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Becoming an employer of choice: 
Developing Global Assessment 
Approach with BAT  
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BAT at a glance 

‘ E M P L O Y E R  O F  C H O I C E ’  
 

200+ 
brands 
 

More than 

57,000 

employees  
 

44 factories in 

41 countries 

13years in the   

Dow Jones 
Sustainability Index 

Market leader in 
more than 

60 countries 

Founded in 

1902 
 

Top 10 company 

listed on the London 
Stock Exchange 
 
 

 

200+ 
markets 
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Where we started 

1. Overreliance of agency sourcing  
2. Global talent brand in embryonic stages.  

Recruitment agencies owned our BAT story 
3. Limited experience and success with direct recruitment  and marketing 
4. Limited pool of recruiters  internally to manage candidates 
5. Fragmented inconsistent approach to selecting the best talent 
6. High cost of recruitment agencies 
 

 

Legacy of Leaders 



Our biggest challenges 

• Negative perception of tobacco industry 
• Awareness is ok, however attractiveness and consideration is ‘problematic’ 
• Our key product is tobacco, which in some cases has moral implications 

• We need to appeal to a widely spread audience 
• 180 markets (focus within the T20/T40 markets) 
• 9 different functions, with various roles within those (focus in Marketing, Finance 

and Operations) 
• Passive and active job seekers 

• Talent Acquisition knowledge is  fragmented across the world affiliates 
• Budgets for size and scale of need, are limited (HR budgets, not marketing 

budgets!) 
• Shift from “fill a vacancy” to “hire potential” 
• Old technology 

‘ E M P L O Y E R  O F  C H O I C E ’  
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Authentic talent brand 

Took ownership and developed the 
maturity of our talent brand.  

We are accelerated the telling of our 
story.  

Approached this globally and locally 

 

 

Selecting the best 

Defined, developed and deployed a 
‘best in class’ framework to select 

the best talent into this organisation 

Assessing culture fit, ability and 
leadership preferences 

 

 

Dedicated recruiters 

Sourced, educated and built on the 
capabilities of an in house recruiter 

team 

Driving direct recruitment & 
proactive talent scouting 

Our Strategy 
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BUILT THE FOUNDATIONS FOR A TALENT BRAND 

UNDERSTOOD OUR GLOBAL STORY 
Universum, Linkedin & Research 

DEFINED OUR GLOBAL TALENT BRAND 
Consistent & Authentic 

START TO GENERATE AWARENESS 

BUILD CAREERS SITE & SET UP DIGITAL PRESENCE 

What have we done: Authentic Employer Brand 
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Presence across all major  
digital channels 
 
‘Always on’ comms  
plan 
 
Globally led. Locally fed. 

Meet our KPIs 
Education 

Thought leadership 
Content sharing 

Process improvements 
Competition 

Review and sharing 
Celebrate success 

Alignment with global 
talent brand strategy 

 
Activation of T20  
local talent brand  

strategies 

Our focus for 2015 

AUTHENTIC 
TALENT 
BRAND 

GO G-LOCAL 
Empower our local 

markets to own and 
drive their talent 

brand  whilst 
sharing global 

excellence 

INSIDE OUT 
MARKETING 
Tell our internal 
global and local 

story to our 
external audiences 

TALENT BRAND 
COMMUNITY 

Educate, motivate, 
share, learn from 

and celebrate in our 
talent success 

Authentic Talent Brand: Accelerate and Empower 
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An in-house Direct Recruitment Team in place 

 
 
 

DEDICATED RECRUITERS NOW 
PRESENT IN ALL REGIONS  

 
 
 

TRAINING  
ROLLED OUT 

 
 
 

RECRUITMENT DASHBOARD 
CREATED TO MONITOR RESULTS 

 
 
 

SENIOR MANAGEMENT EXEC  
SEARCH IN HOUSE CAPABILITY   

What have we done: Build a Direct Recruitment Model 

Continue reducing agency 
usage (Target at 30% for 
2015) 

30% 

Continue reducing time to hire 

Continue reduction in cost to hire 

Increase quality of hires (Hi-PO conversion 
rates and Line managers feedback) through 

the consistent application of our new 
selection process 

Evaluation of further shared services 
approach for direct recruitment 
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Agency usage 

Agency Usage by 
Region Agency Hires %Agency 
Americas 6 24% 
Aspac 32 43% 
Centre 9 50% 
EEMEA 5 18% 
WER 6 21% 
Total Q1 2015 58 33% 
Total Q3-Q4 ‘14 126 35% 

