
Precondition: There is a need to hire a quality manager to control the implementation of the key business processes 

	Process step
	Timing/ Frequency if relevant
	Input
	Output
	Who
	Doc
	Error
	Preventive action (control)

	

	1.1. Searching for employers
	regularly
	Data from ministries, associations, GEOSTAT, other databases LEPL entrepreneur-ship dev. agency
	Database of employers
	Job agents of Regional Centres
	Database of employers to be acquired 
Annual plan, monthly plan
	Adequate/up-to-date state employer database do not exist or not connected to WorkNet, 
no normative plans to regularly look up new employers, missing control of the implementation of the plan above
	Planning the norms of performance at personal, unit and organisational level, Monitoring and control activities at managerial level, yearly audit

	1.2 Assigning clear personal responsibilities to job agents in relation to all employers 
	If new employer contact arrived
	Employer name, data
	Responsible job agent assigned
	Head of RC
	Job discription
	Assignment is late or not made, substitution
	Clear distribution rules approved

	2.1 Checking WorkNet communication related to employers

	2.1.1 Checking WN newly registered vacancies
	Daily (or two days a week)
	WN database, employer accounts, mail
	Emails answered Newly registered vacancies
	Job agent
	List of new vacancies sent to empl. counsellor
	Non-daily activity, checking process is missing, employer will be contacted lately  
	Daily checklist, track record developed in the WN

	2.1.2 Checking WN employers if they asked for SSA assistance
	daily
	WN database, employer accounts, mail
	Emails answered, Document (Request of employer for provision of SSA´s employment services form) to be sent
	Job agent
	Request of employer for provision of SSA’s employment services document filled

	Checking is cancelled or lagged behind, employer will be contacted lately
	Daily checklist, four-eyes principle

	2.1.3 Local or regional labour market mapping if there are not enough new vacancies
	regularly
	online or paper advertisements, checking labour market related news at national, regional level
	New employers to be acquired by finding their ads
Existing labour market competence of the staff
	Job agent
	Revised monthly plans of employer visits
	No indicators set to measure labour market competence of the staff
No control of the revision of empl. visit plans
	New vacancy indicators set, introducing regular control of employer visit plans, labour market competencies as selection criteria in case of job agent staff recruitment

	3.1 Preparation for contacting the employer

	3.1.1 Studying vacancies posted by the employer 
	Before contacting
	Vacancy requirements, wage, how many vacancies
	Clear understanding of employer’s need
	Job agent
	
	Futile or weak knowledge of the job agent about the employer’s need may cause wrong first impression and detains the future cooperation
	Part of the preparation checklist

	3.1.2 Collecting basic info about the company (profile, size, seat, contact level, needs)
	Before contacting
	
	Public data collected
	Job agent
	Company profile
	No or not sufficient info from the web
	Structured company profile template, the content needs to be updated regularly

	3.1.3 Preparing basic offer to the employer by checking the quality and quantity of potentially suitable candidates from WN, offering pre-selection or mass interview or not
	Before contacting
	WN database, employer profile, proposals of employment counsellors
	Elements of an acquisition strategy, first offer
	Job agent
	CVs collected, list of potential candidates Written offer?
	Missing clear process of communication with the employment counsellor, missing data, lack of suitable candidates
	Increasing visibility in order to attract more job seekers and vacancies
Contacting only those employers who can be served by the WN database

	3.1.4 Preparing the draft structure of the first call (goal is the option of the personal visit)
	Before contacting
	All information collected about employer and vacancies
	First call structured draft
	Job agent
	Structured draft
	Weak draft, or missing preparedness
	Checklist, mentoring by experienced job agents

	3.1.5 Call to employer 
	
	First call draft
	agreement on a meeting with concrete date and time
	Job agent
	
	Weak communications skills
	Excellent communication skill is selection criteria, communication training

	3.2 Visiting the employer (aim to engage the employer to SSA service)

	Preparation of the visit (content, logistics)

	3.2.1 Planning the logistics of the visit (travel, address)
	Before the visit
	Internet, WN employer data
	Travel plan
	Job agent
	-
	Not enough time added for travelling
Address missed or wrong
	Control checklist contains address of employer, phone call check of the seat of the company

