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ZERO DEFECT HIRING is an essential read for any manager.
In this brief book are all the steps and practices that should
be followed in making the right considerations along the
road toward a placement decision. Any organization is, ulti-
mately, only as strong as the people who work there. Finding
and hiring those people is one of management’s most impor-
tant challenges. This book contains a great deal of collected
wisdom distilled into a book that is not only an enjoyable
read, but concise enough to fit into the schedules of today’s
busiest managers. If all managers read and followed the con-
cepts in this book, the vast majority of problems associated
with hiring would be eliminated. The result would be a much
stronger and more profitable organization. Those of us who
make our livelihood serving companies in the search and

FOREWORD

vii
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placement of permanent staff see that a clientele informed in
these practices will be much more successful.

Zero Defect Hiring is a winner’s guide. The winners are
the candidates who emerge from this selection process, the
hiring managers who select them, and the organizations that
win with the best people working for them.

Alan Schonberg
Chairman Emeritus 

Management Recruiters International

viii Foreword
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OF ALL THE DECISIONS made as a manager, none is more
important than the selection of staff. Filling the shoes of a
great employee who was promoted can be a daunting task
for the most experienced manager. Ironically, training on the
hiring process is not given the attention it deserves when
managers themselves are selected and given the authority to
hire others. In a small business, there may be no HR depart-
ment to advise or train in the best practices to follow in hir-
ing staff. When a new business is launched, the technical,
legal, logistical, and financial issues are so overwhelmingly
important that the seemingly mundane task of recruiting and
hiring staff is relegated to a lower priority. This, of course,
can spell doom for a start-up because nearly every position
and hire is crucial to the success of the fledgling enterprise. It
takes only one bad mate to sink a ship. In the same way, the

PREFACE
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success of any size organization ultimately depends on the
performance of its employees. Companies that spend a
great deal of time on training, development, and evaluation
of employees rarely devote as much time or effort to hiring
employees in the first place. This book addresses the particu-
lar management training issues concerned with the quality of
the hiring process.

Much has been written about total quality management, but
TQM is usually applied to organizations, production, and
team management after people are hired and in place. So
from the very beginning, an organization’s effort to raise
standards, improve quality, and avoid defects in products
and services may be off to a rocky start because the staffing
decisions that launched the whole effort were, in themselves,
defective.

This concise book is intended as a quick read on the
essential aspects of the hiring process. It is universally useful
to any hiring managers faced with the challenge of making
the right decisions for the best hires for their enterprise no
matter their industry and regardless of the size of the organi-
zation. Most of the examples in the book pertain to chal-
lenges within a corporate, mid-management environment,
but most can be easily applied in any setting, including
not-for-profit or public sector organizations.

Zero Defect Hiring is about doing the right thing in the
hiring process. It is about avoiding common mistakes that
both experienced and inexperienced managers often make.
Human resource professionals should find it great for review
of the practices they knew but may have forgotten. It is about
“gut” checks as well as logical procedures that will greatly

x Preface
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reduce, if not completely eliminate, problems within the
process. The result will be stronger hires and a stronger
organization.

Zero Defect Hiring is the compilation of decades of collec-
tive wisdom of sales, service, marketing, product, manufac-
turing, and human resource managers who have learned
what works best in the hiring of great employees. These
friends and colleagues have much to share also from mis-
takes for which they paid dearly. These episodes are often
humorous, in hindsight, and can be seen as especially so
since, if you avoid similar pitfalls, you will never personally
have to pay the consequences.

The material in this short book stands alone as both a
guide and reference work, but is also the core of a training
package. That package includes a Facilitator’s Guide that leads
a management trainer through all of the topics in the form of
overviews, discussion questions, and activities. It includes a
CD-ROM with all appropriate handouts and PowerPoint®

slides covering all main points of the book. A seminar where
peers and colleagues interact and participate actively in
the learning experience is the recommended way to learn the
material and to best ensure a zero defect hiring process.

March 2003

Walter Anthony Dinteman

Preface  xi
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TO BEGIN A ZERO DEFECT HIRING PROCESS, you must
have a plan for that task. The old saying “Failing to plan is
planning to fail” applies to the important accountability of
hiring as well as it does to any other management activity.
Here are the most important steps in the planning process:

1. Read and revise, if necessary, the job description for
the open position.

2. Make a list with interview questions that pertain to the
job description. Include questions from resumes in a
folder, along with the resume and application form.

3. Create an objective statement of the clear business
need for the position. If the position is a newly created
one, this statement is part of the job description and
the budget requisition or approval process.

Chapter 1

Before You Start Hiring,
Have a Plan

1
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4. Set the salary range budget for the position.

5. Clear any approvals necessary, making certain that the
position itself is approved by higher management and
the HR department and that the position is included
in the budget.

6. Set a target date for the new hire to start within a
short, but flexible range.

7. Calendar key events that will lead to the hire.

8. Clear interview times on your calendar.

9. If other people are involved in the process, calendar
their available time to participate in the interviews.

Let’s examine each of these steps in a little more detail.
The job description should be revised periodically to take

into account new or added accountabilities such as those that
have technological impact. Lately, for example, field sales
managers are accountable for training new hires on databases
or “customer contact” software. This one difference may mean
a new set of skills is needed by the managers being hired as
well as by field reps. The advent of team structure on produc-
tion lines may call for a very different type of employee than
in the days before team structures were in place.

All special attributes or qualities you are looking for should
be incorporated in the hiring plan under a questions to ask list.
Copy this for the folder to use in every interview with each
candidate. Add specific candidate questions derived from
the phone screen (the short, initial interview) and resume.
Review these questions following behavioral interviewing
guidelines (see Chapter 8).

2 ZERO DEFECT HIRING
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The salary and total compensation package need to be
reviewed, approved, and set before the process begins. It can
be extremely frustrating for a hiring authority to discover
well into the process that excellent candidates turn down
jobs because the offer range is unrealistically low or that an
assumed budget was different (always lower!) than the
hiring manager believed. There are several on-line resources
that will allow a hiring authority to research market value for
almost any job. The best of these adjust for geographic loca-
tion. Check out www.salary.com for salary comparisons of
various geographic regions.

Many companies have a salary matrix in place. This is
usually a grid that shows set salary ranges for all approved
positions within the organization appropriately labeled and
numbered. While this system sometimes limits flexibility in
making offers, the fairness and stability it brings outweigh
the limitations. Make sure that the job you are hiring for is
approved for the salary level on the matrix.

Timing is everything in many aspects of life, and this
seems especially true in the confluence of events that lead a
person to a new career opportunity. The firm should not only
have a hiring timetable, but the hiring authority must coordi-
nate all schedules on a calendar to ensure that candidates
are available and all interviewers are aware and ready to
participate in the process in a timely manner.

It is a good rule to have a best start date in mind, but
never feel compelled to hire to a deadline. First, say, you plan
to hire within one month. You have done all the pre-hire pro-
cess planning steps outlined above, but you must remember
that hiring a top candidate trumps any specific date on a

Before You Start Hiring, Have a Plan 3

dint_ch01.qxd  3/5/03  9:45 AM  Page 3



calendar. If missing the target hire date by a few days, or
weeks, means the assurance of a more qualified candidate
coming along, by all means wait. We’ll review this idea
further—balanced with the pitfalls of procrastination—in
Chapter 17.

Your Key Event Calendar should block out specific times
and days for the hiring process. Here’s an itemized list of
suggested events and considerations that impact the events
calendar:

• Contact a professional recruiter (more about this in
Chapter 6). A professional recruiter can help in every
area covered by this book—if he or she can’t (or
won’t), don’t work with that recruiter!

• Place ads on the Internet and/or in newspapers or journals,
taking into account the new job description. (Ads are
covered in Chapter 4.) Budget for both time and
money in this investment. Planning can save a lot of
money in this department.

• Designate resume and application reviewing time.
Managers often fail to realize they really do need
quality time to review applications, cover letters, and
resumes. Putting this activity off usually means short-
changing this part of the process. Zero defect hiring
means attending to such details with time blocked out
for this purpose alone.

• Phone screen “paper qualified applicants,” that is, those
meeting the minimum standards set. Again, you need
to plan for these short (fifteen to thirty minute) infor-
mation exchanges. In larger firms, the HR department

4 ZERO DEFECT HIRING
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may handle this level of interviewing. In many cases,
however, managers prefer to handle even telephone
screening.

• Set times for first round interviews. Whether you are bring-
ing someone in or going to see that person, planning is
crucial, especially as to the exact timing of the interview.
If you are seeing more than one candidate, allow thirty
minutes between interviews to refresh, take notes, and
review information for the next interview.

• Set times for second level interviews. This may be even
more crucial to plan ahead, as “second level” usually
means more people involved and perhaps a visit by
the candidate to the home office for an entire day of
multiple interviews.

• Make all travel arrangements as far ahead as possible
whether the manager or the candidate must travel for
the interview. Calendar the latest date for an econom-
ical trip to be arranged. Despite the fact that most
managers are well aware of the cost penalties on air-
fare alone in last minute arrangements, costly delays
in planning happen often. One manager was embar-
rassed to have to turn in a $3,500 charge on his
expense account due to missing a window of travel
opportunity. Had he planned the travel day in
advance, he would have saved at least $2,500.

• Count backwards to the present from the target start
date to allow for a candidate’s customary two-week notice
(or more for some high-level positions) and for other
days within the hiring process time.

Before You Start Hiring, Have a Plan 5
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• Make sure anyone involved in the final decision is available
on specified dates. It can be embarrassing as well as bad
for one’s career to leave key people out of the hiring
process. At the same time, you don’t want the organi-
zation to look overly bureaucratic by continuing to
delay the second level interview “until we can round
everybody up.” Good planning will make for a
seamless process internally.

• Avoid holiday travel periods in the process, or plan to
work around them. Don’t subject yourself or your can-
didate to these horrors. Block out dates immediately
before and after holidays as unavailable for travel.

• Beyond the mechanics and logistics, make sure you have
buy-in on the attributes and basic qualifications of the
candidates to be interviewed. The date that discussion
will be held should also be on the planning calendar,
especially in the context of a large organization.

In summary, the initial planning for hiring is a crucial part
of the process. Mistakes in selection criteria, bad timing,
backtracking for approvals, and a host of other problems can
be avoided simply by laying out all the steps in the process
that you can before you start. This way you start on the right
foot toward zero defect hiring.

