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This major hotel manage-
ment firm operates a res-
ervations call center with a 
primary mission of cus-
tomer service, and a sec-
ondary sales function. This  
call center experiences 
wide seasonal workload 
fluctuations, and has tradi-
tionally begun a major 
round of hiring each win-
ter. Both performance and 
turnover have presented 
challenges in this environ-
ment: In 2003, reserva-
tions agents hired in the 
winter campaign had only 
a 27% chance of remain-
ing on the job beyond 
June 30, requiring addi-
tional and continued hiring 
efforts through the spring 
and summer seasons—
times of year that present 
additional hiring chal-
lenges in their employ-
ment market. 
In midwinter, by contrast, 
the company had an abun-
dance of applicants for 
their open positions. 
The challenge: Design and 
implement a strategic hir-

ing system, with the goal 
of increasing retention, 
reducing the necessity of 
additional hiring through 
the spring and summer. 
The chosen system was a 
two-stage strategic sys-
tem, beginning with a low-
cost honesty-integrity 
measure (the Step One 
Survey, or SOS). Once a 
candidate was screened 
into the finalist pool, a tar-
geted job-fit measure was 
used to predict the prob-
ability of success (the Cus-
tomer Service Perspective, 
or CSP). 
Because the company en-
joyed a large applicant 
pool for the available 
openings (roughly 10 ap-
plicants were screened for 
each person hired), they 
chose a relatively high cri-
terion for the SOS scores, 
seeking to consider only 
the top 35% for inclusion in 
the finalist pool. 
For the job fit analysis of 
the finalists, call center 
managers chose 5 Top 
Performers, and a success 

pattern was constructed,  
using the Customer Ser-
vice Perspective assess-
ment. (For details of this 
analysis, see Vol. 1 #6 of 
this newsletter). Finalists 
took the CSP, and were 
matched to the “Top Per-
former” pattern. Candi-
dates who matched at less 
than the 70% level were 
not considered further for 
employment; scores of 
70% or better included the 
finalist in the interview 
process, using the CSP 
interview guide in the deci-
sion process. 
Results of this process are 
summarized in the graph 
below: Overall, retention 
beyond June 30 increased 
from 27% to 58% with use 
of the strategic hiring sys-
tem. Results were even 
more striking in the area of 
involuntary terminations: A 
reduction from 31% to only 
17% involuntarily termi-
nated in the study period. 
As shown in the sidebar, 
the program has been very 
cost-effective. 
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Costs and Benefits: 
Prior to implementation of 
the system, the employer 
had estimated the cost per 
turnover in the reservations 
center at $4,500. Using this 
estimate, and the actual 
cost of use of the assess-
ments, the return on invest-
ment of the entire program 
(including preliminary pat-
tern-building and analysis) 
was better than $5.45 re-
turned for every dollar 
invested. Given the even 
higher costs associated 
with firings, the true ROI 
was probably much higher. 
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