Agency Usage By 
Market (T20) 

Region Agency 
Hires 

Total 
Jobs 

Coded 

%Agency 

Russia EEMEA 2 2 100% 

South Korea ASPAC 2 2 100% 

Brazil 
Americ
as 2 2 100% 

Indonesia ASPAC 9 13 69% 

UK Centre 11 23 48% 

South Africa EEMEA 2 5 40% 

Australia ASPAC 2 6 33% 

Vietnam ASPAC 2 6 33% 

Malaysia ASPAC 5 18 28% 

Bangladesh ASPAC 1 6 17% 

Turkey EEMEA 0 4 0% 

Pakistan ASPAC 0 2 0% 

Germany WE 0 2 0% 

Switzerland WE 0 5 0% 

Romania WE 0 3 0% 

Mexico 
Americ
as 0 1 0% 

Ukraine EEMEA 0 0 N/A 

Japan ASPAC 0 0 N/A 

Italy WE 0 0 N/A 

Canada 
Americ
as 0 0 N/A 
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Candidates left hanging 
1 Dec 2014 – 21 Feb 2015* 

Candidates receiving no communications 5 weeks after their last communication** 

  * Data as at 1st April 2015 
** Includes Non-Management candidates, Excludes internal candidates 

Region 
Number of 
Candidates 

affected 

% of affected 
candidates (Q1 

2015)  

% of affected 
candidates (Q3-Q4 

2014) 

Americas 2962 67% 40% 

Aspac 4643 53% 49% 

Centre 146 16% 1% 

EEMEA 4169 36%  26% 

WER 3165 23% 23% 

Total 15085 38% 29% 

Market 
% of candidates 

affected 
Number of 

candidates affected 

Pakistan 92% 2,168 

Bangladesh 90% 1,736 

Mexico 80% 568 

Canada 50% 901 

Sout  Africa 50% 393 

Brazil 48% 48 

Russia 47% 181 

Italy 41% 193 

Romania 40% 1,857 

Malaysia 24% 342 

South Korea 14% 31 

Germany 10% 90 

Vietnam 8% 10 

Indonesia 6% 67 

Switzerland 5% 68 

Australia 2% 23 

Ukraine 1% 8 

Turkey 0.44% 1 

GCC 0% 0 

Japan 0% 0 
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Application per role through Corporate E- recruitment 

Average applications per role advertised for each T20 Market (Plus UK) 
MT to G37 roles, period Q1 2015 and 2014 
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Quality of Hire 
- Automated Line Manager survey, 6 months post hire* 

Scale: 
1 – Strongly disagree 
2 – Disagree 
3 – Agree 
4 – Strongly agree 

Overall Quality of Hire by region Overall Quality of Hire by hiring channel 

Total 
Hires 

Surveye
d 

Overa
ll 

Surve
y 

Meets role 
requireme

nts 

Candidat
e fits 
BAT 

Candidat
e 

Performs 

Likely 
to 

stay 

Displays 
high 

potentia
l 

Good 
hiring 

decision 

Americas 3 3.22 3.67 3.33 3.00 2.67 3.33 3.33 

Aspac 11 3.59 3.82 3.64 3.27 3.73 3.45 3.64 

Centre 14 3.37 3.50 3.36 3.50 3.29 3.14 3.43 

EEMEA 7 3.31 3.29 3.43 3.29 3.29 3.14 3.43 

WER 24 3.41 3.54 3.50 3.38 3.42 3.00 3.63 

Total / 
Avge 

59 3.41 3.56 3.47 3.36 3.39 3.15 3.54 

Total 
Hires 

Surveyed 

Overall 
Survey 

Meets role 
requirement

s 

Candidat
e fits 
BAT 

Candidat
e 

Performs 

Likely 
to 

stay 

Displays 
high 

potential 

Good 
hiring 

decisio
n 

Agency 4 3.42 3.75 3.25 3.50 3.50 3.00 3.50 

External 54 3.42 3.56 3.50 3.33 3.39 3.17 3.56 

Internal 1 3.17 3.00 3.00 4.00 3.00 3.00 3.00 

Referred NA NA NA NA NA NA NA NA 

Total / 
Avge 

59 3.41 3.56 3.47 3.36 3.39 3.15 3.54 

*Data gathered through Jan – Mar 2015 
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Implementation of a toolkit to ‘select the best’ talent 

ASSESSMENT 
EXERCISES CULTURE 

QUESTIONNAIRE 

LEADERSHIP 
PREFERENCES 

COGNITIVE 
TESTS 

T O P  Q U A L I T Y  TA L E N T  

An in-house recruiter team in place 

 
 
