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How the talent shortage created
a new set of hiring best practices
that will become table stakes

In years to come
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Introduction

While organizations in many industries faced difficulties keeping their businesses afloat
during the pandemic, automotive dealerships were hit particularly hard. Coupled with inven-
tory shortages, dealerships were forced to adjust to e-commerce, reduce staff, and radically
adjust their sales approach to reach their socially-distanced customers. In short, dealerships
had to learn how to do more with less, both in terms of inventory and staff.

But as the economy recovered and consumer demand skyrocketed, you needed to staff up
and backfill the roles you lost — fast. But that proved to be easier said than done. Folks who
lost their jobs at the onset of the pandemic weren’t eager to jump back into the roles they
once held due to factors like ongoing health concerns, lack of childcare, a need for better pay
and benefits, and more. Many chose to pursue different types of work or remain on the side-
lines altogether.

As a result, many businesses — auto dealerships included — struggled to remain fully staffed
and thus serve their customers at the level they’d like to.
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71% of dealerships say that the hiring crisis has negatively
impacted their ability to serve customers (
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Despite these considerable challenges, there were dealerships that thrived during this time.
Those businesses were ones that envisioned what their new ideal auto worker looked like and
adjusted their recruiting and hiring practices to capture those candidates. They turned their
backs to outdated processes and refined their approaches and tactics to attract and quickly
hire top talent in the volatile labor market. These strategies worked — and they are here to
stay.

Hireology received feedback from nearly 200 of our auto dealerships about what they found
created the most successful offense against these hiring obstacles. From attraction to
retention, we wanted to know what they found drove the best results - and we’re sharing
our findings with you.



The candidate experience is priority

When job seekers have the upper hand, they simply do not have
to endure hiring processes that are inconvenient or difficult to
navigate. For example, candidates who are asked to come in
person for multiple interviews might drop out because they can’t
find childcare or get away from their current job. Or, candidates
might find it difficult to communicate with recruiters via email if
they are busy and on-the-go.

These types of hiring process frustrations combined with an labor supply and demand
imbalance have led to a new phenomenon called “ghosting” — where candidates drop out
of the hiring process without notice. According to the survey, 80% of dealerships say they
have experienced candidates ghosting interviews in the last six months. Of those, 27% say it
happens more than 30% of the time. What’s more, 46% of auto respondents say they have
had candidates even ghost an offer.

In the past six months, have you ever
had a candidate “ghost”an interview?
(e.g., candidate doesn’t show up and gives no warning)?

No If yes, about what percentage of interviews are “ghosted”?
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had a candidate “ghost” an offer?
(e.g., candidate doesn’t respond)?
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While a little over a quarter of our dealership
respondents say they feel there is nothing they can
do about candidates who ghost, the rest have a more
positive outlook. According to the survey respon-
dents, moving faster in the hiring process is the
number one way to combat candidate ghosting, while
others noted texting and improving the candidate
experience have worked.

Although there will come a time where the labor
supply and demand imbalance will even out,
providing a great candidate experience is a best
practice that will always be important. If you’re

asking someone to come work for you — regardless
of how bad the hiring crisis is — why make them jump
through hoops and be inconvenienced in the hiring
process? You should be treating them like you would
a customer — making the process as easy and
seamless as possible from their end.
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4 Get more organized

Candidates can sense when your dealership is
unorganized behind the scenes, and it gives
them an idea of what it’s like to work for you.
Mistakes like double booking your team for
interviews, data errors, or ill-prepared
interviewers can leave a bad taste in your
candidates’ mouths. Avoid these issues by
centralizing your hiring tools — all candidate
information, candidate communication, inter-
view notes, skill tests results, and more should
live within one single platform.

