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BillingsWorks Top 10 Ways  
to improve your hiring in  
a tight labor market 

Q:  Should I post my job opening in the 
newspaper or on online job boards like 
Craigslist or Monster?

»  This depends on your target market. If you are targeting 
Gen X or Millennials, realize these generations look online 
for jobs.

»  Only people actively looking for jobs look at job boards or 
employment listings. With unemployment in Yellowstone 
County ranging between 2.6% and 3.2%, that is a very 
small number of people.    

»  Don’t double up on job descriptions. Don’t use one job 
ad for different positions. Job searches are based on 
keywords in the job description, if it’s too vague your job 
won’t come up in a search.

Q:  How can I make my job opening better?
»  Think of your job description as an ad for your company.  

»  Qualified candidates are in short supply and high demand. 
You have to sell your company to get good candidates 
interested in applying.

»  What would make a good candidate with multiple 
opportunities want to work at your company? What makes 
you different or unique?

»  Be very short and clear about what you are looking for. 
Job seekers will scan over the top description quickly and 
decide if they will read further.

»  No more than a 1 page job description. 

»  Use bullet points and short sentences.

»  Make sure you list the contact person’s email address.

»  Do not make your application process arduous. 

»  Have an employee do a test run and compete your 



application process (submit a resume, cover letter and 
filling out any online forms) and time them. The entire 
application process should be less than 5 minutes.

Q:  I’m not getting any applicants, what can I do?
»  Are you over stating qualifications for the position:  

bachelor’s degree vs two year degree, 5 years vs 3 years 
experience.

»  Is your job description too confusing? Identify the top 3 
skills and qualifications the candidate really needs. Look 
through the job description and focus on those. 

»  Figure out what skills are necessary and what can be 
taught on the job.

»  Which more important customer service skills or financial 
knowledge.

»  How much does the person interact with customers?

»  Widen the qualifications or experience to different 
industries or positions.

»  Are there transferable skills from another industry or job 
that would widen the applicant pool for your position?

»  Need a Customer Service Representative -  think of other 
positions which require a high amount of personal contact, 
such as a restaurant server, bank teller or retail worker at a 
boutique store. 

Q: I’m still not getting any applicants.
»  Get the word out beyond job boards.  Your ideal employee 

is employed and not looking for a new job, so try to 
think of creative ways you can get your job message to 
someone who isn’t looking at job ads.  

»  Facebook: A great option and an easy way to reach a lot 
of people.  

»  Post an appealing picture relating to your product with 
wording across it that has broad appeal.  

»  For example if you are hiring wait staff for a brewery a 
picture of a tall frosty mug of beer with the works “Do 
you love beer?”, below it  “We’re hiring” with a short job 
description, your email and a link for more information.

»  Post on different days, at different times of day (around 
5:00pm is peak use). Use a different picture and wording 
each time you post.  Be sure and include your email, and a 
link for the full job description. 

»  You can pay to increase the reach of your posts. After you 
publish the post on Facebook a button below it called 
“boost” will show up, click it and you can set a budget 
($5.00 to $50.00) to help increase your reach for the post.  
This is an easy cheap ad to get your message out. 

Q:  Are there any other ways to get the word out 
besides social media?

»  Set up Referral Programs and get the word out through 
people you know (current employees, friends, kids of 
friends)

»  Ask them to forward on an email of your (1 page) job 
description and contact information (email address and 
phone number).

»  Offer a payout, but make it quick, for example: $25 if 
someone’s referral is given an interview, $100 if they are 
hired.  

»  Payout immediately, if you wait too long (ex: no payout 
until the person passes 90 days) the program typically 
does not work well.

»  Make sure your website has “always looking for qualified 
applicants” on jobs page.  Want to be collecting resumes 
even when don’t have an opening. 

Q:  I can’t find employees who are passionate 
about what we sell or do.

»  Try to think of other places you can reach people who 
have a passion for what you sell or have similar interests. 

»  Get out into the community to groups, clubs or events 
where similar interests overlap. 

»  Make business cards of your job posting (short & sweet, 
with link for more info) to pass out wherever you go. 

»  Look for advocates who can help you spread the word in 
these groups. 

»  Don’t be afraid to ask people you meet who impress you if 
they are looking for a new opportunity. 

Q:  None of the applicants were qualified.
»  Resumes can be a bad way to qualify candidates, they often 

leave out (by accident) information that would qualify them 
for a job.

»  Call and conduct a quick 15 minute phone interview to 
anyone who looks at all promising.  Ask them if they have 
any experience in those areas you see missing, it might 
surprise you. 

»  Don’t discount workers with limited time: Many employers 
have multiple employees for what used to be one “shift” and 
the employee only works 2 or 3 days a week. 

»  This can be an indication your qualification to pay ratio is off.

Q:  All our qualified candidates asked for higher 
salaries than we can pay.

»  Wages and cost of living have gone up in Montana and 
Yellowstone County. 

»  For example: The difference between the cost of living in 
Fort Collins, Colorado and Billings, Montana is currently 
$5,000 (you can make $5,000 less in Billings and have the 
same standard of living as in Fort Collins).

