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Five woys to hire
employees who
will stoy longer,

comploin less ond
produce more

By Monica Woffird

Requititg
NoExperieilce(

The interview was going well. Sa1ly had the look, spoke

well, and Bill thought she would get along well with the other

team members. Her resumd showed even more experience in the

industry than he really thought she needed. He hired her. Six

months later, after hours of training, days of coaching and a

ream of documentation, he was letting her go.

Bill, like many managers, had conducted interviews for years.

And after an all-day session of back-to-back interviews, he

had missed a lew key points from Sally's interview. She had the

background, had a way with words, but had she displayed the

right attitude? She came up with an answer to all ol his ques-

tions, but how would she perform? And how could he possibly

l. Hiie for ultitude insteod ol skill
Paul owned a PR company and had been in the busi-

ness for 20 years. He could teach almost anyone how to
call a radio station. What he had also learned is that,
when hiring representatives from other agencies, he

had to spend hours un-training all their old habits. If
you are looking to hire a skilled worker, hire a person
with the kind of personality you think that position will
need. Do you need a go-getter with a love of people and
a high self-esteem? Look for these characteristics, rather
than someone who has years of specific experience. You
can teach skills, but you cannot as easily teach someone

to overcome rejection and surly customers, for example.

It is the attitude that will help someone outlast prob-
lems; it is the attitude that will cause a person to readily
learn new skills.

2. Assign o tosk in the interview
Put your candidate on the spot. Avoid the same old

questions; ask him to do the job right then and there. If
your vacancy will be answering the phones or accepting

4. Puy'oitent$$ to,the pqst:
Maybe your candidate has had yeafs of experience,

and has even received many awards for her work. But how
much do you think she will question your assignments
if they are different from what she is used to? Perhaps
the candidate who has worked in a completely different
industry - but who can demonstrate to you an open and
wiliing attitude toward hard work, leaming and customer
service might actually need less training.

5. Try slory time
Asking closed questions in an interview limits creativity

and gives candidates a 50/50 chance of getting the right
answer. Do you only want a 50/50 chance that they'll stay
and be productive? Tiy asking interviewees to tell you a

story: "Tell me about a time when you and a team of co-
workers met a goal and received recognition." Then listen
to the story for hints on how they preler praise, how
they get along with others, how they share credit with
co-workers, or whether they bad-mouth their boss..Also,
"listen" to their body language and iook out for creative
story telling. Much is revealed when a person tells you
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people can't make up those kinds of details on the f'ly.

6. Ask for possion
This one must be done delicately. After you have

asked your standard questions and tested lor skills that
you need, find what this person - whom you are about

to entrust with a job cares about. Whether you pro-

vide her with a profile or merely ask the question, the

results are immediately revealing. For example, Melissa

was hiring a salesperson. She thought she had found a

Hiring isr,tric&v.and getting

the right peison in the right
job can be a downright
complicated gamble.

match. All the questions had been answered with ease,

and the candidate's background suggested she had the

attitude and make of a great salesperson until Melissa

casually asked, "What is it that you absolutely love to

do?" The candidate looked her straight in

the eye and said, "I absolutely love to type.

I love to see if I can beat my own typing
speed record and enter more inlormation
than anyone else can." Today, this candi-

date doesn't do sales with Melissa. but she

is one of the best administrative data clerks

she has ever seen, and both Melissa and

the employee are happy. Many candidates

don't know who they really are, but most

know what they like to do. Make sure it is

what you are hiring for.

Hiring is tricky, and getting the right person

in the right job can be a downright compli-

cated gamble. We make mattels rvorse by using

the same old lotmulas that even the candidates

know and by looking at experience that may

not matter. Try to keep in mind that finding the

right pelson lor rhe job is lar tnore importatrt

than finding a person to fil1 the job. Want more

work? Then keep filling jobs with people who

think they know it all orjust tell you what you

want to hear. Want more productivity and a

long-term team? Then spend more time leam-

ing about the person rather than reading his or

her resume. MCC
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