
Defining Hiring by Professional Affiliation (HBPA) 

Executive Summary 

Hiring by Professional Affiliation: 
Benefits, Challenges, 
and Strategic Implications 

1. Affiliations as Prisms (Labor Market Matching) 

HBPA allows firms to tap into valuable external resources through the "pipe" of the new hire’s 
previous ties. 
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As individual career mobility increases, organizations are increasingly turning to the external labor 
market to fulfill talent needs. This shift has popularized Hiring by Professional Affiliation (HBPA) 
—a category of hiring practices where a firm leverages a prospective hire’s ties to former 
employers, teams, or colleagues to facilitate selection and gain access to external resources. 

HBPA functions through two primary mechanisms: Prisms, which use professional affiliations as 
evaluative signals to improve labor market matching, and Pipes, which use those affiliations as 
conduits for resources like specialized knowledge, relational capital, and status. While HBPA 
offers significant benefits in efficiency and resource acquisition, it presents a strategic trade-off. 
Hiring from organizations with similar "matching logics" – the mechanisms through which 
organizations source and socialize talent to align employees with organizational expectations – 
tends to replicate the status quo and improve short-term efficiency, whereas hiring from 
organizations with dissimilar logics can drive innovation and diversity but introduces substantial 
integration challenges. The successful realization of HBPA value often depends on the strength 
of the relational ties between the hiring firm and the source affiliation, which can strengthen the 
quality of available information and offer a foundation for follow-up support when needed. 

HBPA is defined as hiring practices that leverage a prospective hire's specific professional 
affiliations to increase a firm’s access to and efficient selection of external hires. These 
affiliations include the organizations, teams, and colleagues with whom a candidate developed 
associations during their work experience. 

The Dual Mechanism: Prisms and Pipes 

Signals of Quality: Employment at "academy companies" (e.g., McKinsey, Goldman Sachs, 
GE) signals that a candidate has passed rigorous selection and received high-level training. 

Cultural Sorting:
may indicate a preference for hierarchy and discipline, while law firms may hire based on 
affiliations that align with client preferences. 

Information Conduits: Affiliations allow for the flow of richer information. Managers at 
supply chain partners may broker information about a candidate, leading to more certain 
matches than those found on the open market. 

2. Affiliations as Pipes (Access to Resources) 

Knowledge: HBPA provides access to exclusive, non-public knowledge, such as a 
competitor's routines, Research & Development (R&D) secrets, or shared team-specific 
knowledge. 

Certain affiliations signal specific values. For instance, military service 

Professional affiliations serve as lenses through which hiring firms evaluate candidate quality and 
fit, reducing the information asymmetries inherent in open-market hiring. 

HBPA operates through two theoretical metaphors: Prisms (evaluation/matching) and Pipes 
(resource access). 
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Mitigating Integration Challenges 
To realize the value of diverse hires and dissimilar resources, firms must overcome integration 
hurdles. The research suggests that Relational Strength is the primary mitigator of these 
challenges. 

Status Spillovers: Hiring from high-status firms allows some of that prestige to 
"rub off" on the hiring firm, signaling quality to customers even if performance does 
not change immediately. 

Pre-existing Alliances 
Strong ties (alliances, partnerships, or high-volume hiring pipelines) between the hiring 
and source firms facilitate the flow of information regarding matching differences. 

Mutual Problem-Solving: 
High-quality relational ties encourage "handshake" agreements and shared information 
that help the hiring firm tailor its onboarding and socialization for newcomers from 
different backgrounds. 
Collaborative Channels: 
New hires with strong dyadic ties to former colleagues can act as ongoing channels for 
information, helping the hiring firm integrate specialized knowledge or client relationships 
more effectively. 

Relational Capital: 
New hires can bring client or supplier relationships with them, reducing the risk 
of relationship termination and increasing business from the source firm. 

Co-mobile hires (in liftouts or acqui-hires) bring established internal relationships 
that support faster socialization and integration. 

o Bridging:

o Bonding:
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Improve Matching and Access to Resources. 

1.Catalog Professional Affiliations:
employers and professional ties of all hires, much like they track educational backgrounds, 
to evaluate the long-term effectiveness of different sourcing pipelines. 

2. Pair HBPA with High-Touch Onboarding: 
matching logics to drive innovation, firms must implement intensive "preboarding" and
onboarding to bridge cultural gaps.

3.Leverage Pre-existing Ties for Diversity:
should prioritize candidates from organizations with whom they already have a business 
relationship, as these ties provide the "goodwill" necessary to support integration. 

Practical Recommendations for Organizations 
Firms should systematically track the former 

When hiring from firms with dissimilar

To minimize the risk of diverse hiring, firms 

4. Individualize Performance Management: 
that HBPA hires from dissimilar backgrounds may take longer to show traditional results
but may be contributing immediate value through novel ideas or external relational ties.
Standardized, reflective evaluations should be replaced with individualized coaching and
feedback.

Managers should account for the fact
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https://papers.ssrn.com/sol3/cf_dev/AbsByAuth.cfm?per_id=7510576
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