4 Prioritize convenience

What have you found works best to combat “ghosting”?
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Moving faster in
the hiring process

29%

Making the hiring process more

11%
enjoyable and easy for the candidate 5
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Using text messagine to
communicate with candidates

18%

Offering virtual interview options Iif 2%

Reducing the number
of required interviews

—1 2%

Eliminating skills tests

- 2%
from the hiring process ¥

Increasing salary or bonus plans - 3%

Making benefits packages

more exciting Fags
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4 Move faster

Slow hiring processes signal to candidates that
you do not respect your employees’ time. So if
you’re a leader on your team, mandate 24-48
hour response times to initial applicants. When
it comes to the rest of the hiring process, try to
keep it between two and three weeks. And never
make a candidate wait more than a day to hear
back about next steps after an interview or a
skills test completion.

Failure to make the hiring process as easy and convenient for candidates is another sign that you do not
respect the needs of your people. So when it comes to tasks that are traditionally clunky — like
communicating back and forth and scheduling interviews — use tools that streamline these steps a bit.

For example, maybe you use text instead of email when communicating with candidates so they don’t have
to navigate through cluttered inboxes or try to respond to emails on their phones.
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Wage increases aren’t the only way to compete

When labor supply and demand is off, the most common approach dealerships take to outcompete competi-
tors for talent is offering higher pay. This is a tactic that 57% of our survey respondents say they’ve used in the
last year. As a whole, the country has experienced a wage hike of 5.7% YoY.

Although hiking wages can certainly help you attract more talent in the short term, it is not the only way to
compete long-term nor is it the most effective. Wage hikes can of course become harmful to your profit mar-
gins in the long run so there has to be a limit. On top of that, workers don’t necessarily just want jobs that pay

a lot if the company and the role doesn’t also meet other needs. Most are looking for a balance of good pay for

the type of work along with non-monetary benefits like great culture, good working conditions, flexibility, and
growth opportunities.

According to our study, nearly 30% of our surveyed dealerships say they’ve actually had candidates accept
roles at their company over a higher-paying offer because they’ve prioritized the perks that truly matter to
workers. Those who said they have had candidates accept a role at their company over a higher-paying offer
were significantly more likely to offer greater flexibility than those who haven’t had a candidate choose their
offer over a higher paying one (47% vs 24%). This group was also more likely to offer educational opportuni-
ties (30% vs. 20%).

65%
greater flexibility
38% In the past 6 months have you had a candidate
less flexibility accept a role at your company over one that was
& higher paid because you offered better
@ non-monetary benefits

(e.g., flexibility, great culture)

Those who said they have had candidates accept a role

at their company over a higher-paying offer were No
significantly more likely to offer greater flexibility than \
those who haven’t had a candidate choose their offer

over a higher paying one.

70%

35% \
educational
opportunities 24%

no educational
opportunities

% %)

This group was also more likely to offer educational
opportunities.
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Ik Get to know your target audience

There is no universal set of priorities for all job seekers. Everyone has different benefits that
they favor. Conduct your own research through surveys or interviews, look at industry bench-
marking data, and speak with your existing team to learn what your particular target audience
favors. With the changing landscape of the automotive industry, certain positions may be
afforded more flexibility than before with eCommerce becoming the norm, while others may
simply benefit from scheduling flexibility.

i Enhance your employment brand

Once you figure out what it is that your target employees want in a job, you need to advertise
that you meet these needs. The best channel for this is your career site. This is your chance to
really highlight everything that makes your dealership a great place to work — whether that’s
your exceptional culture, your career growth opportunities, or flexible working conditions.
Social media is another great channel for employment brand messaging.




Top candidates move fast,

so you have to be even faster

Given the demand for workers in the past two years, any job seeker who has wanted a job was
able to find one rather quickly. In fact, a previous Hireology study of recent job seekers found
that for 42% of job seekers the entire job search and hiring process took only two weeks —
from initial application to offer. When companies come across a great candidate in a tough
hiring market, they waste no time scooping that person up.

Nearly 30% of our survey respondents said they have lost candidates because they weren’t
able to move fast enough in the hiring process. And as noted above, moving faster is actually
the most effective way to combat ghosting too. Gone are the days of candidates slogging
through month long hiring processes with multiple in-person interviews and week-long gaps
in communication. Hiring today happens fast.