	3.2.2 Preparing background doc folder (leaflets, business card, template of visit
	Before the visit
	List of folder content
	Folder
	Job agent
	-
	Some parts of the folder missed
	Control checklist

	3.2.3 Prefill the visit template
	Before the visit
	Template for recording…
	Template prefilled
	Job agent
	Template prefilled
	Template is not filled, more time needed at the client
	Control checklist

	3.2.4 Thinking on the set of services to be provided
	Before the visit
	WN database, net research
	Set of services
	Job agent
	Written/verbal proposal
	Lack of sufficient number of candidates
	Increasing visibility in order to attract more job seekers and vacancies
Contacting only those employers who can be well served by the WN database

	The visit (proper dress code, arrival on time)

	3.2.5 If relevant, open an account for the employer
	During the visit
	Necessary data for registration
	Account registered
	Job agent
	Written request of the employer to gain SSA services
	Registration obligations are unreasonably complicated, more administrative that involve the backtrack of the employer
	Reconsidering registration rules to avoid loss of clients

	3.2.6 Identifing contact point
	During the visit
	Responsible partner designated by the employer
	Contact name given
	Employer/Job agent
	WN profile created
	No clear contact identified
	Contact point is a necessary requirement to finish the registration


	3.2.7 Helping in defining the realistic profile of candidates
	During the visit
	Employer vacancy draft
	Vacancy requirements finalised
	Employer/Job agent
	Vacancy in WN system
	Unrealistic profile
	Sharing specialist experiences to employer if expectations are higher than needed

	3.2.8 Set a deadline and a target amount
	During the visit
	Expectations of the employer
	Deadline and target amount signed
	Job agent
	Agreement (verbal or written?)
	Unrealistic deadline or other obligations
	Assertive communication to avoid failures, mentoring

	3.2.9 Request of employer for provision of SSA services
	During the visit
	Request template
	Request signed
	Job agent/ Employer
	Request signed
	Request is not signed, employer is hesitating or deciding no to cooperate
	Well prepared job agent with excellent communication skills, sufficient proposal, clear added value of the service

	3.2.10. Recording the visit
	During the visit
	Template
	Visit note recorded
	Job agent
	Note  for  recording  the  visit  paid  to  employer
	Missing note or filled with weak info
	Checklist of administrating the visit and follow up, monitoring and control system is operational

	Follow up of the visit

	3.2.11 Job agent informs other job agents about the employer visit
	After the visit
	Visit note
	Email, database
	Job agent
	Database available
	Double contact with employer
	Database check always before first contacting the client

	3.2.12 Establishment of a separate file of the particular employer
	After the visit
	Visit note, other documents
	Structured file system (electronic and paper-based)

	Job agent
	Employer file created
	Incomplete file, missing elements
	Regular audit, quality manager check

	3.3 Communication with the employer

	3.3.1 Job agent will proceed upon the agreement with the tasks
	After the visit
	Agreement with the employer
	Automated matching results, package of suitable CVs 
	Job agent and Employment counsellor
	Cvs sent by email or WN
	Weak automated matching, weak CV results
	To approach those employers when WN can provide relevant proposals

	3.3.2 Active and regular communication with the employer during the process of collecting candidates 
	If relevant
	problems with numbers, quality of staff, new relevant info, organising jobfairs, interviews, meetings
	Email, phone call
	Job agent
	Email/files
	Too much information can be embarrassing, lack of communication weakens the engagement of the employer
	Internal regulation of communication with employer, mentoring of experienced job agents to double check the content before sending

	4.1 Conducting pre-selection services with the collaboration of the employment counsellors (EC)

	4.1.1 Job agent (JA) announces the new vacancy by email to employment counsellors with the direct link in WN
	When relevant
	New vacancy in WN or at other sites
	Email
	Job agent
	Email
	Email (new vacancy announcement) doesn’t arrive or read
	WorkNet workflow development, communication between JA and EC through WorkNet

