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Secret #1 Benchmark The Job
Jackie’s Story
Jackie jumps up and down, punching the air with her fists. “I’m so excited, I’m so
excited. This is awesome.” She hugs me, high-fives me, and hugs me again. I can’t help but
smile. OK, one more hug. Then I say, “Now this is how it is supposed to be.”
Jackie runs a mortgage company. Her business had been hit hard by the banking crisis.
When I came into the picture, we started to look at what else she could do to position herself. It was hard work to pull new dreams from the wreckage of old dreams. She has
a deep expertise in credit that could significantly help not only real estate professionals with
their clients but also individuals who wanted to become whole and be homeowners again.
As business improves, her tears of frustration change. She doesn’t have time to develop her program.
“Hire,” I say.
“I’m afraid that hiring will take more of my time than doing the work myself,” she says.
“Do you think I can find someone who can not only process the loans but also take care of
my clients as I do, so that I can get back to writing my book?”
“Not only do I think you can, I think you must,” I respond.
We are looking for a behavior style that is complementary to her and her office manager, along with past experience in the field. Once we
believe we have carefully benchmarked the job, we set
“I’m afraid that hiring up the hiring system and place the ads.
For four long weeks, I screen unsatisfactory rewill take more of my
spondents. We become frustrated. I tell her to be patime than doing the
tient. We adjust the search by changing the job description. Then I notice an interesting development. We are
work myself”
starting to attract the right behavior style.
I suggest that she meet Lisa. Lisa is perfect. She
has done a lot – except process loans. Although we are skeptical, we bring her in.
The feeling in the room is electric as they both come in with printed documents of
online schools where Lisa can learn. She talks about being a detail geek. I watch as these
two women light up and get excited. The prospect of working together is no longer an “if” but
a “when.”
As Lisa leaves, Jackie screams, “Hallelujah!” Yay.
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How can we really know we have the right person in the right job if we don’t really understand the job? Most, but not all, employers create job descriptions. But few of us take the
time to understand why the job exists, why the job serves you and your customers, and how
we measure its success.
Studies have proven that most job turnover starts with a bad hire—up to 80 percent of
the time. Additionally, turnover costs a company up to 1.5 times the annual salary of that job,
and a bad hire can cost even more. The longer it takes us to recognize the mismatch, the
longer we spend energy to coach and develop a mismatch, the longer it takes us to remove
an employee, the more we have spent. And these are good people. Good people in the
wrong job.
We can create job productivity and satisfaction
when we take time to benchmark the job. The small
Studies have provamount of time it takes pays off handsomely in terms of
en that most job
turnover and happiness.
Simply stated, it puts the right person in the right
turnover starts with
job.
a bad hire—up to 80
Benchmarking allows us to take a dive into the
nuances of the job before we hire, promote, or develop
percent of the time.
employees in our businesses. The most important part
of this process is to consider the job, not the people.
Metaphorically speaking, we create the hole and then fit the peg. When we take personality
out of the process and focus on how the job should be done, we are setting ourselves and
employees up for success.

“

”

Here are the steps in this process: First, we look at the job by defining
these criteria:
•
•
•
•

Key Accountabilities  
Personal Skills
Required Behaviors
Desired Attitudes or Motivators