As we approach a potential end to the post-COVID
hiring crisis, speed isn’t going to be a factor that
loses importance. In fact, candidates will have In the past 6 months have you lost a
become accustomed to employers ofeing s e o
faster and more efficient hiring process and

they’re going to think negatively about those that
return to bureaucratic, slow-moving processes. So No
if you haven’t prioritized streamlining your hiring
process and trimming your time-to-hire it’s not
too late.

P

28% Yes
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4 streamline your process

Define a repeatable and predictable process that everyone on your team knows inside and out. Just
like your sales strategies, your process should include timing for each step too. For example, initial
application review should happen within 24 hours, and candidates should hear back about next steps
within 48 hours of an interview. That way there is no question about what to do next and when. Noth-
ing falls through the cracks and folks don’t waste time deciding what to do next.

4 Text your candidates

In addition to being more convenient for candidates, texting can shave days off your hiring
process. People live their lives on-the-go, and despite how advanced smartphones have
become, email is difficult to navigate on mobile devices. On top of that, email inboxes are
cluttered with marketing messages, making it easy for your messages to get lost. Cut through
the noise and save time by texting your candidates directly about things like interview
scheduling or reference checks.

4 centralize your HR tools

Jumping from system to system to complete tasks like interview scoring, background check
orders, and reference checks can add days to your hiring process — days you can’t afford to
waste. On top of that, you risk making mistakes that can be detrimental to your efforts. But
when you bring every step in your hiring process into one central system (as well as all of your
data), it’s easier to quickly move from step to step and reduce the risk of error.




Talent is out there —

you just have to cast a wider net

The pandemic also forced dealerships to get creative to find talent. While distributing open
roles on job boards alone may have worked in the past, relying on these sites without any sort
of supplemental sourcing strategy no longer cut it during the 2021 talent shortage. In fact,
38% of our survey respondents said that in order to attract more talent they posted job
openings on a wider variety of channels.

In the past year, 53% of employers have posted job openings
on a wider variety of channels in order to attract more applicants

What channels worked the best? According to our study, job boards still drove the most
applicants for 29% of dealerships, but 41% of respondents said career sites outperformed all
of their channels, and 12% said social media has performed best. There is no single answer to
which channel will drive the best ROl in terms of hires. What matters most is that you monitor
the effectiveness of your channels and allocate your resources toward the one that

performs best.

When it comes to referral pro- In the past 6 months, which channel has been
grams specifically, 77% of our your top source of hires?
surveyed auto dealerships said
they did have one in place but
72% of respondents said that only

1-20% of their applicants come

from referrals. This indicates that Social Your Job Google Employee Relation- In-person  Other
. media career boards referrals  ships  jobfairs
while referral programs are site with

colleges

common, most are not as effec-
tive as they could be. Those who
do not have a referral program said they don’t have the budget for it or
don’t know where to start.



Even as hiring becomes easier, we will

never return to a time where organically
posting jobs on Indeed.com is enough to
reach quality applicants. The goal should 3322 2%
never be to simply maximize the quantity 60%
of applicants, but rather to maximize i,

40%
quality of applicants. And many of the 30%

If yes, what percentage of hires come from referrals?

18%
tactics used during the post-pandemic ig:f 5% 2%
.. . . o B R
hiring crisis are actually much more e - U
effective when it comes to quality over None  1-20%  21-40% 41-60%  61-80% More than
80%
quantity, especially in the automotive

industry.

For example, among Hireology customers, career sites drive 34% of eventual hires. And employee referral
candidates are four times more likely to get hired than non referral candidates. Folks who seek out your career
site and take the time to apply there are typically more interested in your organization, whereas job board
applicants are usually less serious about your open roles. Similarly, referral candidates are essentially already
vetted by your existing employees, making them ahead of the curve compared to candidates from other
sources.
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Ik Use social media

Seventy-two percent of U.S. adults are active on at least one social media site, making social media a really easy
and free way to expand your reach to more people. You can post your open roles organically or take advantage
of social media job boards like LinkedIn. Social media is also a good way to reach people passively — not all
social media users are actively looking for a job, but if you show up in their newsfeed they might think twice.