 

DEDICATED RECRUITERS NOW 
PRESENT IN ALL REGIONS  

 
 
 

TRAINING  
ROLLED OUT 

 
 
 

RECRUITMENT DASHBOARD 
CREATED TO MONITOR RESULTS 

 
 
 

SENIOR MANAGEMENT EXEC  
SEARCH IN HOUSE CAPABILITY   

What have we done: Selecting the best 
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Sel & Assessmnt tools: Culture Match Assessment 

• 16 questions: 10 – 15 minutes to complete 

• Link emailed to candidate and available in 13 languages 

• Aligned to BAT Guiding Principles 

• Report will only be shared with candidates upon request 

• Applicant’s achieving below 30% will be screened-out 
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Selection & Assessmnt tools: Cognitive tests – Numerical & Verbal 
Reasoning 

Verbal Reasoning (VRT) Numerical Reasoning (NRT) 

• Analyse and critically evaluate verbal information 
• Understand complex arguments or positions in written communication 

• Draw appropriate inferences from complex written information  
• Identify the most appropriate options in terms of meaning, spelling and 

grammar 

• Evaluate numerical information critically  
• Understand patterns and trends in the data presented 

• Carry out simple computational analysis in order to come to the correct 
conclusions  

 

Computer Adaptive tests adapt to the candidate’s level thereby significantly reducing  time to complete 

Cut off score at 30th percentile based on a general population norm 

• Test adapts to  candidate’s ability, typically 10 – 15 

questions: 15 minutes to complete 

• Questions randomised, drawn from a larger question bank 

• Link emailed to candidate and available in 13 languages 

• Order of tests can be determined by recruiter 

• Report will only be shared with candidates upon request 

• Applicant’s achieving below 30% will be screened-out 
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Sel & Assessmnt tools: Leadership Preference Questionnaire 
- used to inform interviewer of potential strengths and gaps  

= likely risk 

= possible risk 

= low risk 

• 190 Questions: 20–25 minutes to 

complete 

• Link emailed to candidate and available 

in 13 languages 

• Aligned to BAT Leadership Capabilities 

• Used to inform interview 

• BAT Interview Guide used to probe areas 

of gap 

• Report will only be shared with 

candidates upon request 
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How our assessments will be applied 

Fit with the 
candidate’s 
aspirations? 

Fit with BAT’s 
culture? 

Basic 
qualifications / 
capabilities for 

role? 

Required 
functional 

experience? 

Leadership 
capabilities at 
the necessary  

level? 

Grade at which 
we will use?* 

Job Specific 
Questions 

X X NM – G37 

Culture Match 
X X NM – G37 

Cognitive Tests 
X 

NM – G36 
Pilot at G37 

Telephone 
Interview 

X X X NM – G37 

Leadership 
Preferences X 

G35 – G37 
G34 - Optional 

Face to Face 
Interview 

X X X X NM – G37 

Assessment 
Exercises (Eng) X 

MT 
Other - Optional 

N 
E 
W 

N 
E 
W 

N 
E 
W 

*NM usage subject to 
local employment 
legislation 

Engagement Ability Potential 

Languages: English (UK), German, Spanish, French, Hungarian, Polish, Portuguese, Romanian, Turkish, Korean, Chinese 
(Simplified), Chinese (Traditional) and Russian. 
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Typical journey will automatically identify the top 25% of 
candidates 

Candidate Applies 

Job Specific Questions 

Culture Match 

Verbal Reasoning 

Numerical Reasoning 

60 

42 

21 
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CV Screen 

Phone Interview 
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Candidates Apply through Jobs@BAT 
(Average applications per job is 60) 

15 

Automatic  processing to identify top 25% 
   

Recruiter led processing to generate interview 
shortlist 

Leadership Preferences (G35-37) 

Interview 
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Note: Recruitment governance determines applicability of tests 

Top 25% of candidates processed 
via Recruiter 

29 

Finalise Offer 



Our achievements in 2014 

£2 million cost savings. Reduced cost to hire 
with direct recruitment framework 

Reduced time to hire by 2.5 weeks since 2013 
Average time to hire is now 7.5 weeks 

Improved quality of candidates 

65% direct recruitment of managers (35% 
2013) 30% agency usage reduction in 2014. 
 

‘ E M P L O Y E R  O F  C H O I C E ’  
 

‘ E M P L O Y E R  O F  C H O I C E ’  
 



Investing as much time and effort on our people as our 
brands to create a legacy of leaders 