6 ZERO DEFECT HIRING
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WELL, BECAUSE NOBODY’S PERFECT, we won’t attempt to
re-create any saints here! But it doesn’t hurt to use your
imagination to paint a picture of an ideal candidate—the
number of years of experience, past accomplishments, and
key attributes that generally spell success in the position.
Everyone has some defects or shortcomings. This book is not
about weeding out defective people. As all people are imper-
fect, you’d never be able to hire anyone if that were the case.
This book is about avoiding defects in the process of hiring
the best-fit people you can find. To help visualize a realistic
portrait, here are some things to keep in mind:

• Beware of the tendency to mirror, that is, to be positively
inclined toward people who seem to be just like you.
One candidate may seem very strong due to physical
attributes like yours—it is human nature to give a

Chapter 2

Paint a Picture
of the Perfect Hire

7
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slight, even unconscious, edge to people like our-
selves. This is not to say that this person wouldn’t be
an excellent hire. Just be aware that you may be insuf-
ficiently critical and overlook issues simply because
you instantly liked the candidate. Mirroring is to be
avoided because you tend to overlook potential prob-
lem areas in a candidate’s background due to his or
her seemingly overarching likeness to yourself—and
we all know how successful you are! Now this doesn’t
mean to avoid hiring your clone. But you just might
consider a deeper evaluation of all credentials, refer-
ences, and so forth than usual, simply because they
look so superficially perfect.

• Be wary also of the halo effect, that is, people to whom you
respond favorably because they remind you of some
successful person you know. This form of prejudice is
related to mirroring—we could call it a “portrait”
effect. Here you need to check out real attributes and
performance compared to the picture someone pre-
sents, again due to superficial qualities that look famil-
iar. Hiring a person who seems to wear the same halo
as another successful person may make you less
inclined to see that person as the individual he or she
is. Just because someone is a “dead ringer” or “acts
like” another successful person or was in that person’s
fraternity or sorority does not make him or her ideal
for the position.

• List background behavioral attributes of your model candi-
date to look for in the real people you interview. This
means using the logic that a person who measures up to

8 ZERO DEFECT HIRING
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certain levels of talent, experience, and skill, as demon-
strated through real life experiences required for the
position, could be an excellent potential employee.
What should the successful candidate have done? What
traits predict success in the position? Does success in
college seem to predict job success as demonstrated by
most other people who hold this position? What about
high energy as shown by capacity for long hours, par-
ticipation in demanding sports activities, or some other
context where energy is a common denominator of suc-
cess? Sticking to this list will make a profile much
stronger and less likely to be skewed by irrelevant (and
possibly illegal) factors such as sex and age. (More
about this in Chapter 4.)

• Separate behavioral attributes from trained skills when
describing the ideal candidate. You may indeed want
both a “persuasive” individual and one who can close
a sale. Persuasion is a behavioral attribute and, while
persuasive skills can be taught, the inclination for that
talent is usually there already. Closing techniques, on
the other hand, are more specific skills that can be
readily taught to someone with persuasive talent.
(Interviewing questions to determine these sorts of
distinctions are covered in Chapter 7.) Now if skills
must be learned for the new job, you would want to
concentrate on the candidate’s ability to learn, not nec-
essarily on the person’s current possession of a skill.
You would ask what else he or she had learned and
how the person learned it. To be sure, a candidate who
would require less training could be an asset in terms

Paint a Picture of the Perfect Hire 9
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of costs, up-and-running time, and so on, but you
should determine the relative weight of a person’s raw
talent against experience and skills already possessed.

• Think about the diverse people in the organization, who
may be different from one another but share common
success rates. Sometimes exceptions not only prove
the rule, they are the rule. One company’s most suc-
cessful sales rep ever was an older woman in a career
change following twenty years as a homemaker. She
did not fit the model in work experience of a typical
employee in outside sales. Her success opened many
doors that had previously been closed to people in her
personal situation. Another company took a chance in
hiring an immigrant from a Second World country. He,
too, became the top-producing rep of that organiza-
tion, overcoming numerous biases to prove himself
and the value of diversity. Almost any organization
benefits from the differences various employees bring
to the table. Think about differences as well as simi-
larities to successful people and you will be less likely
to exclude the next great hire because of prejudice
about what a successful person looks like rather than
how he or she behaves.

• Consider a candidate’s values and make sure they mesh
with the company values and culture. An article in Fortune
Small Business says that a lack of alignment on values
is a greater cause for lack of success than defi-
ciencies in skills (“Build an ‘A’ Team,” March 2002,

10 ZERO DEFECT HIRING
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Verne Harnish). In the wake of the Enron/Andersen
scandal, many companies have reviewed their ethical
guidelines and are making sure that company values
are known and practiced by all employees. For most,
this means that they must make sure that newcomers
understand what the company believes in. It may
seem obvious that you would want to hire “honest”
employees. This may be so obvious that it would be an
assumption and thus overlooked as something to
determine in the character of a prospective employee.
Consider the definition that values are “the beliefs held
that help an individual make right and ethical deci-
sions, even when a specific rule may not exist or be
known.” An example is this: If an individual knows
and believes that offering bribes is wrong, he or
she would be unlikely to do so. The person would be
reinforced in his or her beliefs by a company value
statement that was incorporated into a policy that
called for “honest and straightforward dealing with all
customers.” In describing the ideal hire, it makes sense
to remind oneself that it is important to get at “values
and ethics” in the selection process. It is possible to
uncover even something as intangible as candidates’
values by asking questions about decisions they have
made. (See Chapter 8 on behavioral interviewing on
this point.)

The point of this discussion is that, while a hiring
manager should have a good idea of what he or she is

Paint a Picture of the Perfect Hire 11
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looking for, there remains a need to be open-minded about
hiring the right person based primarily on fit for the job. Fit
is best determined by close examination of a person’s past
behavior in applicable situations likely to be confronted on
the job. The perfect hire may or may not fit the portrait
originally envisioned, but the differences will be ones that
are seen as positive attributes for the job at hand.

12 ZERO DEFECT HIRING
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FIRST, DETERMINE THE ADVERTISING BUDGET and choose
where the ad will be placed. The choice of where to run ads is
mostly dependent on the audience for the ad. Certain trade
journals are appropriate to their particular industries. News-
papers are generally good for local pools in metropolitan areas
and for lower-level positions. The Internet is fast becoming
the venue of choice for all employment ads. Some industries,
such as information and telecommunications, use the Inter-
net far more than any other resource. The Internet itself has
thousands of job boards, some with highly specialized focus.

Budget considerations can be significant. A 4" � 6" execu-
tive search ad in The Wall Street Journal can cost $18,000.
Typical smaller ads in most metropolitan newspapers’
Sunday editions (by far the best day to run an ad) run several
thousand dollars on average. Even Internet ads, unless the

Chapter 3

Write a Motivating Ad

13
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firm has a favorable subscription rate, can cost several hun-
dred dollars. This is one area where working with a recruit-
ing firm can actually save considerable sums, given the mass
buying power the larger firms can bring to getting discount
rates on print and electronic ads.

Some firms require internal posting of positions for pres-
ent employees to consider and apply before a position can be
posted or advertised externally. Check to make sure no such
policy exists or that the internal requirement has been met.

Whether you choose to advertise the open position in a
newspaper, in a journal, or on the Internet, you need to make
that posting as attractive and motivational as possible. This
is the case whether your company is one of the Fortune 500
or a small business.

In periods of higher unemployment, some companies
take an arrogant stance in thinking that “people want to
work for us because we are the biggest player in the indus-
try, and people will do anything to work here.” The truth is
that the managerial and professional segment represents a
very low unemployment sector within the U.S. labor force.
Even in the post–September 11 recession, that segment is
under 3.2 percent, according to the U.S. Bureau of Labor
Statistics. Perhaps more importantly, most job changes occur
among employed people, so managers shouldn’t assume that
they can be less than their competitive best.

Given the limitations of size and budget, great ads should
do the following:

• Call potential applicants to action. Motivating means get-
ting people to move, so use words that call for action.
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Action is what the ad is about, so ask for it! Instead of
“the world’s leading widget manufacture seeks
qualified individuals . . .” say, “Join the #1 widget
maker. . . .”

• Lead with the highest competitive salary range approved for
the position, provided, of course, your company’s
policy permits this disclosure. Those that do have an
attention-getting advantage and it is, after all, a fact
that emerges early in the recruiting process. Instead of
using “$50,000�” or “$50,000 to $75,000,” it’s better to
hold out the maximum carrot: “up to $75,000 for the
right fit individual.” If your company is truly compet-
itive or aggressive with salaries, use this advantage to
pull underpaid candidates to the job. The best-fit
person is worth the high end of the salary range.

• List key requirements. Make sure the requirements
really are baseline prerequisites, often determined by
company policy. List the top three job requirements as
short, bulleted items. Remember, the point here is not
so much to fully inform applicants as it is to attract and
motivate them to apply. You will have plenty of oppor-
tunities to probe requirements and screen out bad
matches on the requirement side.

• List key accountabilities without the details of a job
description. It is a good idea to briefly list the duties,
but not spell them out as in an employment contract.
These kinds of details can come out in the interview
process. Many ads say way too much in the job descrip-
tion. Succinct bullets work in listing accountabilities,
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too. Again, the ad is intended to draw responses, not to
fully inform the public.

• Include an Equal Employment Opportunity statement in
all ads. Basically, this states that your company does
not discriminate against people based on race, reli-
gion, national origin, color, sex, marital status, change
in marital status, pregnancy, age, or physical handi-
cap. (See Chapter 10 for more on this topic.)

• Specifically forbid phone calls. Not only are these calls a
waste of your time, but also by accepting phone calls
on initial responses, you have, in effect, granted an
interview to a candidate who may be only marginally
qualified. Your contact information should be blind.
Make up an anonymous box number specific to each
posting. This makes it easy to separate mail. In the
same way, it is better to use a dedicated e-mail address
just for the incoming resumes—there could be
thousands!

