


Time to Hire

Introduction

Hiring can be a daunting task.  Our ability to hire the right person for a job greatly influences our organization’s chances for success.  As managers, not only are we expected to be technically proficient in our areas of expertise, we are also expected to hire, develop, and lead our teams.  Due to the infrequent nature with which many of us actually have to conduct the hiring process, even the most talented leaders may be challenged locating and hiring the right person when they’re needed most.  Outlined in this booklet are a number of tools we can use to improve our abilities to hire the best - and increase our organization’s chances for success!  

Costs of a Bad Hire

As the saying goes, a chain is only as strong as its weakest link.  The costs of a bad hire to an organization can be enormous.  Consider the following investments in both time and money that are spent to attract, hire, manage, and then terminate, a bad hire:


Hiring Process

· Advertising costs

· Classified ads

· Internet job boards

· Staff time spent interviewing

· Human resource department

· Line manager

· Other staff members

· Referral bonus

Employing / Managing

· Salary

· Benefits 

· approx. 25% - 40% of salary

· Administrative time

· Overhead

· Work space

· Office supplies

· Phone line

· Training and development

Poor Performance Period
· Managerial energy diversion

· Productivity losses

· Performance standards lowered

· Low morale of co-workers

· Loss of other talented personnel

· Lost business

· Lost prospects

· Lost customers

Termination

· Severance pay

· Unemployment compensation

· Legal fees

Let’s face it; employing somebody takes an enormous investment.  Not only do we get what we pay for, we also end up lacking what we don’t pay for.  It is our responsibility as managers to do everything we can to maximize the return on our human resource investment.

Why We Must Find, Hire and Keep the Best Talent

The Baby Boomers are getting closer to retiring and there just may not be enough Generation X-ers and Y-ers to replace them.  Reports indicate that over the next 10 years, there will be 15% fewer people 35 to 45 years of age, yet the demand for talent is expected to increase by 25%.  The war for talent has begun!

Not only is an organization’s great asset its human resource asset, individuals are the prime source of a company’s competitive advantage.  It is individuals, after all, who develop, implement, and manage an organization’s operations.  At the end of the day, organizations are actually betting on people, not strategies.  As the war for talent increases, the gap between winning and losing organizations will widen.  The organizations that will thrive will be the ones who can find, hire, and retain the best talent. 

When We Hire
When we hire an individual, what we are actually doing is renting that individual’s behavior.  Components of an individual’s behavior include their motivators, how they think, how they act, and how they get along with others.  How many people have you known that were hired for what they knew, but later fired for who they were?  How many people have you hired that knew how to perform their function, yet didn’t behave in the manner required to perform the function properly?  How much time did you spend trying to change that individual’s behavior…to no avail?  Given an opportunity to hire someone, lets get out of the behavior modification business, and get into the behavior definition and selection business.

As with any good goal-setting process, when we prepare to hire, we need to start with the end in mind.  What is our desired result in hiring?  What do we want our organization to become in the future?  How will the next individual we hire bring us closer to that goal?  As we develop a position description, we should keep in mind that we will be hiring a person, not a job.  The position description should be more than just a list of tasks that will need to be performed – it should become the model of a talented and successful employee.

Begin developing this winning model with a brainstorming session.  Make note of anything, no matter how trivial it may seem, that could affect the success of an individual in the position to be filled.  Look to other individuals within the organization who already demonstrate successful behavioral traits.  Examples of behavioral traits include such things as an ability to see the big picture, loyalty, follow-through, effective resource implementation, confidence, desire to achieve over goals, service-oriented, etc.  Look to your organization’s top performers and determine their motivators, how they think, how they act, and how they get along with others.  It will be these traits, in addition to the ability to perform the day-to-day requirements of the position, which will become the blueprint for the next individual you hire.

The Theory of Must Haves, Should Haves and Nice-To-Haves

Once a list of ideal traits has been compiled, noting all the desired behavioral traits, education, and experience, it becomes time to categorize and prioritize these desired traits so that our hiring expectations can be realistic.  This process will result in the foundation that will affect how we review resumes, select individuals to interview, and ultimately hire the most talented individual available.

The desired behavioral traits, education and experience requirements will be placed in the following categories – “Must Haves,” “Should Haves,” and “Nice-To-Haves.”  This rating method is designed to help us identify candidates possessing the traits needed for success - the “Must Haves,” so as not to be distracted by a multitude of traits that, although beneficial, are not enough in of themselves to lead to success – the “Nice-To-Haves.”

Must Haves
These are the behavioral traits and skill sets absolutely essential for the position – a person without these “Must Haves” couldn’t possibly be successful in the position.

Keeping in mind that it is much easier to teach a new skill than modify someone’s behavior, the majority of these will consist of behavioral traits.  As an example – some typical behavioral traits that might be desired for a technical position, such as a staff accountant, could include the following:  

· Motivational traits - such as being an achiever, exhibiting a mission of service, acting responsibly, and possessing a desire for technical mastery  

· Modes of thinking - an ability to discern and innovate, while being value-based 

· Modes of acting - intense, proactive, an ability to research and strategize

· Ability to get along with others - demonstrated by communication skills, level of assertiveness, along with an ability to relate and empathize.  

Note that we addressed the four components of an individual’s behavior - their motivators, how they think, how they act, and how they get along with others.  