Then we rank each of these criteria:
•
•

Importance
Time Allocation

When we complete this process, we create a benchmark. While no one person will
match the benchmark exactly, we’ve seen bad hires avoided and, with patience, aiming to be
as close to the benchmark as we possibly can, great hires happen. Ask yourself this: what
would your business look like if your employees were successful, productive, and happy in
their jobs?
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Secret #2 Screen Out Applicants You Don’t Want
Bob’s Story
“Ruth, it’s not working.” Bob is stressed.
“Bob, I have double- and triple-checked. I am at a conference, and when I get a break,
I will check again. But I’m positive that everything is working fine,” I whisper into my cell
phone.
“Then why aren’t people applying for this job?” Bob asks.
“I’ll call you back later. I promise.”
When I look at the hiring process set up for Bob, I see dozens of résumés coming in to
the first email address. That is typical. Of all those dozens of people, approximately 30 percent follow the instruction, which was written carefully in
the ad and repeated in an email autoresponse. They are
“You’re allowing the to click a link to a webpage with a job description and a
survey.
process to do the
The survey has five essay questions that one
work for you. Be pa- might ask in a job interview – typically a discussion of
strengths and weaknesses, experiences in the worktient; it’ll be fine.”
place, bosses they’ve loved. At the end of the survey,
they are asked to go to another page to download a
quiz. This quiz contains no more than ten easy skills questions designed to see if applicants
know anything about the skills necessary in the job. Only a third of a third (one in ten) continue to the quiz.
“Bob, I’ve checked everything, and all is well,” I say when I call back.
“But usually I would have dozens of résumés, and I really need to hire someone
soon,” Bob complains.
“Right, but you’re allowing the process to do the work for you. Be patient; it’ll be fine.”
I woke up one morning and knew that it is imperative to revolutionize the way we hire
people.
Looking for a job is second only to prison time. It is not a lot of fun on the hiring side of
the desk either. Why? Because the hiring process is flawed.
Resumes tell us how well an applicant prepares a resume. Interviews tell us how well
someone interviews.
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Decisions about hiring are often based on gut instinct, not on who is the best candidate. Additionally, a lot of time is wasted in the hiring process.
Think about the time you waste doing the following:
•
•
•
•
•

Reading and sorting through unqualified resumes  
Calling to set up interviews  
Interviewing unqualified candidates  
Talking to people you really don’t want to talk to
Not having a clear decision-making process

Would you like to weed out all the people who are definitely NOT right for your job?
Would you rather interview the people you already know you want to hire and ignore the
rest?
Create a hiring process. This particular process has already achieved terrific results.
Not only will you lessen your workload, you will also find out:
How well someone follows directions
How well someone communicates
If someone can manage software and technology
If someone is determined to work at your company
And, most importantly, based on your job benchmark: Do candidates have the necessary skills, behaviors, and attitudes necessary for your job?
When we match behavior assessments, skills assessments, attitudes, and motivation
assessments into the equation, we start to get the information that we need to know if we are
talking to the right person.
Here is how it works:
Classified Ad:
A prospect sees a job ad in a spot identified to get your best response, e.g., Craig’s List, local newspaper, Facebook, free job board, website. At the end of the short ad, prospects are
asked to send a resume to a dedicated email address.
Webpage 1
This email address sends back an autoresponder that thanks them for their resume and
directs them to a webpage that has a description of the job opening for which they are applying. At the end of the description, they are given a link to a survey.

© FailProof Hiring, 2012 All Rights Reserved.

