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Hire the Right People 
 

If you have been responsible for hiring decisions 
for more than a few, you’ve probably made more 
than a few hiring mistakes. And that’s ok; we all do. 
But, looking back at those mistakes today, do you 
know what you missed? The candidates met your 
company’s entry-level requirements and seemed 
motivated and skilled, yet they didn’t perform to 
your expectations. Being able to master the art of 
spotting talent and hiring the right people is one of 
the most critical skills you must develop to run a 
successful business. 

In June 2021, writers at the Harvard Business 
Review reported over 9 million open jobs in the US, 
which is a record high. While at the same time, 
reports show that the US continues to experience 
higher unemployment numbers and insist on a 
continued labor shortage (Sanandaji et al., 2021). 
The disruption caused by the Covid-19 pandemic has 
impacted the labor market, causing a severe talent 
gap and forcing even the most advanced HR teams 
to rethink their people strategy.  

From shifts in how employees measure success 
and how they are treated, to how employers 
measure profitability and accountability, the only 
thing for certain is that yesterday’s recruiting 
strategies will not solve tomorrow’s recruiting needs. 
To successfully solve the talent gap, well-established 
companies must throw out bureaucratic and 
outdated HR policies or lose the brightest and most 
motivated younger workers to startups that value an 
entrepreneurial spirit, flexibility, and a workplace 
that rewards contribution.  

The question is, “How do you develop systems 
that will help recruiters spot talent and make better 
hiring decisions?”  

 

 

The answer has to do with many things, 
including how past experiences and emotions that 
are tied to them influence our decision-making 
process. However, while experience can be a good 
source of information, we must realize that our 
assumptions could be far from reality. Take a 
moment to look back at the people you have hired 
and consider the following questions: 

1. What characteristics set the great employees 
apart from the not-so-great?  

2. Were there red flags that you should have 
noticed or ignored?  

3. What additional data sources could you have 
used to help you make a better decision? 

Looking back through my data, I have identified 
what to look for when hiring sales representatives. 
Contrary to what many may think, it was not IQ, 
emotional intelligence, education, or even 
experience in the same industry that predicted 
success. Instead, it was an internal drive and passion 
that was most important. Furthermore, they 
understood how the position I offered would help 
them get what they wanted out of life.    

Whatever you find to be the most accurate 
predictor of success in each job opening, you must 
find a way to identify these factors early in the 
interview process. And to attract great talent, you 
must listen to the needs of the candidate and inspire 
them to join your team. This Lesson Plan will do just 
that - help you spot talent, hire the right people and 
teach them the right things to do!     

 

Jeffrey L. Hastings, ALM 
Certified Consultant, Founder 
Ivy Consulting Group, Inc.
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Your Recruiting Process 

Most business owners know that business growth depends on finding the right people to staff 
an expanding organization. Yet, in some companies, more time is wasted on dealing with poor 
performers than developing an effective recruiting process. And if your company relies on innovation 
and excellent customer service, finding great people cannot be left to chance. 

Let’s revisit the earlier concept of why hiring good people is essential. Besides the apparent 
reason of wanting people who will do a good job and provide a positive atmosphere, you also want a 
solid team. In addition, you want to know, with confidence, that the necessary work is getting done. 
Having a knowledgeable and dependable staff that genuinely cares about the success of your business 
can be the difference between a happy life and a miserable one. 

Unfortunately, becoming an expert recruiter does not come naturally for most. They often 
wonder where to find quality candidates. And when they do, how can they become the energetic and 
passionate leader that great talent demands? And where do you find the time? Do you meet with 
everyone who responds? Who selects the most likely candidates?  

Once you’ve spent a little time developing your professional recruiting system, you will find it’s 
not as difficult as it seems. Your experience developing marketing and lead generation systems gives you 
the tools you need to create your recruiting strategy. In addition, the mechanics of a structured 
interview can seem almost automated, which will leverage your time and bring objectivity to the 
process. Once you know what questions to ask and what systems to develop, your recruiting process will 
be streamlined, professional, and straightforward. 

 

A Thought for Small Business Owners 

 

Is your business providing you with the success that you had hoped for? Does it provide you joy 
and the freedom to do the things you love to do? If not, perhaps you should consider looking at your 
business through a different lens. If you find yourself selling, making a product, or servicing a customer, 
you haven’t created a business; you’ve created a job! Your business is supposed to be the vehicle that 
allows you to live the life you’ve always wanted – not a place to go to work.  