• Require a cover letter as well as a resume. By requiring an
original, job-specific cover letter, you can eliminate a
lot of pseudo candidates who may just be fishing for
a change rather than those truly interested in the
position. The cover letter requirement can specify that
the applicant “write a paragraph on your understand-
ing of the position and company” (if this was
revealed). Experience shows that this one small
requirement screens out at least three-quarters of the
undesirable candidates from the people you really
want to talk to.
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Some of the small hurdles in the early stage of the hiring
process can be useful indicators of strengths and fit for the
opportunity. The ad is the place to start. For example, those
who adhere to the application requirements set forth in the ad
will, most likely, be the more detail-oriented and conscien-
tious employees. Those who don’t? Well, see Chapter 12 on
“red flags”!
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MOST HIRING MANAGERS CONSIDER THE RESUME to be
the central document in the hiring process. It should not be. In
1999, an MRI survey of thousands of resumes showed that
nearly 92 percent contained false or misleading information.
More importantly, you must remember that you have to hire a
person, not a piece of paper. Some recruiting firms routinely
avoid resumes in favor of more comprehensive data sheets,
formal application forms, and in-depth screening interviews
to more accurately summarize a person’s fit for a particular
opportunity. A formal application usually has a signature line
where a candidate verifies accuracy of all information.

However, since most hiring authorities do work with
resumes, consider the following points and hints:

• Sometimes good people write bad resumes. Because of a lack
of training or experience in writing resumes, a qualified

Chapter 4

Read, but Don’t Rely
on, Resumes
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person could put in too much detail or not “market”
himself or herself well by positioning or highlighting
relevant experience. This is especially the case with a
passive candidate who is not presently even looking for
a job change. In many cases the best candidate may be
working for a direct competitor and not be seeking a
change simply because he or she does not know about
the opportunity. In this case, motivation in constructing
a good, current resume is lacking. The potentially great
candidate produces a weak document simply because
he or she is not driven to do better or has a bit of arro-
gance in presenting only bare essentials without any
details about accomplishments.

• Sometimes less-qualified people write great resumes. The
advent of word processing and spelling and grammar
checkers has eliminated much illiteracy from resumes.
People with little experience can look better by follow-
ing a good resume-writing book. Remember, the unem-
ployed active candidate may have the most time and
creativity to devote to the composition of an excellent-
looking resume. This does not mean that unemployed
people should be avoided—there are many very legiti-
mate reasons for unemployment, especially in a down-
sizing environment. It does mean that those who are
unemployed should and do often have well-crafted
resumes, some directed and critiqued by professional
outplacement services.

• Read between the lines in every resume. For example, a
gap between jobs can be concealed by from-to
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employment dates rounded off to years rather than
months. It is OK for someone to be unemployed for
weeks or even months, but the more time between
jobs, the more explanation that is required. Many
people regard time off between jobs as problematic. It
may be. But it is more of a problem if the candidate
attempts to hide the gap or lie about it. It is best if
the person owns up to the time between jobs. Seeing
time off accurately described as, for example, “a sab-
batical taken for travel and catching up with family
before the next job” is better than having it come out
later that the candidate left job one in April and didn’t
go to job two until November, with absolutely no
explanation of the gap. A word of warning here: Avoid
probing if the gap had anything to do with any medi-
cal condition or pregnancy. The candidate does owe
an explanation of gaps in employment but must
volunteer the information.

• Look for puffery such as title inflation. Banks are notori-
ous for their number of “vice presidents.” Every
inside-sales telemarketer for one telecomm company
was called a “sales engineer.” Of course, what people
actually did and accomplished is more important
than any title. The problem is that one company may
actually have a position of sales engineer that sold and
installed the product and another using that title for
marketing a technical product. One cannot assume
that a title implies a job category that translates from
one company to another.
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• Look for actions and results versus job descriptions. Sure,
the title and one-line definition may be necessary, but
what someone did in his or her last position is more
pertinent. “Hired five people and had lowest turnover
in the division” is an action/result statement. “Ran
five-person section” is not.

• Accomplishments are an important hiring factor. If
someone were really successful in his or her job, he or
she would be more than happy to include the percent-
age of revenue increase, or the amount of money
saved, or the prizes he or she won, or the recognition
he or she received. Absence of any accomplishments
and the metrics that go with them can be an oversight.
If there are not many accomplishments and no sup-
porting data, that’s a red flag. While quantification of
results is not always easy to cite, those who can and do
this are more often the stronger candidates. “Action
resulted in a 76 percent increase in customer retention”
is that sort of statement. This kind of precise accom-
plishment statement also gives the hiring manager a
specific point to verify in the reference check.

• Review the cover letter. The best cover letters should
detail what a person knows about the job for which he
or she is applying and why he or she would be a good
fit. Experience shows that people who are just win-
dow shopping for jobs will not go to the trouble to
compose an original, job-specific cover letter.

• Check on the candidate’s knowledge of your company.
These days most people seeking employment have
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access to the Internet at home, school, or the public
library. Today’s savvy applicant should go to your
company’s website and be conversant with your com-
pany and familiar with its products. References to this
research should show up in the cover letter or, if not,
then should certainly be mentioned in the first
interview.

• Look for exaggeration, if not outright lies. Most resumes
contain gaps, intentional or otherwise. Areas most
often fudged include (a) number of direct reports
versus “dotted line” reports to enhance management
accountability; (b) GPA (nobody “forgets” a GPA, but
when they “cannot recall,” it was usually below 3.0);
(c) rankings among salespeople—again, high, verifi-
able rankings are known with increases in results to the
correct decimal point, while low ones are “unknown”
or “forgotten”; (d) references to accomplishments or
awards, without much detail. Ask for proof of all such
information.

Many of the above examples are from the world of sales,
but the counterparts of these kinds of proofs of accomplish-
ment do exist in operations, finance, research, and produc-
tion. For example, financial managers, when successful, save
money and meet reporting deadlines. They are recognized for
their achievements, and both qualitative and quantitative
examples can be cited. Accomplished employees in opera-
tions management also meet deadlines, save money, and have
low employee turnover rates. Again, these are all results that
simply mean more than the statement of job accountability.
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Beyond the resume is the structured interview. To prepare
for the interview, use various resume facts as a starting point:

• Use behavioral interviewing based in some part on the
resume. Ask for the full explanation and story behind
all key experience listed in the resume. If an executive
candidate “participated in the IPO,” make a note in
your “questions to ask” file to get at exactly what that
role was and, specifically, what actions were personally
taken in that capacity.

• Check all major resume claims in the reference checking
process. Ask the candidate’s permission to verify the
information via a thorough reference check. You might
be surprised by backpedaling in the interview. Say,
“Can you provide a copy of your certification docu-
ment in network programming?” If the person offers
an excuse or resistance to such requests, he or she
probably does not want you to check.

While the resume is considered a basic must-have docu-
ment, one should never rely on it to make anything but
minimal decisions on where to start and who to include in the
initial pool of candidates. The resume should be the basis of
further questions. Be skeptical and don’t take statements that
appear on a resume as proof of qualifications. (See Appendix A
for examples of both a poorly written and a better resume.)
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HAVING CHOICES IS BETTER than not having them. If we
can make that assumption, it follows that creating a pool of
candidates from which to choose is a good idea. The minimal
definition of a “pool” is two or more applicants for the
position, but in the largest sense it also means the list of all
potential candidates, including rejected ones. Here are some
thoughts on the subject of the candidate pool:

• Even if you already have a strong candidate for a given
position, it makes good sense to challenge that person by
seeing how other potential competitors for the posi-
tion match up. If nothing else, you will validate the
choice you wanted to make in the first place.

• At this point the internal candidate must be consid-
ered. This may involve company politics as well as

Chapter 5

Always Create a Pool
of Candidates
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policy. Most companies give first consideration to cur-
rent employees who apply for a promotion. While
there are many benefits to an organization in promot-
ing from within, the truly objective candidate search
would put the internal candidate into the pool for exami-
nation against outside contenders. Many companies will
simply evaluate an internal candidate and decide to
promote or pass over the employee before opening
the search to the outside. It is a very good idea to
determine what the policy is on this matter before
proceeding with an outside search.

• People who pass the telephone screening step are in the true
pool of candidates. Telephone screens are usually short,
basic information calls that establish the candidate’s
fundamental understanding of the job and your
clarification of any qualifying points in the resume.

• After screening candidates by phone or in person, you
will ideally have anywhere from five to ten people to see face-
to-face for an in-depth interview. The first face-to-face
interview should continue the information exchange
and should also go into the behavioral attributes, as
discussed in Chapter 8. In larger firms, the HR depart-
ment may handle the process to this point before
handing off selection interviewing to the hiring
manager.

• Your plan should provide for taking three to five people to
the second level, where the interviews continue the
behavioral questions. At this point you not only have
a second interview, but you also would involve a peer,
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your boss, or a potential peer of the candidates. At this
level, you are attempting to reduce your choice to the
two best, if not verifying that you have a clear winner
you want to hire.

• This is the point where you must check references. Some
firms and many recruiters do not consider the pool to
be valid unless references have been checked for indi-
viduals who are in it. This is not a bad idea, but is
often not followed for practical, time, and resource
reasons. That said, there is no good reason for not
checking references when the candidate pool is down
to final contenders.

• The finalist(s) should be taken through the firm to meet and
be interviewed by more personnel, including HR, where
benefits can be discussed. Increasingly, benefits are a
crucial factor in a person’s decision to accept a job
offer. Candidates have been known to leave the pool if
the package looks unacceptable. More often, HR can
offer a benefits picture that helps close a hire or con-
tinues to make the finalists enthusiastic members of
the pool.

• Finally, and this is a somewhat controversial point,
avoid hiring your second-choice candidate. Someone
(you?) saw something in the second-choice person
that, compared to Number One, was regarded as a
defect. It is very tempting to simply hire the back-up
person. If Number One fails to accept an offer or if
some other interviewer thinks your Number One is
Number Two, pause and reflect on this disagreement.

Always Create a Pool of Candidates 27

dint_ch05.qxd  3/5/03  9:49 AM  Page 27



Make sure there are no misunderstandings of fact.
Given reasonable time, try to create a new pool that
includes the second-choice person. In other words,
challenge that candidate with other choices and other
avenues of interviewing (other players, new probes,
new tests). If the former Number Two is then regarded
as a top choice, he or she is no longer a runner-up.

The idea of creating a pool is all about choice. Having a
strong pool of candidates is just one more way to ensure
fewer defects in the hiring process.
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ALL THINGS CONSIDERED, using professional recruiting
services is smart business. Very often, however, recruiters are
not used due to the assumption that their services are expen-
sive and not essential to the process. Why should you use
recruiters?