7

HIRE YOUR DREAM EMPLOYEES: THE FOUR SECRETS OF HIRING WELL

Survey
Here they will see a questionnaire of five essay questions that are the types of questions one
would expect at the start of an interview. They are designed to make them talk about themselves and test their ability to write. At the end of the survey, they are directed to a second
webpage.
Webpage 2
This webpage thanks them for completing the survey and directs them to download a skills
quiz in a Word document. This quiz has eight to ten simple questions that address the basic
skills necessary in your available job. These questions are not essay questions. They have
one correct answer. At the end of the quiz, they are asked to email it to a second email address.
Assessment
Print the resume, the survey, and the skills quiz. If they closely meet the benchmark, contact
this prospect for a preinterview phone conversation. If you still like them, send them DISC
Behaviors and Attitude / Motivators assessments and set up an interview.
The Interview
The beauty of this process is that so much of it is automated. You can pay limited attention
to it until a qualified person comes through the screening process and has completed many
steps. By the time you are actually called to take any action, you already know a lot about
them, if they fit your benchmark, and whether or not they are worth your time. The end result
is a better hire.
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Secret #3 Keep it Evergreen
Jan’s Story
Jan needed more sales. Business was down, and she had worked with me and her
team to identify the characteristics of a better customer and which program would work best
for them. All they needed to do was call prospects, send them materials, and sign them to
their collection and receivables program. But no one was doing the calls.
“Why aren’t you guys proceeding with the plan?” I asked.
“We are definitely hungry for the new business, but no one has ever done sales in our
company. I think we could close the sale if we get the appointment, but no one is comfortable
making those first calls,” they explain to me.
“Either you do it, or you pay someone to do it. Otherwise, no sales,” I observe.
“Let’s set up a hiring process and get someone in,” they respond.
Meet MaryAnne. She was desperate to work at Jan’s place, as she had heard that
it was a good place to work. She’d be happy to work part-time, make the calls, fill out the
spreadsheets, and make the appointments. She fit the benchmark – a perfect hire that hit the
mark. Even though I do want to promote people within the company, I don’t want to create a
vacancy in a job that is working so well now.
Six months later a woman on the legal team
quits. Jan says, “Fire up the hiring plan!”
“You’re allowing the
But this time there is more frustration. People
with the skills don’t meet the behavior specs and vice
process to do the
versa. I start to adjust the ads and descriptors to bring
work for you. Be pain a better fit. Even the people from within the company
who apply turn out to be a better fit in the job they are in
tient; it’ll be fine.”
than the job they apply for.
Jan starts to ruminate. “The rest of the legal team
is stepping up. I kind of like not paying the additional salary. And even though I do want to
promote people within the company, I don’t want to have to create a vacancy in a job that is
working so well now.”
My suggestion: “Let’s have a team meeting and do some brainstorming around their
ideas. You could even put some money on the table for meeting a team goal.”
“Let’s do it,” Jan says.
We were 45 minutes into this meeting when the first person asked, “Do we really need
to hire? We can make this happen ourselves and still make the bonus.”
Another team member says, “I recommend that we give some odd jobs to MaryAnne.
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I leave that day promising to close the hiring process. As Jan hands me my check, she
says, “That is the best money I ever spent. You just saved me $65,000 this year alone.”
Yay.
Have you ever had an employee quit or get injured, throwing you into a panic to fill the
position? Has your company ever experienced quick growth that required you to fill a position quickly? Nothing can create bad hiring like being in a panic.
One school of thought is that you should always be hiring. Many books on business
management have been written on the subject of finding great talent and then creating jobs
for them. This philosophy has some value perhaps, but most small-business owners usually
don’t have the luxury of creating that kind of expense or those types of rock stars.
You should see by now that my philosophy is to understand exactly what makes each
job successful and then put the right person in it. You never know when the right person will
appear.
Why do we accept this notion about our customers but not as easily about employees? It is often true that our customer is not shopping for our product at the moment we are
selling it. The primary objective of marketing is to be thought of first when that customer is
thinking about our product. The same is true of employees.
The most important habit you can develop is to have
a “bucket” of people you want to hire. When you need to
fill a position, which people do you consider first?
“Nothing can create
you set up an automated system, you can
bad hiring like being keepOnce
it running all the time with no effort on your part.
When someone comes through the screening process,
in a panic.”
they are usually someone you will want to know, if not
now then in the future.
I encourage you to meet them now so that you can
hire them later. Building relationships and creating that bucket are crucial to avoiding a panic
state.
I’ve had personal experience with an unexpected vacancy and been excited to call
upon someone I’ve wanted to hire. That’s a win-win.
Here are the sometimes mind-blowing stats of the FailProof Hiring system and why it
is not only effective but also creates only a minimal amount of work for you.
Of the dozens of people applying for any position, approximately 30 percent follow the
instructions written carefully in the ad and repeated in the email autoresponse.
The instruction is to click a link to a webpage with a job description and a survey. The
survey has five essay questions that you would ask in a job interview—typically a discussion
of strengths and weaknesses, experiences in the workplace, bosses they’ve loved, etc.
At the end of the survey, they are asked to go to another page to download a skills
quiz that contains no more than ten easy skills questions designed to see if they know anything about the skills necessary in the job.
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Only a third of a third (one in ten) continue to the quiz. Do the math. If thirty people respond to your ad, three are viable. This process just reduced the number of interviews,
phone calls, and assessments to three great prospects, which is a lot better than the thirty
you were going to process by gut instinct.
We still don’t know at this point if they have the behavior style and attitudes benchmarked for this job. You will know that after you meet them and give them a DISC assessment. What we do know, though, is that they follow directions, want to work at your company,
and have a particular skill set.
Do you want to know them? Undoubtedly. They just made it into your bucket of available and desirable candidates.
Here is my recommendation: While you may not want to keep advertisements running
for jobs that aren’t open, you can keep the system running on your website with a “ Join our
Team” or “Jobs at” link on your homepage, fan pages, or social profiles and keep the automated system evergreen.
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Secret #4 Hiring is Only the Beginning
Chris’s Story
Chris has the Midas touch. He knows how to sell, and he can teach other people how
to do it too. He knows how to find and nurture great sales talent and how to use technology
to enhance that skill. Is he successful? You bet. When I met him, he didn’t know if he was going to grow his company. He seemed quite happy to keep the status quo.
Upon reflection, he realized that he was tired of doing everything himself. He had
hired one assistant a year before and had to fire her for incompetence. She was nice
enough, but it was more work to keep her on than for him to just do it himself. Since that
time, his wife had been helping out. She is great, but she really preferred to be home with the
kids.
“What if you could hire someone who was perfectly
suited to do what you don’t want to do? What exactly
“What if you could
would that look like, Chris?” I asked.
“I would be free to do what I love and, consequently,
hire someone who
make more money,” he replied.
was perfectly suited
“If you could get that person and make them successful,
would you want to do that?”
to do what you don’t
“You bet!”he said.

