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Customizing Millennial Recruitment for Your HFA
Description and Background:

In the Spring of 2015, the Maryland Department of Housing and Community Development (MD-DHCD)
moved its headquarters 25 miles south, from Annapolis to the Washington DC suburbs. it is anticipated
that by next year, MD-DHCD will lose up to 25 percent of its employees due to the longer commute.
Adding to this, over the next five years, due to the "silver tsunami," MD-DHCD could lose up to 40
percent of its employees in a wave or retirements. The egress has already started, including some in key
senior positions.

However, with many of the "Baby Boomer" generation retiring, the incoming "Millennial" generation
(born between 1981-1997) is poised to come into the workforce. There is much research on the
Millennial generation and their characteristics, yet it does little to help employers distinguish themselves
from each other when trying to recruit Millennials. Therefore MD-DHCD teamed up its Housing &
Research Office (HERO)with Human Resources (HR) to come up with a solid strategy to help MD-DHCD
attract talent that not only identifies with MD-DHCD's work and mission but will be more likely to stay.

How it Works:

HERO routinely conducts research on Millennials to help tailor and market MD-DHCD's mortgage and
other products to this growing segment of the population. With the challenge of agency retirements
and the interest to recruit Millennials to the agency, HERO worked with HR to conduct two Millennial
focus groups made up of 15-20 participants. One group was made up of Millennials who already work at
MD-DHCD and the second group, or control group, was not familiar with MD-DHCD (students obtained
through partnership with the University of Maryland for the second focus group). Some key elements of
the focus group include:

e questions were reviewed to ensure no bias was added in the way questions were asked

e questions with multiple choice were recorded by a show of hands for each choice

e two note-takers were on-hand but were trained not to comment or make side gestures that
could inadvertently sway or deter answers

o nebulous answers, such as "the website sucks" is followed up by a question "how so?" in order
to get tangible feedback.

The questions for the second group were more general about employment and gave HR/HERO a better
understanding of how Millennials who chose MD-DHCD differ from the general Millennial population.

Once the focus groups concluded, feedback was tallied and reported. A SWOT (Strengths /Weakness/
Opportunities/ Threats) analysis was created based on research and focus group information. Unlike
traditional SWOTSs that allow only for a listing of SWOT items, HERO used a format that allows for these
elements to be brought together to create strategic action items, and in priority of green / yellow/ red.

The intersection of Opportunities and Strengths (green) are the best options and provide areas that can
be applied right away. Yellow are secondary items that can be reviewed to see what can be done



quickly/easily and what may take more time and resources. These items combine Strengths with
Threats and Weaknesses with Opportunities. The red area are items that combine Weaknesses with
Threats and are longer term actions or very difficult to achieve. (See attachment #1 for MD-DHCD
strategic SWOT.)

Strategic SWOT Analysis Opportunities Threats
Strengths '

Based on the SWOT and focus group input, a strategy and action items were produced to recruit
Millennials. The strategy and focus group will be repeated each summer to see if progress has been
made or if other issues arise that need to be addressed. The first year set the baseline for HR to
measure its success.

Results:

There were a number of areas where Millennials at MD-DHCD differ from the control group. Most
notably, the mission of an employer and learning from others on the job were more important to the
intern group than to the control group that stated salary was most important. Social Value Creation -
balancing profits with public good - appeals to most MD-DHCD Millennial employees as well as the
ability to learn from more senior employees who enjoy mentoring new talent. MD-DHCD has a strong
mission of making a positive difference in the lives of Maryland residents while utilizing financial skills - a
message that MD-DHCD will be using in its recruiting efforts and departmental branding.

There were other findings from the focus groups and SWOT analysis that were surprising and also very
helpful to HR such as:

o MD-DHCD website described as "cumbersome” and "hard to navigate" - Website has been
redone in a cleaner/clearer format

e Technology too slow/ no WiFi - Adjustments have been made to wiring since the department
moved to a new building and WiFi is now installed

e Employer review sites, such as "Glassdoor" are used by Millennials to check out employers'
ratings by employees - MD-DHCD had one negative review at the time but now HR is reviewing
such websites and there are more positive, balanced reviews of the department

e No entry level jobs for interns to work after graduation - HR created trainee positions requiring
no work experience

o Videos of daily work life at an employer - MD-DHCD is putting together segments for the
website

e Orientation for interns - HR has created orientation for interns so they understand their function
at work and how they fit into the department's structure

e Personalization in recruiting - Millennials want to know they are valued, so less form letters and
more personal outreach from HR using buzzwords such as "career progression" and "flexibility"
in work life




e Externships - short 2 day "internships" where a Millennial can experience the agency without a
huge time commitment

Merits:

Innovative: By having MD-DHCD's HERO and HR offices team up, MD-DHCD was able to utilize research
and marketing tools to better understand and meet challenges/ exploit opportunities in recruiting
Millennials to MD-DHCD. By conducting two focus groups - MD-DHCD interns and Millennials not
familiar with MD-DHCD- HR is able to see what segment of Millennials gravitate to the department -
what differentiates them from other Millennials looking for jobs - so that HR can better target messaging
for this segment. It also helped us understand from the Millennials' perspective what are facets of MD-
DHCD that are attractive and where there is more work to do. Finally, by pairing up the expertise of
HERO with HR, HR was able to learn new skill sets that can be utilized in conducting future focus groups
and SWOT analyses.

Replicable: Any HFA can use and customize the templates for both the focus groups and the SWOT
analyses designed to produce action items in a prioritized manner. For these tools to be a successful,
the focus group and SWOT should be repeated each year so that there is a benchmark to see progress.
(See attachment #2 for Internal/Intern Focus Group Template.)

Respond to a management challenge or opportunity: Increasing our recruitment of new talent to the
agency directly responds to the mass retirements MD-DHCD is facing. By identifying and targeting a
specific Millennial market segment, HR will be able to better refine recruitment messaging and save
time/ money by honing in on potential employees that will most likely fit with the culture of the agency.
At a cost of $15,000-525,000 to replace each lost employee (Pew 2010), it is cost effective to bring in
talent that will find satisfaction with the work at MD-DHCD, instead of using a scatter-shot approach.

Achieve measurable improvement in agency operation: The proof of the success of the program will be
to see how many new employees we are able to bring in with our HR plan for Millennials and the
retention rate. In the past year, HR created about half a dozen trainee jobs that have been filled with
Millennials. More telling of successful messaging is that there were over 2,000 students that applied for
the summer internship in 2016, compared to only about 100 students just two years ago.

Demonstrate effective use of resources: MD-DHCD was able to put together a strategy to recruit
Millennials by combining the talents of two of our divisions that do not usually have occasion to work
together. HERO used research tools utilized to promote our programs and turned them inward to help
HR better respond to the need to bring new employees into the agency quickly. In addition, MD-DHCD
interns participated in helping improve recruiting. If an outside resource were hired to conduct this
work, it would be at significant cost. (See attachment #3 for presentation of results.)

Achieve strategic objectives: DHCD wants to bring in employees who are passionate about our mission
and work. By knowing what Millennials who work for us now like about MD-DHCD and what could be
improved, we can use our strengths to attract the caliber of employees that will most likely want to stay

and grow with the agency.
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	Description: Customizing Millennial Recruitment strategically helps our agency attract millennials for employment.
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