Instead of doing the work every day, perhaps you find a way to become a professional recruiter, 
motivator, and trainer of people. Then, when you master those talents, you will not be required to be in 
the office to make your company run.  

More information on creating a self-running business can be found in Lesson Plans 3.05 and 3.06. 
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Personality Assessments in Hiring  
With all of the negative attention in the media about using personality assessments in hiring, 

you may wonder if there is a place for testing in the workplace. I suppose the answer is “yes,” but only if 
used appropriately. To make a somewhat strange but similar analogy, unless you are the type of person 
who would thrive in a relationship set up on the reality show “Married at First Sight,” it’s doubtful you 
would get married to someone simply because your Match.com believes you should. Or, if you refuse to 
go on a date with someone unless your match profile recommends, you may miss out on a great life 
partner! The same is true of personality assessments in hiring. Use a test to gain valuable insight, but 
never rely on it to make your hiring decisions!  

Regardless of the test creator’s claim to reliability and validity, the results of a personality 
assessment should only stimulate conversation and investigate potential “red flags,”…period! To 
illustrate my point, I reflect on 2001 when I hired an experienced outside sales rep to sell life insurance 
and financial services. For the sake of privacy, I will call him Jimmy. As always, I interviewed six to seven 
people before I hired Jimmy and even had him complete an extensive online profile before offering him 
a contract. He was smart, very well-spoken, and highly professional. 

Jimmy had worked for a life-only insurance company and appeared to do very well. Throughout 
the interview process, his competitiveness and passion were apparent, and I thought he was the perfect 
candidate. Unfortunately, the online profile did not agree. The assessment report revealed that Jimmy 
might have difficulty accepting instruction, was neurotic, and aggressive. The report also indicated that 
he worked best alone and may not work well with others. Well, as luck would have it, he could sell, and I 
desperately needed a new sales producer. Several members of my team met with Jimmy and agreed 
with my recommendation. I hired him after the second interview. 

Nine months later, Jimmy had run off two excellent employees, and several others threatened 
to do the same. I couldn’t believe it. How could this guy interview so well, and why couldn’t I see it? To 
this day, I have no idea how much this mistake cost me in the long run. My advertising and recruiting 
expenses alone cost me well over $3,000. In addition, we spent 100 hours or more training him and 
provided an office with a six-month guarantee. The recruiting expenses are in addition to replacing two 
employees, the deteriorating morale in the office, lost sales opportunities, and lost time! If I had paid 
closer attention to the profile and asked the right questions, I would have avoided this hiring nightmare. 
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Good Interviewing Practices 

Think about the latest interview you conducted and consider the following questions: 

1. When you conduct an interview, do you know the background, personality traits, and 
experiences a candidate should have to give them the best chance of success?  

2. How many candidates do you interview before you hire one? 

3. Is your interview structured in a way that is consistent and measurable? 

4. Are you confident your interactions with job candidates do not violate employment or 
civil rights laws? 

5. Do you document each interview and make a thorough evaluation after each meeting? 

6. Are the members of your team reflective of the members in your community? 

7. Could incorporating a new training program that encourages a more inclusive and 
diverse team be beneficial to your business?  

Not only is maintaining a diverse, equitable, and inclusive workforce the right thing to do, failure 
to incorporate accountability systems in your office can lead to discrimination lawsuits (see Exhibit A: 
Guide to Legally Permissible Interview Questions and Discussions).  

 

Understanding Personality Traits 

Before you sit down to conduct your next interview, you should consider the personality traits of 
the most successful employees in the same job. Were they open to new ideas or rigid, introverted or 
extroverted, detailed or creative, controlling or agreeable, compassionate or neurotic, competitive or 
relaxed, confident or need to be nurtured? Understanding what it takes to succeed in a position is 
essential to the recruiting and selection process.  

 
NOTE: Lesson Plan 5.4 Personality Tests and Hiring Assessments takes a deep dive into research and 
basic statistical methods to help you select your best hire.  
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The Five-Factor Model 

Research has shown that there are thousands of identifiable and measurable personality traits. 
However, experts in the field of psychology believe all traits fall into five basic dimensions. Known as the 
“Big 5” (Costa and McCrae, 2003), the test consists of fifty items and takes 3 – 8 minutes to complete. 
When taking the assessment, participants rate each item as to how the word or phrase describes them 
as a person. While there are no “right” or “wrong” answers, the results provide valuable insight into how 
a person will respond in a given situation. The five factors are extraversion, agreeableness, openness, 
conscientiousness, and neuroticism. The Big Five is the only psychometric test and personality model to 
gather scientific consensus in personality psychology. 