want to do?”

When we set out to benchmark this job with the
exact skills and behaviors required, Chris realized that it wouldn’t have to be someone who
would report to his office. This person could work virtually. After all, he would be traveling a
lot, which meant that he would not be limited by his geographic area. So we started a national search.
What if you could hire someone who was perfectly suited to do what you don’t want to
do?
When I set up the system for this job, I had to pick a handful of areas in which to
advertise. I thought large metropolitan areas would capture the most qualified candidates,
but after a couple of interviews, we found there was a cultural mismatch between the big-city
applicants and their needs and Chris’s small-town Midwestern style. After adjustments, we
started seeing some better-aligned people making it through his process.
When he met Becky, Chris asked me, “Is she for real?”
I suggested that I could call some references to put his mind at ease. In talking with
her past boss, I definitely heard exactly how “for real” she was.
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“Jeez, Ruth, I want to be sure I do it right this time to keep her. She’s amazing,” Chris
told me, excitedly.
“That’s exactly right, Chris,” I replied. Yay.
Successful hiring is critical. I’m focused on it because it is also one job that leaders
and managers hate to do and want to do better. But what happens after you hire? What do
you do to be sure that people in your company are successful? Are you going to blow it with
the perfect person you just hired?
If you are anything like my clients, even if you love your employees, the results often
don’t turn out as well as you hope. Even when you have hired the most competent people,
they often don’t live up to your expectations. Even if you hire well, you may take a great hire
and turn them into an unhappy employee. The bad news is that employee problems are
management problems. The good news is that it is in your hands, and you have the power to
change it.
Here are the key contributors to the problem:
•
•
•
•
•
•
•
•

No one else and maybe not even you know the purpose and vision of your
company.
You don’t have a dependable orientation and training process. It is trial by
fire.
You have no time to create any systems that will help people be successful in
your business.
You hate having any kind of meeting.
No one gets any reliable feedback, evaluation, or continuing education for per
sonal growth.
No one knows his or her goals or measurable results.  
Your employees don’t understand how they personally contribute to the profit
ability of your business.
If you have systems, you don’t use them reliably every time.