First, professional recruiting is a dedicated service, whereas
that activity within a company is a sideline, well down the list
of duties of a typical manager’s job description. Even when
an HR department employs full-time recruiters, they usually
have far fewer resources to apply to the process than even an
average-sized recruiting office. Even a small recruiting firm
can, for example, make thousands of calls to uncover passive
candidates rather than searching job boards for active job
seekers floating resumes on the Internet. Particularly in that
endeavor, a recruiting firm has the time, manpower, and

Chapter 6
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expertise to sort, qualify, and initially screen thousands of
resumes. Individuals working part-time cannot do this
process efficiently and in a timely fashion.

A second reason for using these services is that there are
many savings to be gained in the use of professional
recruiters—both in search costs, such as discounted advertis-
ing, and in an indirect way, such as opportunity costs. Very
often companies bury or ignore the opportunity costs they
pay due to extended periods of having key positions open:
loss of revenue, loss of the interviewer’s time, and the loss of
other employees’ time or productivity because they are
doing the work of the open position in addition to the job
they are paid to do. One way to measure the opportunity cost
of an open sales position, for example, is to look at the top
line of revenue that position is expected to produce, then
divide that number by the typical two hundred working
days in a year. With this formula, the costs of an open terri-
tory with a $2,000,000 base are $10,000 per day. By reducing
the length of a search in the case just cited, a professional
recruiter might save the company $10,000 per day.

Before discussing the value of professional recruiting ser-
vices further, let’s look at the two major kinds of recruiting
firms and the ways in which they differ. One type is the retained
search firm. These recruiters are typically paid an initial fee to
conduct searches for any open positions a company may have,
with a certain balance paid on placement. In some cases, an
annual retainer is paid in addition to specific placement fees.
The other type of recruiting firm is called contingency because
fees are paid only when a placement is actually made, that is,
usually no up-front fees are paid to contingency recruiters.
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Sometimes a hybrid of the two involves an engagement fee of
one third of the total expected fee.

Regardless of the type of firm or payment structure,
the average fees for recruiting are between 20 and 30 percent of the
hire’s first-year compensation. Compensation can include a
projected bonus, but is often defined as salary alone. Thus,
an accepted $50,000 salary offer would mean a fee of $10,000
to $15,000 to the recruiter. As with any major consumer
decision, it pays to do some background checks and cost
comparisons among recruiting firms. It is certainly safe to
choose a nationally known company, but some independents
are also good and may charge lower fees. In any case, it is
best to know the individual recruiter and his or her specialty.
The more closely related the recruiter’s experience is to the
client company’s product and services, the more likely
the recruiter will succeed. This is obviously a more impor-
tant consideration than saving a relatively small amount of
money in fees.

Here’s a quick list of value-added services that a
professional recruiter brings to the hiring process, making
high-sounding fees justifiable:

• Advertising can be paid for or greatly discounted by
recruiters. A well-connected firm can obtain 75 percent
or greater reductions on national classified ads,
which can be negotiated as “extras” or included in
the fee.

• Recruiters are in daily contact with passive candidates,
who are often among the best choices for a given job.
These people may currently hold the exact position at
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a competitor. Very often, client companies are reluc-
tant to raid their competitors for talent but are happy
to use recruiters to entice people away.

• Professional recruiters screen all candidates, thus weeding
out inappropriate candidates and allowing the
company to begin interviewing on a higher level.

• Better recruiters do deeper qualification of candidates than
employers on such matters as willingness to relocate
and job change buy-in on the part of the whole family,
not just the candidate.

• Full-service recruiters provide testing services to clients.
Brainbench™ assessment services, for example, are
used to test a variety of computer-related competen-
cies. This service is usually provided at nominal or no
extra charge to clients.

• Good recruiters do complete and thorough reference check-
ing. (See Appendix B for a sample reference check
form.) Additionally, if it is appropriate to the position
and called for by company policy, financial credit
reports and drug screens can also be obtained.

• The recruiter acts as a counselor to a candidate and consultant
to a client company. Typically, the recruiter is in a very
good position to negotiate salary on behalf of the com-
pany. He or she can determine the minimum acceptable
salary level and put this in the overall context of the
opportunity (for example, career advancement). This
may carry more weight than the same discussion
conducted by a company employee.
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• Full-service recruiters also handle the logistics of relocation
and can save employers and employees thousands of
dollars due to leveraging rock-bottom “preferred
vendor” rates on real estate services, van lines, and
other major costs of moving.

• Coordination of the whole process can be a logistical
nightmare for a hiring authority, but is routine for a
professional recruiter. Interview times, plane tickets,
family house-hunting trips, and so forth can all be
done with “one-call shopping” to the recruiter. And,
once again, this should be at no extra charge.

For all of the above reasons, it is no wonder the profes-
sional recruiting business thrives in the competitive world
economy today. As mentioned earlier, fees of 20 to 30 percent
of first-year compensation are typical. Some firms might be
resistant to paying $90,000 to hire a $300,000 executive.
However, such an executive would likely be someone with
the skills and experience to manage many people and tens of
millions of dollars in revenue. In that context, $90,000 for the
right person is a small investment for the return expected
and accountabilities assumed. Not finding the right person
can obviously cost a whole lot more than the fee paid to a
recruiter for the right person.
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IT IS COMMON WISDOM that what people have actually
done is more important than what they say they will do.
Rather than just imagining what people would do, it is much
better to look closely at their actions, behavior, and results
from the past. Related to learning about past behavior is
understanding differences between talent and ability on one
hand and skills and experience on the other. You should not
only look for a specific skill or experience closely matched to
the tasks that will be required in the new job, but the talent
and ability to learn, adapt, and acquire new skills. Here are
some points to consider that will help to determine a right fit
beyond the scope of specific skills and experience:

• A hiring manager must evaluate related rather than specif-
ically matched skills. A good line of questioning is: “Can
you tell me about a time that you had to balance and

Chapter 7

Differentiate Talent and Ability
from Skill and Experience
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prioritize among several tasks at the same time? What
were the circumstances and how did you handle
them?” It does not matter that the person’s experience
was in a completely different environment if what you
are trying to determine is that person’s capacity for
multitasking. What matters is his or her ability and
talent for doing that in any situation.

• It is especially true of entry-level positions that a hiring
manager identifies talent and ability. What he or she
really wants to find out is how likely the candidate is to
be willing and able to accept training and become the
knowledgeable person needed. “Tell me about how you
learned the technical specifications of Ztech software.
How long did it take you to get up and running?” Not
too long ago, companies in the information technology
industry would hire just about anyone with the barest
minimum skill set needed. COBOL programmers
were given high-paying jobs regardless of any other
attributes they may or may not have had. No probing of
such qualities as reliability or dependability were con-
sidered in the name of expediency to hire people who
might rescue the company from the pending Y2K crisis.
Now managers charged with hiring programmers are
better served by finding out not only whether a pro-
grammer can create programs, but also whether or not
he or she will show up for work on time or work
overtime if needed to complete a project.

• Prior knowledge of a product line would be handy for
a candidate to have if he or she were going to sell or
market it. If the manager decides that a certain level of
knowledge is crucial, then he or she should test for
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that knowledge. However, virtually any skill that a per-
son can be trained on should not be a requirement of a job.
Sure, some technical jobs (computer programming, for
example) may have a huge pool of highly trained indi-
viduals who possess the specific skill level required
for consideration. Those candidates would have the
baseline or prerequisite skill, but that does not differen-
tiate candidates who have this skill for the purpose of
selection. Talent and ability to learn other program-
ming languages, or adapt other skills, or, simply, to
demonstrate better programming talent than another
candidate is much more important than the skill itself.

• Another consideration is this: “What does this person
bring to the position that someone could not be trained on?”
For example, no one can train a person to be energetic.
If the job requires high levels of energy, ask about that
in this way: “Jill, can you tell me about a long day you
worked recently? When did you start? Were there sev-
eral days like that on your job? What kinds of recre-
ation are you into?” Long days and diverse physical
activity do tend to predict high energy levels. Again,
look at actual behavior, not imagined behavior. “What
do you like to do?” is a lot weaker than “What do
you do to energize yourself?”

• Much as you wish you could, you can’t make someone
smart. Again, you have to rely on evidence. If past expe-
rience shows you that only highly intelligent people
succeed in the position you are hiring for, then you
should determine intelligence—or even test for it.
Be sure that any test given is standard for all applicants
in a pool. Grade point average (GPA) is a shortcut in
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determining quality of learning, but not all smart peo-
ple did well in school. If someone didn’t do so well aca-
demically, you may find other examples of intelligence
or creativity. “Can you tell me about a complex problem
you had to resolve at the Ztech Company?” You should
be more interested in this sort of creative intelligence
than academic proof, although getting at both is a good
practice.

Another point about school performance: a C aver-
age may not be good enough for one company, but an
average of mostly A’s in a major with an occasional D
or F that averages out to a C is probably better than
solid C’s and D’s. Some companies want to see a tran-
script or a statement about GPA. A hiring manager
cannot obtain a transcript, but can require the candi-
date to produce one for an application process.

• Work performance is more important than school perfor-
mance the longer a person has been out of school. It matters
little what GPA a candidate had ten years ago if his or
her work performance record has been solid since grad-
uation. But for recent college grads, school is the equiv-
alent of work, and checking academic performance as
you would check job references is a good idea.

Understand the differences between attributes that can be
learned versus those that are more deeply ingrained in char-
acter, or at least learned at an early age. In formulating inter-
view questions, a hiring manager should develop probing
questions that reveal underlying talent and ability rather
than more superficial attributes, such as those exhibited by
narrow experience or specific skills.
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THE BEST PREDICTOR OF FUTURE SUCCESS is past
performance. That statement is one version of the wisest
observation a hiring authority can make. Another is this: It is
a lot more important to consider what someone has done rather than
what he says he will do. There are many other ways of stating
this truth. Almost any experienced manager agrees with
these statements, and yet hypothetical lines of questioning in
interviewing persist. One interview method, behavioral inter-
views, examines the traits and attributes of an individual
based on real actions in real situations in which that person
has found himself or herself. In contrast, hypothetical inter-
viewing uses the imagination of events, artificial scenarios,
and contrived situations. Perhaps because they can be so
“imaginative” and “creative,” hypothetical questions survive
despite all efforts to train managers to the contrary.