The definitions below may help give you a better understanding of how personality traits affect 
work performance. 

• Detail-Oriented: Many engineers and accountants fit this profile. While a detailed individual 
can become successful, this person will usually start slow and miss many opportunities to close 
a sale. A detailed person usually has to know everything there is to know about the product 
before he or she can begin the marketing process. While a detailed individual may not fit well 
in a sales role, he or she may do well in an administrative or customer service position. 

• Controlling: Many detail-oriented people are also controlling and want to handle each process 
in a particular manner. Although a controlling individual can become a superstar sales 
performer, they usually have a hard time delegating work, and with this trait, success can be 
limited. 

• Driven/Competitive and Passionate: These qualities set most top sales performers apart. 
When interviewing potential sales employees, look for an internal drive combined with a 
passion for success. 

• Aggressive Personality: Most successful sales reps are aggressive. Submissive candidates often 
find it difficult to close a sale and have call reluctance. 

• Empathetic: Sales reps that are empathetic develop stronger relationships with their clients 
and their employees. The ability to understand the attitude of others is a tremendous asset in 
the sales profession. 

• Confident: A sales rep who is not confident in his or her ability will have a hard time facing 
rejection and may be better off finding a comfortable job that does not rely on performance-
based pay. 

• Results Oriented: Prospects who set goals and focus on results will often perform better than 
those who do not. 
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• Positive Outlook: Although I’ve seen some very negative top performers, I would rather take 
less income and hire an average sales rep with a positive attitude. A negative person can bring 
down an entire team. Fortunately, this trait is the easiest to spot during an interview. 

• Need to Be Nurtured: This trait may not make or break a sales representative; however, I 
thought it was worth mentioning because this type of person will require more of their 
attention than most. People who have this trait need constant attention and receive praise for 
a job well done. 

 
Additional characteristics to look for when hiring sales professionals include: 
 

• Is the candidate competitive? 

• Do they demonstrate desire, drive and set goals to become highly successful? 

• Do they believe in the products you sell? 

• What research did they conduct about you and your company before coming in for an 
interview? Or did they research at all? 

• Is the candidate leaving their prior position on good terms? Ask about every job on the 
candidate’s resume. Ask about their responsibilities, the training program, and why they 
left. Look for positive or negative indicators. 

• Why are they looking for a new position today? 

• Are they confident in their abilities and open to new ways of doing things? 

 

FINAL NOTE: If you are interviewing someone for a commission-only position, the candidate must have 
a stable financial background and a supportive partner. Because of the expected delay in 
receiving compensation, financial difficulties can strain relationships and the cost of failure 
severe. If this is the case, realize your responsibility as a professional recruiter and do the right 
thing.  

 

 

  
 Do your ads attract the right type of person for your job? 

Make sure your advertisements attract candidates who have the characteristics of 
top performers. Often we use ads that state: “A college degree or management 
experience required.” A potential top performer may not even respond. On the other 
hand, if you would have advertised that you are looking for candidates who “have a 
proven track record of prospecting,” you may attract aggressive candidates who are 
willing to do whatever it takes to become successful. 
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Seven Steps of Your Recruiting Process  

Your recruiting process can be broken down into seven basic steps.  

1 Define the position and the ideal candidate. Know the traits, 

characteristics, and experiences that will give your new team member the 
greatest chance for success. 

2 Document your interview process. Your entire interview process, 

and any process in your business, should be documented in an organized 
procedure guide. You will never be free from work demands if you rely on 
your experiences and memories to handle routine task assignments.   

3 Create a structured interview. Be a professional and master the 

art of interviewing. A structured interview will keep you on track, provide 
consistency, and help you build a fair and inclusive interview process. 

4 Develop your recruiting strategy. Know where to find the highest 

quality candidates and interview at least six candidates for every position. 
Make sure your recruiting message appeals to your best candidates. What 
are they looking for, and why would they consider working for you? 

