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For years, Cal, a critical care director in a 
well-known academic medical center, had 
waiting lists of nurses anxious to become 

part of his team. Not anymore. For the first 
time in his leadership career, Cal must actively 
recruit nurses. Most of his candidates are ei-
ther Millennial or Generation Z nurses, and 
they seem less interested in the medical center 
brand and more interested in how a position 
in his unit will fit their career trajectory. Nurse 
recruitment has changed, and Cal must adapt 
how he markets his department and team to 
potential new hires.  

Across the United States, nurse leaders like 
Cal face a serious nurse shortage. Nurse turn -
over has increased significantly, and many 
nurses are cutting their hours to achieve a bet-
ter work–life balance. The COVID-19 pan-
demic has changed how nurses view their 
work and career plans. The 2022 nursing 
workforce differs notably from 2019, with 
most new acute care staff members in the Mil-
lennial or Gen Z cohorts. This trend will con-
tinue as Baby Boomers exit the profession 
over the next 5 years. 

Healthcare organizations like Cal’s find 
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themselves in a highly competitive recruitment 
landscape. Because many Millennial and Gen 
Z nurses have different expectations of em-
ployers than previous generations, being a 
brand-name medical center no longer makes it 
an employer of choice. Cal recognizes that the 
recruitment strategies he used in the past may 
not be effective now.   
 
A changing recruitment landscape 
Workforce experts have sounded the alarm 
about the tight nursing labor market. With 
500,000 additional retirements expected over 
the next 2 years, the U.S. Department of Labor 
predicts a shortfall of over one million nurses, 
forcing managers like Cal to compete with 
others for a shrinking number of applicants. 
Becoming an employer of choice has never 
been more critical or challenging. Most appli-
cants today have little or no nursing experi-
ence, and a new graduate who accepts a posi-
tion in critical care is unlikely to spend more 
than 2 years in the role. According to Hoffman 
and colleagues, many young nurses view their 
careers in terms of tours of duty rather than 
lifetime employment, and they expect man-
agers to coach them to achieve their profes-
sional goals.  

Cal must learn how to persuade applicants 
that his critical care unit can help them 
achieve career growth. Discussing salary and 
benefits may not be enough. Gallup re-
searchers recommend that organizations com-
mit to nurse well-being that extends beyond 
physical and psychological wellness. As nurses 
weigh their work options, they’re considering 
student loan debt, affordable housing, and 
childcare. 

To aid his recruitment efforts, Cal should 
use social media sites, such as Instagram and 
YouTube, and ensure candidates can apply us-
ing mobile devices. The current job market re-
quires interviewing and job offer speed. Cal 
should work closely with human resources 
(HR) to ensure that high-value candidates 
aren’t lost in a bureaucratic hiring process.   
 
What matters to Millennial and Gen Z 
nurses 
Similarities and differences exist between 
these generations. For Millennial nurses, Cal 
should prepare to discuss the unit’s vision 
and how he leads nurses to contribute posi-
tively to society. His approach to teamwork 
should focus on diversity and inclusivity. 

Anselmo-Witzel and colleagues report that 
most Millennial nurses want leaders to sup-
port their ongoing education and enhance 
their self-empowerment. Many members of 
this generation value achieving higher educa-
tion, work–life balance, and working in vari-
ous environments.  

Hampton and colleagues describe Gen Z 
nurses as altruistic, socially motivated, and 
community oriented. Cal needs to strategize 
how best to incorporate team activities and 
opportunities for social engagement among 
staff. Gen Z nurses expect a flexible and cre-
ative benefits package that might include op-
tions for higher education and meal plans. 
This generation of nurses values financial sta-
bility, so Cal should describe how the organi-
zation’s structures help achieve this.  

For both generations, Cal must create a 
welcoming environment that’s not just open 
to career path growth but has actionable 
plans—such as unit mentorship programs—
that support nurses. These opportunities can 
help mitigate job hopping that sometimes 
occurs among Millennials and also encour-
age Gen Z nurses to engage in different 
roles. 

Both generations value technology and ac-
commodating work schedules. Cal can make 
the unit more inviting by touring candidates 
through the intensive care unit and highlight-
ing patient care technology. He also can em-
phasize staff involvement in scheduling to re-
assure potential new hires that their 
preferences will be considered. (See Recruit-
ment dos and don’ts.)   
 
Recruit for retention     
How you manage recruitment sets the stage 
for how a nurse views long-term employment 
with an organization. As Cal interviews candi-
dates, he should use the following strategies, 
which can directly impact long-term retention. 
 
Interview every candidate personally 
As tempting as it might be to delegate the time-
consuming hiring process, remember that re-
tention begins with recruitment. Nurse leaders 
like Cal are the linchpins in nurse recruitment 
and retention. Cal should play a hands-on 
role rather than delegating interviewing to a 
nurse recruiter or HR. He should meet every 
candidate personally, either in person or virtu-
ally, and remember that candidates will be in-
terviewing him while he’s interviewing them. 