4 Enhance your employee referral program

Your employees’ networks can be a great source of top talent. So if you don’t already have an employee referral
program in place it’s time to start one now. If you do, chances are it’s in need of some love. Think creatively
when it comes to promoting your program internally and motivating folks to participate. One approach many
Hireology automotive customers have found success with is gamifying their program and tapping into their
teams’ competitive side. This might include creating a public leaderboard to promote competition or rewarding
your top performers with additional cash bonuses or other prizes.
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I& Beef up your career site

As noted above, your career site is a great opportunity to brag about yourself. Feature everything that makes
you a great employer “above the fold” on the page. Additionally, it’s important to incorporate SEO best practices
so that your site shows up in Google search results. Incorporate important keywords, break the text down into
sections, use bullet points, and make sure the content is well written.

A new era of hiring requires
new job descriptions

Because pandemic-era job seekers are pickier and more selective than ever, many organizations are reimagin-
ing their job descriptions in order to attract them. On top of that, in a labor supply and demand imbalance,
employers are also looking for different types of talent than they may have in the past, which also requires
new job descriptions. For example, the type of talent dealerships are searching for now extends beyond what
previous roles entailed. To fill the vacancies, dealers need to be open to folks who don’t have specific industry
experience but do possess the soft skills or eagerness necessary to succeed. Others have considered looking

for people with different educational backgrounds in order to expand their pools of talent.

In the last 6 months, 33% of surveyed dealerships have changed the required skills

and experiences listed in job descriptions in order to attract different types of applicants

So how exactly has this changed job descriptions? First, top automotive dealers have chosen to use job
descriptions as more of a selling tool, listing benefits and perks of the job first rather than roles and
responsibilities. The goal is to show job seekers that you offer what they want right off the bat, then get

into exactly what the job entails.

Secondly, many dealerships are choosing to list a wider range of skills and equivalent experience in order to
attract more applicants who might have a high potential for success, but lack all the requirements to apply.
Building off the example above, you might list more general experience and skills like desire to learn, experi-
ence working directly with customers in any setting, and tech savviness rather than specific software skills or

experience in your industry.



Example Job Description

e
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4 Restructure your job descriptions

When you’re selling a car, you lead with its best aspects — why your vehicle is better than those of your competi-
tors. You need to do the same for your jobs, starting with your job descriptions. That means leading with the
benefits you offer and what employees gain from working for your dealership. For example you might start by
describing your great culture and flexibility offerings, then you’d describe other benefits like health insurance
and PTO. Finally, you’d describe day-to-day responsibilities and requirements.

A Offer more training

If you’re going to expand the types of folks you hire for certain roles, it’s important to offer the right training so
that your new hires can gain those hard skills necessary for the job. For example, if you hire someone with
adjacent experience, who is a go-getter with good people skills but doesn’t know how to negotiate for best
profit, give them a comprehensive training session during week one rather than asking them to figure it out on
their own. The latter leads to frustration and unhappiness in the long run.
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The pandemic fundamentally changed many aspects of life as we know it — recruiting and
hiring included. We went from record unemployment in April of 2020 to an unprecedented
labor shortage for much of 2021. As an employer, you had to adapt your hiring strategies,
experiment with new tactics, and step outside of your comfort zone. Winning employers will
recognize that the industry has changed permanently, and that everlasting changes to the
hiring process are necessary for survival.

Hireology is designed to help you do just that. We’re committed to evolving our product along-
side hiring best practices and workforce trends. Our platform is an all-in-one recruiting, hiring,
and employee management solution that includes features like built-in employee referral
program software, skills tests, candidate texting, digital onboarding, and more.

Schedule a demo today to learn how Hirelogy can help you get ahead of today’s hiring trends
and win as we navigate today’s post-pandemic economy.

Methodology

Hireology surveyed 190 automotive
dealership leaders in December of 2021.
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