Chapter 8
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A hiring manager once asked this writer, “What would
you do if someone gave you an elephant?” This is what we’ll
call a “Miss America scenario.” What did the manager intend
by asking such a question? Was he testing a curve ball, look-
ing for a sense of humor, or did he have a collection of
favorite answers he could use as matches to screen out unde-
sirable employees? The truth is he really had no good reason.
Fortunately, he liked my response: “Gosh, George, what does
that have to do with my ability to sell your product?” Since
it really had nothing to do with it, we moved on to more
relevant subjects, such as sales records.

Here are some examples of behavioral questions that get
at real experiences:

• “Can you tell me about a time when you won a major
account? Describe an actual situation and what you
did to win. It matters little whether this was a big deal
or a small, everyday event.”

Some candidates will say something like, “I always try to get
the client talking so I can determine needs.” Well, that’s good,
but it is much more valuable information if the person
describes a specific case: “I asked how his engineering depart-
ment handled the distribution of data from the branch offices,
uncovered the need for a more systematic approach to data
collection, and was able to lead him to the Ztech product.
They bought a $55,000 package.” In the earlier example, the
candidate describes theory; in the latter, he shows specific
practice.

• “I see here in your cover letter that you are a ‘high
energy person.’ Tell me about the longest day you
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worked in the past month. When did you start and
finish? What did you accomplish? How did you feel
the next day?”

One candidate said, “I worked all day and didn’t get home
until 8:00 p.m.” The hiring manager had not seen the under-
side of a day that short in quite a while. If that candidate con-
sidered that an unusually long day, what does that say about
energy? Another applicant in the same pool had worked as
an election aide for a winning candidate for the state senate.
“Well, the most I have worked in one day was actually over
three days—36 hours without sleep.”

• “We have all lost a few big deals. Can you tell be about
one in which you gave it your best but did not succeed?
What did you learn from that experience?”

With this sort of setup and probing, the candidate is more
likely to own up to some negative experience, which is usu-
ally difficult to learn from a candidate primed to always tell
about only positive experiences. The interviewer should be
interested in whether or not the candidate learned from a
mistake.

• “In this new job, you’ll be managing several individu-
als. Can you describe the most difficult individual you
ever managed and how you coped?” Again, here is a
chance to get at some potentially negative experiences.
How it was handled is the important aspect of the answer,
more so than the outcome. However, the answer might
also reveal an issue. Suppose the candidate did not
perform well in the situation described, blamed the
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situation on others or the company, and did not learn
from the experience. This could be a red flag.

• “Were you ever asked to do anything that you regarded
as unethical? What was the situation, and how did you
handle it?”

This kind of question speaks to ethics and values and is an
example or probing for experience in intangible areas. Think
how much weaker it would be to ask the hypothetical ques-
tion, “What would you do if someone offered you a kickback
or bribe?” Everyone flatly refuses, right?

It takes a lot of thought to come up with questions that get
to the heart of the talent, ability, skills, and experience you
want a new hire to bring to the job. Take time to think about
the big picture, that is, the whole job description, and then
break down the components.

Which of these elements would you feel most comfortable
training an individual to perform? Toss out most of these from
the interview plan. That’s because you want to hire someone
who brings certain attributes to the table, not just skills you
may train her on after she starts. Let’s revisit the topic of
questions in this light.

If you had said, “What do you do to win business?” you
might get a lot of platitudes about how to sell something, but
all that really matters is what actions were actually taken in
a real situation. Instead of “I build rapport with all my cus-
tomers,” by asking for a real example you might hear this: “I
found out from a secretary that the CEO was a die-hard Red
Sox fan, so I used some entertainment money to get him
play-off tickets.” The first hypothetical answer could easily
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be given by anyone. No progress toward a decision can be
made with questions or answers like that one. The real
experience answer, on the other hand, regardless of what you
may think about it, has substance, which incrementally helps
the hiring manager make a decision.

Since you cannot train a person to have energy, or be
smart, or use good judgment, these are traits that you may
want to uncover through behavioral questions.

• For energy, ask about hard work done, physical activ-
ity, and recreation; for intelligence ask about books,
interests, hobbies, and grades; for judgment go for an
explanation of how big decisions in the past were
made (buying a house or a car; looking for a job;
selecting a major in college).

• Most people are reluctant to reveal any failure in an
interview for a job. Disarm this reluctance by prefac-
ing the question with a negative experience of your
own. “Mary, we have all had setbacks. I think I have
learned as much from a loss as I have from a win. Tell
me about a situation where you gave it your best shot
but didn’t prevail. What is your assessment of what
went wrong?”

• If a key skill is, say, managing ten people, it is useful to
know about that skill and experience. Some positive
versions of the same sort of question would be, “Which
employee did you have the most success in growing
and training? What were his or her results? Any
awards? Why do you think you were successful with
that individual?” If you must ask a theoretical question
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such as “Mary, what do you think motivates people?”
by all means follow up with questions that probe for
examples of motivating techniques or rewards show-
ing up in the candidate’s personal experience or in
those factors the person observed among colleagues or
with direct reports. That takes the hypothetical into the
real world.

• If you stick to the behavioral and experiential path of
questioning, you can uncover the good, the bad, and
the ugly in someone’s past. People who are proud of
their behavior usually have a tale of some test of char-
acter they can point to. A good line of questions is,
“What was the most difficult obstacle you had to over-
come to get where you are today? What were the steps
you took? Why did it take so long?”

• You can get at qualities as intangible as one’s values
if you ask well-conceived and structured behavioral
questions that include past value judgments. For exam-
ple, if you wanted to learn about work ethic or the
capacity for dedicated hard work and balancing that
with personal life ask, “Jack, we all struggle with trying
to balance work with our personal lives. Tell me, how
do you do that on a weekly basis?” The answer to that
question would be a lot better than the answer to,
“How would you handle an assignment that required a
lot of overtime, and what effect would that have on
your personal life?” The former is grounded in reality,
the latter in fantasy. The former encourages an honest,
thoughtful response based on experience; the latter
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asks for wishful thinking or even a little lying just to
sound good.

Again, stick to what people really have done, not what
they “might” do given a hypothetical scenario. The following
dialogue provides a question about specific actions taken by
a candidate and two possible responses:

Interviewer: We have all been in situations that test how far
we should go in making a sale. Tell me about a situation in
which you had to use “creative financing” to close the deal.

Candidate #1: Sure, I was working a $100K sale and my com-
mission was going to be $10,000. My company had a “one
price to all” policy, so I couldn’t offer any discounts to them.
The key decision maker had told me over lunch that there was
this bass boat he wanted, but he couldn’t get the price down.
I went by the boat dealer and arranged a discount ($1,500 off)
and had the dealer call my new best friend at the company.
I told the decision maker about my negotiation, and he
decided to buy our product. I paid the boat dealer $1,500 out
of my commission, so it didn’t cost my company anything.

Candidate #2: Sure, I was working a big sale with Ztech Corp.
One buyer there hinted that he expected some consideration
if he was going to recommend our product to the purchasing
committee. I told him I couldn’t give any more than a guar-
antee of service support after the sale and that it was our pol-
icy to offer “one price to all.” I lost that sale, but we also
never had a problem with other customers thinking they
could somehow get a lower price. The next year we did close
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business with them—full price, but we did arrange time
payments. Funny thing is we made almost as much money
on the interest as we made on the sale.

While anyone might appreciate the creativity shown by
Candidate #1, Candidate #2 got the job. Honesty and adher-
ence to company policy, not to mention ethics, drove the
decision. Here we have an example of how deep and broad
behavior-based and experience-based questioning revealed a
much richer picture of a candidate than would have been
the case with a hypothetical scenario attempting to get at the
same issues.
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IN THE PREVIOUS CHAPTER we discussed the need to use
behavioral questions rather than hypothetical ones when
interviewing candidates. Here we will cover (1) the key
elements of a structured interview, (2) the fairest and most
efficient interviewing methods, and (3) the practices least
likely to create defects in the hiring process.

• In the same way as you planned the whole recruiting
and hiring campaign, you also must plan each interview.
Read over the resume and/or notes of the telephone
screening. Write out questions that pertain to the per-
son’s specific experience as well as the standard ques-
tions you will ask. Include questions that directly or
indirectly relate to the job accountabilities as listed in
the job description. If there are company-mandated
application documents, be sure to include them in the

Chapter 9
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folder or notebook for the interview. Plan for each
interview to run approximately one hour, with thirty
minutes between interviews. Experienced managers
try to limit themselves to five or fewer face-to-face
interviews in a day. You need time between interviews
and time to think about and compare your results at
the end of the day.

• Create a list of behavioral questions, some that are generic
and some that are specific to the individual. As an
example, if your position requires managing a team,
you should ask questions relevant to that skill and
experience: “In your resume I saw a reference to your
team leadership at Ztech Corp. Can you tell me a bit
about that experience and how you handled division
of labor issues and individual accountability on that
team?” This kind of question speaks to a specific expe-
rience. “Tell me about a time you led a team.” “What
sorts of goals were set for the team to reach?” and
“How did that go?” are generic to any team experi-
ence a candidate may have.

• Remember to get at talent and ability rather than skill and
experience whenever that is possible. Logically, unless
you have a goal to hire only specifically experienced
people, you must get to aptitudes, innate ability, and
likelihood of success, despite the candidate’s lack of
familiarity with specific duties of the job. This means
you have to ask questions that uncover how good a
person is at learning a complex task, for example, or
what situations he or she succeeded in that were similar
and transferable to the new job assignment. If you are
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interviewing a recent college graduate going for a first
job, but you have team management as required expe-
rience, you should ask questions about teamwork in
college. Many students are exposed to teamwork
in classes, through extracurricular activities, and in
sports.

• Set the time and expect the candidate to be there.
Punctuality must be respected by the candidate and
yourself. Tardiness may indicate lack of respect or
point to organizational problems. The candidate
should actually be early for an interview and the inter-
viewer a little early or exactly on time.

• Greet the candidate and put him or her at ease. Tell the
candidate your name and title, indicate where he or
she is to sit and if any refreshments (water or coffee)
are available, and briefly explain the interview
process. A few minutes of small talk may also help
put a candidate at ease, but don’t waste time 
chatting.