STRICTLY CLINICAL 2022-2023 Education and Career Guide

https://www.myamericannurse.com


6      American Nurse Journal • 2022-2023 EDUCATION AND CAREER GUIDE                                                                                           MyAmericanNurse.com

According to Shah and colleagues, dissatisfac-
tion with an immediate supervisor places in the 
top five reasons why nurses leave their jobs. 
Nurses want a good relationship with their 
leader, and that starts at the first interview. 
 
Set expectations  
Nurses frequently leave positions that aren’t 
what they expected. Discussing expectations 
during the interview can eliminate some of 
this dissatisfaction. Many Gen Z nurses may 
not have worked in high school or college, 
so their first nursing position is literally their 
first job. Cal will want to talk about a profes-
sional culture of feedback, so new nurses 
know to expect input about what they need 
to start, stop, or continue doing. No job is 
Instagram perfect, so discussing the pros and 
cons of critical care nursing positions can 

help recruits know what to anticipate. Dur-
ing the interview, Cal can explain profession-
alism and ask every candidate what they ex-
pect from him.  
 
Consider job embeddedness  
You can’t always predict why some nurses 
stay and others leave, but job embedded-
ness—the factors that keep a nurse on the job 
and make it difficult to leave a position be-
cause of the sacrifices involved—can aid re-
tention. Job embeddedness factors include 
links the nurse might already have to the unit, 
such as a best friend at work or student 
practicum experiences in the department. Job 
embeddedness also occurs when the nurse’s 
values are congruent with the organization’s. 
Cal’s hospital also might have benefits—such 
as childcare—that make it hard to leave.   
 
Discuss the onboarding process 
Dissatisfaction with employment can start 
when new staff members feel that they’ve re-
ceived a poor unit orientation. Cal should ad-
dress these concerns by clearly laying out the 
hospital and unit orientation process. He also 
should describe what follow-up he does with 
new employees during their first 90 days to 
ensure a smooth transition.  
 
Begin career coaching 
Retention efforts should occur at the unit and 
system levels to ensure that a nurse’s “tours of 
duty” are within a single organization. As Cal 
talks about his unit during the recruitment 
process, he should discuss career opportuni-
ties across the organization. Doing this as part 
of the interview process demonstrates a high 
priority on career mobility.   
 
Discuss next steps 
Candidates should leave the interview clearly 
understanding the next steps in the recruit-
ment process. If Cal interviews a candidate he 
wants to hire, he should make sure they have 
his contact information for any further ques-
tions and to follow up if they don’t hear back 
in the expected timeframe. When a nurse is 
hired, Cal should continue to stay in touch, 
especially if a gap occurs between the inter-
view and the planned start date.   
 
Make it a good experience 
In an environment where nurses are in short 
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Recruitment dos and don’ts   
Consider the following leadership dos and don’ts when recruiting 
Millennial and Gen Z nurses: 
 

Do... 

• Emphasize diversity and inclusivity by eliminating biases in the 
hiring process. 

• Be transparent about unit and organizational challenges, espe-
cially around staffing. 

• Discuss the unit and organization values. 

• Demonstrate positivity but be realistic when answering candidate 
questions. 

• Describe your leadership philosophy. 

• Ask the candidate what they expect of you. 

• Promote unit education and mentoring opportunities. 

• Tour the candidate on the unit and introduce them to team members. 
 

Don’t... 

• Make any promises about scheduling that you can’t keep. 

• Discuss any salary or benefit issues that you can’t control. 

• Inflate or exaggerate the candidate’s expectations, especially in 
the current demanding and resource-limited environment.  

• Fail to follow up with human resources on the status of candi-
dates selected after the interview.  

 

Both generations want leaders who are authentic and transparent. 
New staff turnover will increase when a leader fails to demonstrate 
these qualities and violates a candidate’s trust.
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supply, nurse leaders should use everything in 
their circle of influence to recruit and retain 
staff. Cal is the chief recruitment officer for his 
unit, so he should understand and use recruit-
ment best practices. Nurse leaders must think 
of themselves as organizational ambassadors. 
Even if a candidate doesn’t accept a position 
or isn’t selected, they’ll remember how you 
made them feel. Strive to leave a good impres-
sion even when the candidate isn’t a good fit 
for the unit or isn’t interested in the job. Gen 
Z and Millennial nurses are likely to share 
their experiences on social media, so make 
the recruitment experience a positive one.   
 
Rose O. Sherman is an adjunct professor at the Marian K. 
Shaughnessy Nurse Leadership Academy, Case Western Reserve 
University in Cleveland, Ohio, and author of The Nuts and Bolts of 
Nursing Leadership: Your Toolkit for Success and The Nurse Leader 
Coach: Become the Boss No One Wants to Leave. You can read her 
blog at emergingrnleader.com. Tanya M. Cohn is an associate 
professor of practice and a consulting nurse scientist at Simmons 
University in Boston, Massachusetts.  
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