5 Conduct your interviews. The more interviews you conduct, the more effective you will 

become at inspiring others to join your team and identify talent. Your interview process should consist 
of at least two interviews, including key staff members, a testing method, and a reference checker. 
Quick follow-up is key. 

6 Collect data. Use a spreadsheet to track all relevant candidate data. This spreadsheet will be 

used to improve your structured interview with future candidates (see Lesson Plan 5.03 Personality Tests 
and Hiring Assessments).   

7 Refine the perfect candidate. As new candidates are hired, you will document each 

performance and look for similarities between the highly successful and low-success groups.   

  

YOUR RECRUITING 
PROCESS 

 
Define the Perfect 

Candiate 

↓ 
Document Your Interview 

Process 

↓ 
Create a Structured 

Interview 

↓ 
Develop Recruiting 

Strategy 

↓ 
Conduct Interviews 

↓ 
Collect Data 

↓ 
Redefine the Perfect 

Candidate 
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Putting it All Together 

Now that you have the framework for your professional recruiting system, it’s time to develop 
your recruiting skills to attract and retain the highest quality candidates. How does your opportunity 
appeal to the “new workforce.”  

According to the Harvard Business Review, a study of over 2,000 knowledge workers in the US 
(Minahan, 2021) found that when searching for a new position post covid: 

• 88% of workers say they are looking for complete flexibility in their work hours and location.  

• They want to work on a diverse and accepting team. 

• They prioritize learning and expect to be trained. 

• They expect employers to use technology that can measure productivity and be valued for 
what they deliver, not the volume.  

• And they expect to be given the space and trust they need to do their best work.  

But here is the gap; with only 69% of HR directors saying their company plans to operate in this 
way, and less than half believe workers can be more productive in a home setting, it is doubtful that 
employers will cater to these demands. And while some employers will retain a work-from-home or 
hybrid work environment, the increase in costs has forced most executives to rethink spending. The cost 
reductions have already been seen through massive layoffs in the service and tech industries. With a 
new corporate strategy, executives hope to replace low-performing workers with a more talented, tech-
savvy, and motivated workforce.  

 

What does this mean for your business? 

Do adjustments need to be made? 

 

If you are not working with a Certified Ivy Consulting Group consultant,  

you should be! 

 

Reach out today for a free, no-hassle consultation. Let us demonstrate how we can help you 
overcome some of our biggest frustrations and help you create a business that gives you a better life!  
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Appendix A – Guide to Legally Permissible Interview Questions and 
Discussions 

 

As a small business owner, you must be mindful of federal and state laws against discrimination 
in the workplace. These laws protect both candidates and employees. 

So, what are they? 

The Equal Employment Opportunity Commission (EEOC) enforces federal laws that prohibit 
discrimination. These laws include the: 

• Equal Pay Act of 1963 

• Civil Rights Act of 1964 

• Age Discrimination in Employment Act of 1967 (ADEA) 

• Americans with Disabilities Act of 1990 (ADA) 

• Civil Rights Act of 1991 

• Genetic Information Nondiscrimination Act of 2008 (GINA) 

Another federal law that protects individuals is the: 

• Fair Credit Reporting Act (FCRA) 

Some states also enforce further protections for workers against discrimination, including: 

• Salary history laws by state 

• Ban-the-box laws by state 

• Equal pay laws by state 

Not all employers are required to follow each of these laws. For example, the Civil Rights Act, 
ADA, and GINA only apply to employers with 15 or more employees. And the ADEA only applies to 
employers with 20 or more employees. Make sure to check with your state for specifics on state 
discrimination laws. 

 It is important to remember when designing interview questions—and throughout all your 
interactions with job candidates—that your aim is to find a qualified person to fill a position. 
Employment and civil right laws protect job-seekers from being excluded because of factors unrelated to 
their qualifications. 

IMPORTANT: All settings where you interact with job candidates, including informal 

gatherings with any members of your organization—even those who are not on the interview team—are 
considered to be part of the interview. Everyone who will have contact with candidates should 
understand which areas are appropriate for questioning and discussion. 

  



STAFF DEVELOPMENT & TEAM BUILDING—Hire the Right People v1.4 
 

Copyright 2022—Ivy Consulting Group  |  Updated November 2022 
 

STAFF DEVELOPMENT & TEAM BUILDING|  Hire the Right People                                        11 
 

 

Appendix A continued 
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Appendix A continued 
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