»  Look at current wage data and see where your salary falls. 
Don’t be surprised if it is much higher than you anticipated. 
(list resources)

Q:  I called the job applicants for interviews and 
they already got new jobs – what happened?

»  Your hiring process was too slow. Don’t let applications 
pile up for 2 weeks before you make contact with potential 
candidates.

»  Contact qualified applicants immediately and let them know 
you are interested and what your timeline is.  Ask them if 
your timeline works with their schedule.

»  Don’t delay interviews, especially second round or flying 
someone in.  If another company hears your candidate is 
considering your job, they will try to beat you to the finish 
line.   

Q:  I called to make a candidate an offer and they 
already had accepted another job

»  Make job offers within a day of interview 

»  Companies are making offers to people before they leave

»  Don’t wait 2 weeks to start an employee at a new job (unless 
they want to).  They may find a better one.

»  Did you “sell” your company during the interview?
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Wage/Salary Alignment with Job Qualifications

Step 1

When listing qualifications on job descriptions look to see if your education requirements 
match up with wages in Yellowstone County.

»  For example: If you are requiring a college degree but paying less than $38,657 a year, your salary requirements 
are out of alignment.

Also remember average is the middle wage and middle experience.  
»  For example: If you are requiring a college degree and 15 years of experience and your salary is below $65,703, 

your requirements are out of alignment. 
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Step 2

Find out the specific salary for the position using resources online such as CareerOneStop 
http://www.careeronestop.org/toolkit/wages/find-salary.aspx?frd=true. 

However, make sure you do at least 3 searches for similar positions.  there is a high degree 
of variance in job titles, classifications & responsibilities (ie: a manager who is really a 
director) that you must consider.

DO NOT just take the lowest salary and use that. This needs to be an honest assessment of 
the person’s responsibilities.

 yellowstone County average yellowstone County average
 earnings: yearly Salary earnings: Per Hour Wage

 Overall New Hires Overall New Hires
Education Average Average Average Average

Less than high school $33,085.00   $25,652.00   $15.91   $12.33 

High school or equivalent, no college $38,616.00   $28,159.00   $18.57   $13.54 

Some college or Associate degree $43,618.00   $29,759.00   $20.97   $14.31 

Bachelor’s degree or advance degree $65,703.00   $38,657.00   $31.59   $18.59 

 Low Salary Median Salary High Salary

Sales Manager $53,520 $73, 850 $160,270

Food Service Manager $32,920 $46,870 $80,790

Lodging Manager $28,320 $44,960 $74,750



#1  Reason companies lose good candidates:   
Move too slowly to hire.

In a tight labor market good candidates are receiving multiple job offers after being “on the 
market” for one week. 

1.  Make your application process quick and easy: submit a resume & cover letter, that’s it

2.  Respond to resumes quickly: Don’t let them pile up for later.  Call or email qualified potential candidates within 1 
to 2 days to set up an interview.  

3.  Call and conduct quick initial interviews (15 minutes) to anyone who shows promise: Resumes are a bad way to 
judge candidates as they often leave out relevant qualifications. If there are few holes in qualifications, call and 
ask them.  

4.  Ask candidates to redo their resume: If after a quick interview the candidate has a lot of relevant qualifications 
not listed, ask them to redo their resume & submit it to you before you submit it to the hiring manager. 

5.  Conduct interviews quickly: High quality candidates are on the market for 1 week before they have multiple 
offers in front of them.

»  If you are flying someone in from outside the area to interview, do it quickly.  It is very common for a candidate 
to take another job before the trip even gets scheduled. 

6.  Use the interview to “sell” your company:  Get them excited about working at your company. Show them their 
potential office, take them around and introduce them to people.  

»  If you are flying someone in make sure you have lunch and dinner scheduled with them.  If a spouse and family 
are coming as well, make sure they are included and are given the opportunity to be shown around town during 
the day (if they want).

Best practice schedule for hiring in a tight labor market: 

#1  Reason companies lose good candidates:  
Be a great place to work, word travels fast and quality 
candidates have many options. 

1.  Your company reputation matters to candidates:  Being a great place to work will attract quality candidates.  If 
your employees like working there, they will also be great source of referrals. 

2.  Unpaid benefits are just as important as paid ones: Offer flexible schedules, fun incentives, trainings and other 
perks, word will get around the community and you will be able to both retain and attract good workers. 

3.  Once you have them keep them: Your employees get targeted on LinkedIn by recruiters, and bombarded by job 
ads sent to their email inboxes on daily basis.  It is easy for good people leave and go elsewhere, treat them well 
and give them a reason to stay with you!
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Receive Resume Call or Email candidate within 1 to 2 days of receiving resume.

Quick 15 minute phone interview Within 1 to 2 days of receiving resume.

Conduct one-on-one interview  Within 3 to 5 days of receiving resume.  Give candidates options for 
meeting in the evening or over lunch if they are employed.

Second interview (optional)  Within 2 days of first interview.

Job offer At the then of second interview or 1 day after first interview.

Job start date  As soon as the candidate wants to start. Don’t wait 2 weeks if they are 
able to start sooner. They will get other job offers and not start yours.