• Some companies like to take executive candidates to
lunch or dinner to check them out in a social context. It
is in this sort of context that outside interests can be
covered without detracting from the more formal
structured interview. If a social venue is not appropri-
ate or feasible and you still feel that one’s broader per-
sonal interests are important for your consideration,
then include such questions in your structured
interview. Just beware of crossing over into personal
matters that could cause you legal problems (see
Chapter 10).
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• If this is the very first interview, that is, there was not
an informational telephone screening prior to this
meeting, then you should give a brief explanation of the
company and the opportunity the person is applying for.
Rehearse this statement and hold to that information
throughout the series of interviews. “I understand you
are interested in our operations management position
in Des Moines, right? This is a key position that
involves management of seven direct reports and a liai-
son relationship to customer service. You are present-
ing yourself as a candidate for this position because of
your prior experience in operations and supervision.
Correct?” With this kind of scripted statement you
cover all the basic prerequisites and determine the per-
son’s fit to be in the pool of viable candidates.

• Without structure, planning, and some scripting, hiring
managers can get off track with some candidates and
spend more time talking than listening and more time
answering a candidate’s questions than the other way
around—they become the interviewee rather than the
interviewer. The hiring manager should spend the bulk of
the interview listening. It is a good practice to state at the
beginning, “This will be a structured interview that will
keep us on track and make sure we cover all of your
essential experiences needed for us to make an informed
decision. At the end of this part of the interview you’ll
have time to ask any questions you may have.”

• Verify any relevant factual information that may be
unclear to you in the application or resume. Be careful
at this point to stick to areas that are relevant to the
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job requirements. It is illegal to ask questions such as
“When did you graduate from high school?” as a
means of determining age. In fact, you can’t ask any
questions to determine age because age discrimination
is illegal. (See Chapter 10 for more information on legal
issues.) If you require that the candidate have a
diploma, it is fair to ask if he or she has one, of course.
Even then, however, make sure that it really is a
requirement of the job. One company routinely adver-
tised for positions stating that a bachelor’s degree was
required for an entry-level sales position. Years later
someone pointed out that the president of the company
was a college dropout—a very smart dropout, to be
sure, but one without a degree.

• The heart of a structured interview with a basically pre-
qualified candidate should last about one hour. A well-
structured interview gets at relevant detail in about
this much time. More time than that can be chitchat—
that’s not all bad, but remember that the most relevant
parts of the interview are the candidate’s answers to
behavioral questions. There is an unproven belief that
“long interviews are better interviews.” This is usually
a candidate’s perspective that, if the interview was
scheduled to last one hour and went two, “they must
really like me.” In fact, the extra long interview is just
as likely to be due to lack of planning and structure on
the part of the hiring authority.

• Candidates are either naturally or as a result of training
reluctant to answer “negative experience” questions. For
example, if you say, “Tell me about a major mistake
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you made,” the candidate might say, “Well, I made
some minor mistakes when I was a rookie, but I have
learned a lot from them.” And then he or she might
describe a fairly common error in his or her industry.
“Yes, I overbooked us by eight rooms. Boy, was I
embarrassed! But I placed all the guests nearby in
upgraded rooms, and they were happy.”

• On the other hand, you could say, “We have all made
mistakes in this industry. One time I booked rooms for
forty people from Entropy, Inc., not realizing the com-
pany was about to go bankrupt. We had a policy of
checking on solvency for corporate accounts, but I
didn’t check. We lost about $25,000 when they bellied
up and didn’t pay their bill.” After hearing your
“confession,” the candidate would be much more
likely to reveal a real whopper of an error when you
say, “Did you ever let something like that happen?
What did you learn from it?”

• The wrap-up should be limited to answering questions that
the candidate asks. Some interviewing authorities put a
lot of emphasis on this “end game.” Be aware that it
may be just that—a game. Practiced interviewees may
have a great store of thoughtful questions. These
may be good ones, and you may appreciate the
candidate’s savvy, cunning, closing techniques, and
thoughtfulness. If all that dovetails with a good
impression created from responses to your questions,
that’s OK. Just keep the “close” in perspective. Sure,
you want a good close, but it has to be measured in the
context of the whole interview. One interviewee had a
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clever close: He opened his briefcase and produced a
felt chalkboard eraser, which he placed in the middle
of the table. He said, “I want to erase any doubt you
may have that I am the right person for this job.” The
hiring authority shared this “clever close” with his
boss, who said, “Jeez, I hadn’t heard that one since the
Seventies! You know he tried that with me, too!”

• At the very end, the hiring manager should provide infor-
mation on the next steps in the process. Being somewhat
noncommittal at the end of a first full structured inter-
view is OK or even desirable if more candidates are to
be seen. In any case the next steps should be condi-
tional: “If you remain under consideration after this
round of interviews, we will contact you.”

In summary, a structured interview has many advantages
over an open-ended, conversational interview, such as:

• You control the interview time and content.

• You keep on target with relevant subject matter.

• You are able to fairly compare several candidates for
the same position because you asked the same, or very
similar, questions of each applicant.
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IT IS VERY IMPORTANT to know the basic law when hiring.
Of course, this is not only the right thing to do, but it is also
the only way to avoid expensive litigation arising from dis-
crimination lawsuits. Hiring authorities simply need to be
fair. They should also want to be fair because diversity in a
workforce is a fundamentally good idea with very positive
benefits for most companies. Being fair and legal means
treating all applicants alike in the hiring process. Here are the
main considerations:

• The basis of equal opportunity is no discrimination
toward any individual on the basis of race, religion,
color, national origin, age, physical handicap, sex,
marital status, change of marital status, pregnancy, or
parenthood. Any interviewing questions regarding
any items in the above statement might be construed

Chapter 10

Follow Legal and Ethical
Guidelines in Hiring
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as discriminatory. Avoid interviewing questions on
any of those subjects. Even “subtle” or clever questions
to try to determine age or ethnic origin, for example,
should be avoided. For example, one might try to
determine age by asking when someone graduated
from high school. If you do so, you must ask every can-
didate that question, not just the ones that seem older
than the range you are trying to hire in. More to the
point, why should you care? If someone is qualified,
age shouldn’t matter.

• Treat each applicant the same as every other one. There was
a case (and lawsuit) wherein one applicant, a female,
had a short interview of around fifteen minutes. In
another interview on the same day with a male, the
interviewer asked more questions, more time was
spent, and the candidate made it to the next round.
These candidates both worked at the same school and
knew each other well enough to get together and com-
pare notes on their interviewing experience. The
woman felt she had been discriminated against
because she had better credentials, longer experience,
and several more awards than the male candidate, yet
was not being considered for the position. Only the
positive record at the hiring company of employing
many females and female managers, showing the lack
of a pattern of discrimination, saved that particular
company from paying a large settlement. Even a suc-
cessful judgment is very expensive for a company. All
of that could have been avoided by simply treating the
two candidates alike.
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• Stick to the positive attributes, skill, talent, and experi-
ence that pertain to the business problem or tasks and
accountabilities that will confront the applicant once
hired. This is safe, legal ground. When you think about
it, all else is irrelevant anyway. For example, many
management jobs require extensive business travel. If
travel is required in the job, it would be imperative to
cover this subject in an interview. This happens to be a
common area of potential discrimination. It is all too
easy to ask lifestyle-related questions on travel issues
such as “What would your spouse think of your being
away from home three nights a week?” This is a horri-
ble way to ask! First, it is a hypothetical question pre-
suming a potential inability or reluctance to perform a
task based on an unknown factor in the candidate’s
personal relationship. The question is also illegal. It
introduces a criterion based on marital status and an
imagined, presumed negative impact that status could
have on job performance. While it is easy to see why
such a question may be posed, it is much better, and
legal, to ask the question this way: “Is there any reason
that the three days of overnight travel per week this
job requires would be a problem for you?” If the can-
didate says, “No,” you can accept that at face value
and/or probe further with questions about real experi-
ence in traveling. “All of us who travel for a living have
some negative experiences about that aspect of the job.
Tell me how you have coped with traveling three or
four days out of every week.” This line of questioning
is fair, legal, and gets to the information wanted.
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• Earlier it was stressed that you use the same set of
behavioral questions in each structured interview. Not only
does this method give you the best way to compare
candidates, but it is also the fairest and most legally
defensible way to avoid any claims of discrimination.

Finally, and perhaps most importantly, the hiring manager
must buy-in to the concept that hiring for diversity is a very
positive thing. Any organization, large or small, can and will
benefit by having different types of people working together.
Variety of experience and outlook can broaden the scope and
success of the organization. The very fact that people are
different is a strength in most organizations.
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IN RECENT YEARS, a low unemployment rate, even in so-
called periods of economic slowdown, has made the market
for skilled and talented employees very tight. Jobs are going
unfilled because there are simply more jobs than there are
candidates to fill them. The demographics, with the Baby
Boomers beginning to reach retirement in the next few years,
show this trend will continue for the foreseeable future. It is
thus somewhat surprising that hiring authorities at many
companies fail to realize that they are in competition for the
most talented people. Some even take an arrogant attitude:
“We are great; if a fool turns us down, that’s OK!” After the
first couple of interviews, when it becomes clear a finalist is
in sight and the hiring manager has done the qualifying and
selection screening, he or she now needs to do some selling.

Chapter 11

Sell the Company to the
Candidate

59

dint_ch11.qxd  3/5/03  9:55 AM  Page 59



Consider this:

• You must create desire on the part of the candidate to work
for you. Just as you would do if you were selling your
product to a customer, you should see the interview as
your opportunity for a sales presentation. The best
hires want to work for a company not just for the
money, but for the challenge, growth, and satisfaction
of being in an organization they admire.

• Sell the candidate on the big picture. Why should he or she
work at your company rather than another? Does the
company have a vision statement—what does this
mean? What is the word on the street about your
company—good rumors as well as bad? Not only do
you want to make sure that candidates feel good and
have the right information, but you also want to dispel
any anxiety they might have. One manager said,
“There’s nothing to that buy-out rumor” when an
official announcement on a merger was made that very
day. The disenchanted candidate turned down the
offer. This was a sad outcome because there was, in fact,
a very positive spin to the takeover—revitalization,
more capital, likely expansion, and so on.

