unsolicited or 
otherwise, and draw on any appropriate contacts; for example, 
training organisations may be useful, whether you are looking for 
apprentices or MBAs

	 l	 decide whether to use the services of a recruitment agency to 
identify and shortlist candidates for you, weighing the costs 
incurred against the time and expertise at your disposal

	 l	 consider the use of e-recruitment sites or agencies. Many 
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4 Managing Others: The Organisational Essentials

jobseekers use online jobsites, and most organisations use online 
recruitment approaches to some extent, sometimes together with 
traditional approaches via agencies or by advertising in suitable 
publications.

 7  Decide where to advertise

If you decide to advertise independently rather than use an 
agency, think about the options and decide which ones will be 
most likely to reach the kind of candidates you have in mind:

	 l	 local job centre

	 l	 local or national press

	 l	 specialist publications, such as the magazines of professional 
bodies or trade associations

	 l	 Internet recruitment sites and mailing lists.

Research the costs involved and decide what you can afford.

 8  Write the advertisement

Decide whether you and/or other colleagues have the skills 
and knowledge required to draw up an advertisement. If your 
organisation has an HR or personnel department they will 
probably take on this task, but do ensure that you are involved 
throughout the process. In the case of a senior post, or if you are 
recruiting in large numbers, you may wish to hire an advertising 
agency to draft and place the advert. Use of a box number 
for responses will deter some applicants, so it is preferable to 
name your organisation in the advert, unless you have particular 
reasons for secrecy. Ensure that the job advert provides the 
following details clearly and succinctly:

	 l	 duties and responsibilities of the job

	 l	 qualifications and experience required

	 l	 personal qualities sought

	 l	 location
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