What will happen if you don’t solve this issue soon? Tons of wasted money. In fact,
each replacement costs your company 150 percent of that employee’s annual wages.
If you keep people in jobs they are not suited for or unhappy with, your customers,
your other employees and, ultimately, your bottom line will all be affected. Tons of wasted
time. Hire and fire. Hire and fire. I know there are things you’d rather do. Low morale and
poor results. No one likes working in a company that isn’t managed well or where people
don’t feel valued for their contribution. You can break the cycle. You can hire well and then,
equally important, you can be a great employer. But you need systems in place.
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The most critical systems you need are the following:
Hiring and Orientation
We’ve discussed the hiring part of this equation. Now what do you do to let people know
about the purpose of your company and not only where you are going but also how they impact that vision and the bottom line?
Training
The days of “watch me for a day” or “read the manual” are over. You need a process to make
sure that people are not just trained in the tasks they must perform but are also mentored in
their success.
Internal Communications
How do your employees get the support and communication they need? Who do they talk
to? What meetings are they invited to participate in? What are your problem-solving and
decision-making processes, and how do people not only integrate into them but also become
real contributors to them?
Coaching and Development
Everyone hates reviews, but everyone craves feedback. What system can you put into place
that creates goals, articulates measurable results, and allows for people to grow? Great people will thrive in an environment where these systems are in place. They will shrivel up in a
company that has no evaluation process. Equally, people hate having control-and-command
managers who only tell them what they do wrong, redo their work, or don’t listen. These systems are critical.
Compensation
I know it sounds simplistic, but the lack of a compensation system is a system that no one
likes. Begging for raises, arbitrary raises, and inconsistent benefits will drive away your
best people. My solution is to tie compensation to the profitability of your company and then
create a reliable and recurring, yet scalable system. Everyone is happier and makes more
money. (You too!)
Here is the good news. You don’t have to have all the answers. You don’t have to do this
alone. You don’t have to have everything perfect and in place at one time. Great employees
will be glad to help you. And so would I. Make a leadership shift. It will make the rest of the
process easy.
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One More For The Road
Sarah’s Story
Sarah is exhausted. Her training business has her traveling all over the world. And her
hard work is starting to pay off. More students. More opportunities for partners. She can see
it all spread out before her except for one thing – the woman running her office is slow and
befuddled.
Sarah is telling me about how terrible she would feel about replacing her. In fact, all
her hires have been disappointing. She needed a long time to let each one of them go – the
student who was supposed to run her marketing and website let her down, the “general
manager” she hired last summer did nothing but cost her money. She’d heard stories from
her friends about finding perfect people who came into their companies and turned their businesses around, but that had never happened for her.
“Without a system, it is more common to not hire well than to hire well,” I explain.
“There are not perfect people, only people perfectly suited for their job.”
“Oh, Ruth, can I have that too?” Sarah asked.
“Absolutely,” I replied.
In looking deeply at the job, what she really wanted was a “Number 2” – someone
who could take command of all the noise in the business so that Sarah could do the work
she loves: teaching and growing her business. We intricately benchmarked all the necessary
skills and behaviors and what would balance and bring out the best in her.
I set up the hiring system and thought I had found the right person on the very first
day. As we sat through the interview, however, red flags started popping up. Sarah thought it
was worth a trial but found on the next day that this woman’s behavior made her crazy.
“That is not the way it should feel. You should be jumping up and down and feel excited when the right person joins in. Please don’t hire her,” I pleaded.
She didn’t.
We adjusted the writing in the job description and interviewed a second person. She
was lovely but unfortunately ill-suited. Then came the third try, and we were in luck. Rose
was perfect. As we all sat through the interview, I could tell thirty minutes in that they were
completing each other’s sentences. Rose knew instinctively what Sarah needed and made
recommendations and suggestions that made Sarah bounce in her chair.
“Ohmigod, Ruth. How did I ever do this without Rose?” Sarah hugged me.
“Rose is awesome,” she later texted me. “Just set up our next meeting with Rose.”
“Bingo.” I thought. “The noise went away.” Yay.”
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