• Uncover needs the same as you would in a sales situation.
What does the candidate really want? MRI data on
thousands of candidates show that more money is
not the greatest pull to change jobs or launch a new
career. These days, lifestyle and family issues such as
housing and schools can be of greater importance. One
small company, located in a medium-sized Midwestern
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town, was very successful competing for employee
talent against major Northeastern competitors. They
offered membership in the local country club, with its
Jack Nicklaus–designed golf course, and sold the
benefits of living in a typical family town with a
nationally ranked school system.

• Finding “hot buttons” (issues that motivate a person, posi-
tively or negatively) is not only good selling, but it can save
the company money, too. Learning what the key moti-
vations for change are can be straightforward or sub-
tle and indirect. “Were you satisfied with the benefits
package at your previous employer?” and “What did
you like or not like about it?” are direct questions that
may raise an issue that can be exploited in introducing
your benefits package. Asking, “What are the most
important factors to you in making the decision to
come to our company?” is a more open-ended
approach. Here’s an indirect way to uncover hot
buttons: “While money is important, what do you
think motivates people to change jobs?” If you assume
that giving someone a fat raise is all that’s needed for
him or her to come over to your company, you might
be making a costly mistake. Maybe it’s having a better
office, a better car, or a company child day-care center
that will appeal to this particular candidate. Who
knows if you don’t ask? One company offered a
whopping 20 percent sign-on bonus that was not
asked for, but failed to mention the standard week off
between Christmas and New Year’s, which would
have closed the hire without any sign-on money.
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• Don’t be passive or casual about the hiring offer. Again,
treat the process the same way you would a major
sale. After all, won’t this hire be just as important to
your bottom line as any big sale? Some companies let
events in the hiring process just slide along with a
reactive, go-with-the-flow mentality. They tolerate
behaviors in hiring that would never be allowed in
selling or customer service situations. For example,
failing to call a candidate back with information,
updates, or a simple explanation of a delay in the
process can cause the candidate to decline an offer or
accept one from a more proactive employer. Once a
key HR person who had to process some final pre-hire
paperwork was hospitalized for a week. No one both-
ered to let the candidate know, calls were not returned,
and the candidate assumed lack of interest and took
another offer.

• Candidates view the hiring process as an indication of the
future of working for that company. If the process appears
drawn out, overly bureaucratic, not methodical, and
unresponsive to the candidate, the conclusion could
be “I don’t know if I want to work with them.” By con-
trast, a well-run, relatively short process shows posi-
tive images of the company—one that a candidate
should want to work for.

• Be honest about the problems as well as the prospects for the
company and the hiring position. The truth of a negative
public relations situation will probably come out. It is
better to be in control by anticipating that the candidate
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will raise the issue. One manufacturing firm was
involved in a massive product recall that nearly
brought it down. Fortunately for the company, the
forthright managers were able to address the issues
head-on and managed to keep hiring good people in
the face of adversity. They put the negative issue
behind them, showed what corrective steps had been
taken, and made the prospective hires feel that they
were part of a new team with a clean slate.

• Most importantly, sell the business need for the position.
It is very important to establish, from the very
beginning conversation, a clear business objective for
hiring. This goes beyond the job description into
immediate issues and goals, both short-term and long-
term. After all, people are hired in a profit-centered
business to help the business reach its profit goals. Be
sure to let the candidate know what is expected in that
regard.

• Last, it is important that the hiring manager keep control
of the process as much as possible. Control slips away,
for example, when candidates begin to lose interest in
the opportunity or want more compensation than you
want to pay. Control, in this context, means you hold
(or are perceived to hold) the cards the candidate
wants, both in the opportunity and in the compensa-
tion package. The hiring manager may not actually
control the budget, for example, but should be
regarded as the person having authority to convey
the offer.
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You cannot assume that the person is “buying” any of this
unless you do a great job of selling yourself and the company.
In the context of selling the position to the buying candidate,
the hiring manager should be perceived as the one in
control: the one who can be relied on to provide information,
answer questions, and make the offer.
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THE TIME SPENT IN COMMUNICATING with an applicant
is brief. The opportunity to observe behavior is limited to
the artificial environment of the face-to-face interview and a
few phone calls. A “red flag” in this context is any negative
behavior, however small, that shows up prior to an offer
being made.

Think of your close observation as a lens through which
you as the hiring manager can augment your microcosmic
view. This can help the filtering process by allowing you to
see another side of the candidate more clearly. We’ll talk
about tests and other screening devices later. Right now, we’ll
look at red flags—both small and large—that may emerge to
disqualify an applicant and how to deal with them.

• Even a small negative issue should be examined in the
decision process. For example, let’s say a candidate is
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late for the appointment. Some managers may dis-
qualify any candidate who shows up so much as a
minute late—no excuses! Tardiness is a red flag, and if
it is in the context of an interview it is a very serious
matter. If you do accept an excuse, it had better be a
good one: “I was stuck in traffic” is not a good
excuse—the candidate should have anticipated that
and planned to arrive on time despite traffic. “My car
was hijacked,” on the other hand, is a pretty good
excuse, but only if the candidate calls to tell you right
after calling the police.

• Vague answers usually mean a cover-up. Here the red flag
is either poor memory or poor results. People do not
easily forget their achievements, but they will change
the subject, answer with “I don’t recall,” or be other-
wise evasive when they are not proud of the truth. If
you say, “Our experience shows that strong college
performers seem to do better in learning technical
material required in selling this product. Was your
GPA high?” “How high?” the candidate might ask.
“We look for at least 3.0 or the equivalent. It could be a
little lower if you worked your way through college.”
“Gosh, I can’t remember what mine was,” the candi-
date says, not because he or she really doesn’t know,
but because he or she really wasn’t a B student. The
same thing applies to sales achievements: Anyone who
has a solid record knows pretty much exactly what it
was. In many occupations, competitive metrics count a
great deal in job performance. Such numbers as call
quantity, quality control of defect percentage, amount
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of production, or other measurable results are counted
to document productivity. These results are usually
very well-known to those who are high achievers. The
other side is that these numbers are often forgotten by
those whose achievements were less admirable.

• Good communication during the process predicts good com-
munication after the hire. Missed calls, excessive phone
tag, and failure to call back are all signs that a person
is just not as communicative as most managers expect
their employees to be. Especially if the position you
are hiring for is remote from the office or daily contact,
you would want to make sure the person to be hired is
an excellent and regular communicator. After the first
interview, you might say, “After our meeting today,
give me your thoughts about the job in an e-mail to
me.” A serious candidate will take this as an order and
return a message at his or her earliest convenience.
Not only can you determine interest in the job, but you
can get a snapshot of future communication with that
individual. A candidate who fails to pick up on the
significance of your request for follow-up will likely
be a non-communicator in the future.

• Preparation for the interview is a good predictor of planning
skills and style. Ask, “So what did you do to get ready
for this interview?” A good response would include
coming with questions and doing at least a little
research on the company. Lacking this sort of prepara-
tion, how well do you think the candidate would plan
his or her work once hired? Many managers rightly
expect the candidates to have been to the company
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website. You will have the opportunity not only to see
what their impressions are, but also to what extent
they have any creative, insightful, or analytical ideas
about your company. If you are interviewing for a
product manager, you might be very specific in prob-
ing for the impressions one has from what he or she
has seen at the site. For a finance position, ask what
the person thinks of the statements available from
web-based information. Stop and think: What sort of
person, coming for an interview, would not do this
kind of basic preparation? Someone you want on your
team?

• Even something as intangible as “energy level” can be
determined by asking the right questions and observing
the candidate’s behavior. “This position involves a lot
of walking and time standing. Tell me about some of
your recreational activities over the past several
weeks.” If a person says he or she has done nothing
because there’s no time, that could mean low energy.
Energetic people are usually involved in activities that
require energy. Do they have to run marathons? Of
course not. Even sedentary activities like playing
bridge or chess, especially if it’s a regular activity, are
good signs of an energetic person. Good posture,
attentiveness, and a quick sense of humor are all signs
of a higher energy level.

• Try to separate hyperbole from lying. Salespeople tend to
exaggerate their successes and minimize their failures.
Statements with very round numbers, such as, “I had a
million-dollar increase in sales” are somewhat suspect,
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whereas exact information, such as, “My increase in
2002 was $973,000” is more likely to be accurate and
can be verified with a document. If the person had
one penny over a million, he or she might say, “My
increase was over a million.” Is this significant? Maybe,
maybe not. Look for patterns. If the same person who
slightly inflated performance results also says some-
thing like, “I worked night and day for two weeks on
that assignment,” you may begin to wonder where the
hyperbole ends and lying begins. That’s your red flag.

• Avoidance of specifics in recalling experience is a red flag.
Listen for answers that are generalities when you
asked for specifics: “I usually try to talk to twenty or
thirty clients a day” is rather vague, whereas the fol-
lowing is very specific: “My plan calls for seeing and
or talking to thirty clients a day, and I regularly do
that. My worst day was twenty-two a month ago, dur-
ing a flood, but I offset that with a forty-two-call day
last Thursday. I have a plan book on my computer
planner to track this.”

• Delays in accepting an offer are usually red flags. If a person
has been interviewing for several weeks and you finally
make an offer, but then the candidate has to “think it
over,” what does this say about commitment, interest,
motivation, et cetera? Is he or she still trying to decide
whether to take the job? Is he or she unhappy with the
terms of the offer? Does he or she expect a counteroffer
from a current employer? Of course, if a relocation is
involved or if the hiring process developed suddenly
and moved very rapidly, a solid candidate may indeed
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need a little time to weigh the offer and everything a job
change means. Considering that, remember that the
most motivated and committed candidate will be ready
to accept a reasonable offer (usually discussed prior to
the actual offer) at the time that offer is made. Twenty-
four hours is the standard for acceptance of an offer.
Think about withdrawing an offer if a candidate can-
not commit within that period.

• Eliminate false red flags by probing. Sometimes red flags
are actually checkered flags—the flag of a winner—
due to simple misunderstanding of facts.

Once a young man, we’ll call him “Ralph,” was coming to
a company for a second round of interviews. The hiring man-
ager was watching as Ralph crossed the parking lot on a cold,
dark winter morning. The manager noticed the candidate
made an abrupt turn and backtracked to a new Porsche 911
parked with the lights on. He saw the young man open the
door and turn off the lights. Ralph then proceeded to
the building for the interview. The hiring manager was
colder in his attitude than he had been before. He recalled
that early on Ralph had spoken of earning his way through
school working nights and weekends. He said, “Ralph, tell
me again about how your parents lacked money to send you
to school and how you had to work hard for everything
you have today.”