Other “Must Have” components involve skill sets.  Using our staff accountant example, an ideal candidate could be required to exhibit an understanding of both accounting principles and practical application skills.  A “Must Have” requirement could include the ability to both understand, and prepare, a bank reconciliation.  Evidence of this “Must Have” skill requirement could be demonstrated in a number of ways, such as a college degree with a major in accounting, which assumes bank reconciliation skills were taught and tested, or through demonstrated work experience, where the skills were taught and applied practically.

Bottom line – “Must Haves” are the minimum behavioral traits and skill sets needed to be successful.

Should Haves

“Should Haves” are the behavioral traits and skill sets that an ideal candidate should already possess, but if found to be lacking, could easily be acquired through training.

As mentioned earlier, we are attempting to get out of the behavior modification business, and get into the behavior definition and selection business.  Thus, we should find that most of our “Should Haves” are going to be desired skill sets, rather than behavioral traits.  Using our staff accountant example – we can say that an ideal candidate should possess a technical mastery of taxation.  However, an ideal candidate who possesses the “Must Have” motivational behavioral traits of achievement and the desire to obtain a technical mastery of taxation is more likely to be successful in a position than a not-so-ideal candidate who possesses the “Should Have” skill set of taxation mastery (evidenced for example, by an advanced degree, etc.), yet lacks the “Must Have” behavioral trait of achievement.  Wouldn’t you rather spend your valuable time assisting a motivated staff member in learning more about the practical application of the tax code, rather than wasting it trying to get an unmotivated, yet technically proficient, staff member to achieve more?  Which candidate do you think will add the most value to your organization at the end of the day, once equivalent levels of taxation mastery are reached?  How would you prefer to spend your time – mentoring or cracking a whip?

Another example of the difference between a “Must Have” and a “Should Have” can be demonstrated by computer skills.  A “Must Have” skill set might be experience with integrated accounting software applications, the “Should Have” skill might be experience with a specific software application, such as Peachtree.

Bottom line – If a candidate lacks just one of the required “Must Haves” required for success, all the “Should Haves” in the world won’t make up for it.

Nice-To-Haves
“Nice-To-Haves” are exactly that – skills that are nice to possess, but aren’t necessarily required for success in the position we are trying to fill.  

Examples of “Nice-To-Have” items for our staff accountant position could be advanced degrees, certifications, or even the ability to import spreadsheets into QuickBooks.  These may be skills that could be of benefit to the organization, but aren’t crucial to the success of the individual in the staff accountant position.  “Nice-To-Haves” are behavioral traits and skill sets more likely to benefit the candidate, and the organization, in the future.  They can be used to select one candidate over another, assuming each candidate already possesses the required “Must Haves” and “Should Haves.”  

Bottom line – Without a prioritization of the traits and skills required for success in a position, the glitter and glamour of “Nice-To-Haves” can easily distract us and lead us to the hiring of a not-so-ideal candidate.

Applying the Theory
The tough part is over now – we have developed a template of a successful candidate for our staff accountant position, and determined exactly which traits they must, and should, have.  We have even identified some characteristics that would be nice for a candidate to have. 

Using our list of “Must Haves,” we can begin our candidate review process by reviewing the submitted resumes to determine whether there is evidence that they possess each and every “Must Have.”  Many resumes will easily be eliminated during this review, since certain “Must Haves” will obviously be missing.  Other resumes, however, might indicate that a candidate may possess the required “Must Haves,” but the resume itself doesn’t necessarily provide concrete evidence.  These candidates should not be ruled out, but considered for an interview in order to probe further.  Further applying the “Should Have” and “Nice-To-Have” requirements, we can place the candidates in a desired interviewing order – seeing the candidates who appear most qualified for our position first.

An interview questionnaire should be prepared to use as a template – it can be as simple as a sheet of paper with three headings, “Must Haves,” “Should Haves,” and “Nice-To-Haves.”  Under each heading there should a series of questions designed to determine to what degree each of the behavioral traits and skill sets the candidates interviewed possess.  The questions should be designed to elicit evidence that a candidate actually possesses the desired traits and skills.  Three to four questions should be developed for each “Must Have” trait or skill, and a minimum of two questions should be developed for each “Should Have” and “Nice-To-Have” trait or skill.  The template should be utilized for each interview, along with sufficient documentation of the candidates’ responses, so that it will be easier to compare the candidates’ traits and skills afterwards.  

As with the resume review, if an interview indicates that a candidate does not possess all of the required “Must Haves,” we can now rule that candidate out of consideration.  Assuming that we indeed found a candidate or candidates who possess all the “Must Haves,” it should become clear as to which candidate is best suited for the position – based upon the number, and depth, of “Should Haves” they possess.  When you are lucky enough to find more than one candidate possessing all of your “Must Haves” and “Should Haves,” you can then use the “Nice-To-Haves” to make your final hiring decision.

Ready To Hire
Skills can be taught, but behavior ultimately determines how those skills are implemented.  By determining which behavioral traits and skills sets are required for success in a position, and then determining what level of importance each of those traits and skills will play in that success, we can increase both our hiring efficiency and effectiveness.  Although no one method can guarantee a successful hiring decision, using the “Must Have,” “Should Have,” and “Nice-To-Have” rating system greatly increases our chances for a successful hire.  The Personnel Consultants of Consentio Search Group are available to answer any questions you might have about this method – and are ready to assist you with your next hire.

www.consentiosearch.com
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