	4.1.2 Employment counsellor collects and sends candidates profiles ASAP to job agent
	As soon as possible
	Candidate profiles in WN or in other database
	Received CVs
	Employment counsellor
	CVs in electronic format
	No suitable CVs
	Filtering the admission of those vacancies that could not be served by SSA Worknet database

	4.1.3 Job agent collects the automated matches from WN and if job agent assigned as a contact point in the WN, checks the jobseekers CVs directly come to them
	As soon as possible
	Package received, CV’s collected from other sources
	Package collected for sending
	
	Package in electronic format
	No suitable CVs
	

	4.1.4 Job agent sends the preselected CV-s to the employer
	
	Package collected to JA
	Package sent
	Job agent
	Email, record in folder
	Late sending, losing trust
	Set up of monitoring system of communicating with employers

	4.2 Organisation of mass interview

	4.2.1 Offering contribution to the organisation of mass interviews (venue, date and time, choreography)
	If requested by the employer
	Suitable CVs selected by the employer
	Candidates are invited
	Employer/Job agent
	Invitation letter/mail
	Lack of JA organising skills, or cooperation problems
	Task assigned to JAs with necessary competencies,
Communication process is regulated between partners

	4.2.2 Job agent informs the candidates come from automatic matching and other resources
	After pre-selection decision of employer
	List of related candidates
	Candidates informed
	Job agent
	Record of communication
	Inaccurate or lost data 
	Data safety – one database in Worknet

	4.2.3 Job agent informs the employm. counsellors about the result of the interview (in case of the individual interview job agent gets feedback from the employer to all candidates)
	After the end of job interviews
	List of related candidates
	Candidates informed
	Job agent
	Record of communication
	Inaccurate or lost data
	Data safety – one database in Worknet

	4.2.4 Employment counsellors inform the unsuccessful candidates
	After the end of job interviews
	List of related candidates
	Candidates informed
	Emloyment counsellor
	Record of communication
	Inaccurate or lost data
	Data safety – one database in Worknet

	4.2.5 Job agent regularly checks the status of the process and the satisfaction of the employer and offer further assistance if needed
	Regularly
	Information based on WN (if this function exists) and phone call to employer
	Feedback from employer
	Job agent
	New or extended offer (if relevant)
	Communication failure (not enough or push)
	Selecting of suitable job agents, Communication skills development

	4.2.6 Collecting feedback from employers about the result of the selection process
	End of recruitment process
	Worknet status 
	Phone call or feedback form
	Job agent controller (new position)
	Feedback, information collected
	Feedback and/or information is missing or not in Worknet
	Cooperation agreement includes the obligation of giving written feedback of selection results 

	4.2.7 Sending a form of satisfaction survey by the client (if exists)
	End of recruitment process
	Satisfaction survey form
	Survey form filled by the employer received
	Job agent controller (new position)
	Written survey in the folder
	Sending or filling doesn’t occur
	Regular communication with the employer, building long-term partnership 


	4.2.8 Job agent writes a report and  put into the employer folder
	End of recruitment process
	Report
	Report written
	Job agent
	Written report in the folder
	Approval or controlling is missing, drawing of consequences are missing
	Monitoring and controlling system elements are operational, regular managerial control of job agent’s work

	NON-DAILY ACTIVITIES AND TASKS (the processes are well regulated and detailed description set in the manual (Daily routine Handbook)

	5.1 Organising working meetings
	Occasionally
	Number of employers invited, number of topics elaborated for presentations and discussions, 

	Number of employers participated, number of topics discussed
	Job agents, Coordinators
	Presentations elaborated, attendance list signed, 
	No interest of employers, wrongly chosen topics – no interest in discussion
	Knowing labour market and needs of employers, experienced job agents presenting on professional level

	5.2 Organising information sessions
	Occasionally
	Number of employers invited, number of topics elaborated for presentations  

	Number of employers participated, number of topics presented
	Job agents, Coordinators
	Presentations elaborated, attendance list signed, 
	No interest of employers, wrongly chosen topics – no interest in follow up discussion
	Knowing labour market and needs of employers and their interest,  experienced job agents presenting on professional level

	6.1 Organising job fairs
	THE PILOT STAFF DOES NOT PARTICIPATE IN THE ORGANISATION OF THE JOB FAIRS
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