“That’s right. Sometimes I actually went without food.
I worked at least forty hours a week throughout the year.”

“We’ll be in touch,” said the manager as he closed the
interview and sent Ralph on his way. “By the way, I like
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your car, had one myself—good German engineering!”
Ralph grinned and said, “Yes, it is reliable!”

Ralph, the supposed fabricator, not a rich kid whose
parents sent him to school or bought him that $70,000 car,
went out to the lot, got in his ten-year-old Volkswagen and
drove off, never getting the job. The good Samaritan who
turned out some rich guy’s Porsche lights did go on to great
things, and the manager who failed to follow up on his con-
cern missed out on an opportunity to hire a good employee.
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EMPLOYERS MAY USE TESTING AS PART of the selection
process. It is often a matter of policy whether or not various
tests are used. Generally speaking, testing is a good idea
because it does correlate with elimination of the wrong
people while emphasizing qualities of better fit hires. Testing
is both a generic and a specific term, taking several forms
that go beyond interviewing to determine a candidate’s fit
for a given position. Here are examples of testing in the trial
sense:

• Any trial run at the position, such as a day on the job
with a hiring manager, is one kind of test. For specific
skilled positions, such as air traffic controller, the idea
of doing the job for a few hours to demonstrate com-
petence would be an appropriate test. One company
hiring a mid-management pressroom supervisor had
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all candidates actually operate the press for a day. Not
only did this demonstrate necessary skill, but it
showed that the candidate was not above the hands-
on work to be supervised, a shared value throughout
that organization.

Some sales managers like to take prospective sales-
people on real calls as observers. “What did you see
going on with the client on that last call? Did you
observe any hidden objections or buying signals?”
Again, this a test of an ability that would be called for
in a particular job. Again, consistency is called for. Any
hurdle created for one candidate should apply to all
peers in the same pool of candidates. One hiring
manager feared (with prejudice) that a rather obese
candidate would not perform well in an outside sales
position. He required a full day working with a cur-
rent rep on a physically demanding schedule. In this
case, the apparently physically challenged person ran
circles around the manager. Justifiably so, that person
was offered the job. But what if this physical trial were
not part of the process for others with similar qualifi-
cations? What if those who appeared fit were not
given the same test? And then the person who did all
the sweating was eliminated? This could be the basis
of a lawsuit. It would have been better simply to ask
about physically demanding activities performed in
the past and make a judgment based on the answers.

• Role playing may suffice as a competence test as well,
especially where skills and talent are less easily
demonstrated in a real context. Retail buyers must
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negotiate with vendors daily, so, for example, a sce-
nario with roles for “buyer” and “vendor” could be
easily devised to demonstrate negotiating talent. Role
plays can show a person in action. If someone applies
for an entry-level sales job, he or she may have no sales
or negotiating experience. If you want to test sales apti-
tude, you may have candidates role play selling a
product to you. Do they ask questions to determine
need? Do they match benefits to needs? Do they close?
For the most part, entry-level people who can do that
much probably do have sales savvy despite lack of
experience.

• Remember the advantages of behavioral and experience-
based interviewing, and avoid hypothetical testing as well.
Sure, a role play can be made up, but it should be a
composite of realistic situations. So don’t just ask,
“What would you do?” or “Imagine this hypothetical
situation.” Instead say, “Based on your experience,
take this case and suggest a solution.” Follow up with,
“Does that situation seem familiar from your own
experience? Tell me about that problem and how you
solved it.”

• An in-basket problem, where a sheaf of typical memos
and reports is given to a candidate for a management
position to analyze and prioritize, constitutes another
type of trial or test. “Given this information, what
would you do first and why?” Design the trial project
to be as real as possible. A prospective marketing man-
ager might be given an in-basket budget problem—all
the variables of spending options, product description,
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market research data, and so on—in a folder with the
assignment: “Take a look at this material, think about
it, and tell me your budget allocation. You’ll have two
hours to review the material and write a brief para-
graph on your recommendations.” If this activity
resembles the job that person would be asked to do, it
could be a useful tool in evaluating the candidate. But
if the task does not really resemble actual tasks for the
job, it may just be a waste of everyone’s time.

• As with structured interviewing, when conducting
trials or competence tests, role plays, or pre-hire tasks,
the key is to be consistent. If you require one candidate
in the pool to do any of the assignments, require all to
do the same or a very similar task.

Next we’ll look at formal testing—the commercially avail-
able psychological, aptitude, or intelligence tests used to
measure and compare individuals. Hiring managers who
don’t use pre-employment testing in their hiring processes
cite a number of reasons for their decisions. The most com-
mon objections we hear are based on myth instead of reality.
These include (1) a candidate might sue us, (2) it is too expen-
sive, (3) it is too time-consuming, and (4) testing doesn’t
really work. Here are some points about formal tests and
testing services:

• Integrating pre-employment testing into your hiring pro-
cess can increase retention and productivity, as well as
decrease the likelihood of employment practices law-
suits. The important thing is to be consistent. Treat
each pool of candidates as similarly as you can, and
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there will be no problem with lawsuits based on dis-
crimination. If everyone in the pool is tested, no one
can say he or she was singled out for testing.

• Most tests are available for less than $500. If you can
batch purchase or subscribe to a certain periodic
usage, you can probably receive even better pricing.

• SelecSysTM and Caliper are both well-established testing
programs that address the last two points very well.
Tests can be administered and scored electronically in
less than a hour. As far as reliability is concerned, ask
the managers who use these devices—they will tell you
that there is a high degree of correlation between certain
scores and profile patterns and future performance in
certain occupations. The reliability of these tests is their
main selling point. The main proof is that companies
continue to buy them.

• Several personality tests are available that profile people
best fit for certain careers. While none of these tests is
infallible, aptitude tests can shed light on some aspects
of personality. For example, most of the commercial
tests can reveal traits such as impatience. In some
positions—for example, customer service—that may
be a negative attribute, but it might be perceived as a
strength in production line management.

• Never use a test as the sole indicator or predictor of fit for a
particular position. Even if it can be demonstrated that
the better tests turn up potential weaknesses and
strengths, it is best to follow up with interviewing
questions that probe deeper into those traits.
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• Both SelecSysTM and Wonderlic® are popular tests for
management and sales positions. Bigby Havis &
Associates, Inc., and Bartell & Bartell Ltd. are two
major consulting firms that offer on-line testing for
executive level positions.

• Make sure that the test has some reputation for validity and
reliability (the above mentioned ones do). The best “test
of the test” for your given circumstances is the extent to
which successful people in your organization achieve
the results the test says are indicators of success in their
particular fields. If you are instituting a new test, take
it yourself and give it to your colleagues. The results
can be informative, or at least entertaining!

• Be sure to understand what the results of testing say. All
of the standard, commercially available tests have a
good deal of interpretive material and guidelines. In
larger companies, an HR department may handle both
the administration and interpretation of tests. Make
sure that someone is responsible for providing the
summary of what the test means.

If tests and trials are not used consistently, defects will
be introduced into the hiring process. For example, one com-
pany had two candidates from other industries. After talking
about the differences in the work environment, they assigned
a project that would give a candidate the experience of a
typical day on the job. Because another candidate in the same
pool had no time for this project, the assignment was waived
for that candidate. The first candidate did not have great suc-
cess with the trial day, but at least did something. The second
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candidate actually looked better overall for having done
nothing with a trial day project and was eventually hired.
Not only was this unfair to the first candidate, but the com-
pany also created a defect in its process by not insisting that
the second candidate perform the same task. The company
took an unnecessary chance in finding out more about the fit
of the candidate after the person was on the payroll.
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REFERENCE CHECKING is used to verify truly qualified final-
ists for a position. Failure to check references can be a huge
defect in the hiring process. There have been cases of people
who did not exist getting jobs! One seemingly perfect candi-
date claimed honors graduation from a first-class college as
well as a fantastic award-winning sales record and listed
some well-known local businesspeople as references. He was
actually a fugitive from a felony conviction whose entire
resume, name and all, was fabricated. References were not
verified, and the crook was hired and promptly disappeared
with the company car.

The main points in the reference checking process are
these:

• Clear the process with the candidate and use a list provided
by him or her. While permission is tacitly granted by
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listing names of references, getting a candidate to sign
off on a list of people who will actually be contacted is a
good idea. Any hesitancy on the candidate’s part to pro-
vide a list of references or reluctance to permit a
reference check should be a cause for concern.

• The reference list should primarily contain business associ-
ates, former supervisors, and customers. Everybody has a
friend, preacher, or neighbor who will say something
nice, but business contacts matter the most. Sometimes
companies are reluctant to make calls to check refer-
ences; after all, the contacts may be their competitors
and customers. This is an area where using a profes-
sional recruiter provides a great advantage. Whether
it is psychological or just one degree of separation, a
recruiter who is working with an individual known to
the reference contact has a better chance of finding out
detailed information. This is not to say that you can’t
get a good reference; it’s just more difficult and less
likely to contain depth of information. That’s OK if all
you really need is verification of employment.

• Your approach to reference checking should be as thor-
ough as your approach to a telephone screening interview
with a candidate. You may not be able to get at all the
information you want, but try. (An excellent form to
use for this purpose is found in Appendix B.)

• Use reference checking to find out more about the candidate
as a person—not just the facts, but also the opinions
others hold about that person as an employee and
associate. “Tell me what management style would you
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say he (or she) used in supervising employees? Closer
to hands-on micromanagement or was she (or he)
more of a strategic manager, less involved in the day-
to-day?” These are leading questions used to draw the
person out and get more information than the bare
facts.

• Many former employers are reluctant (or forbidden by pol-
icy) to say very much about a former employee beyond ver-
ifying dates of employment. However, anyone listed
as a reference by a candidate was, presumably, alerted
by him or her to provide information to a hiring
authority. It is a red flag if a person listed as a reference
refuses to discuss the candidate’s qualifications.

• Many people will put names on a reference list with the
thought that references are often not checked—and, unfor-
tunately, they are right. Many, if not most, companies
do little, if any, reference checking. One applicant
claimed to have been “Rep of the Year” with a certain
firm in Michigan. He listed his former boss as a refer-
ence. That person was called for a verification of per-
formance and said, “Who? Oh, yeah, he was here a
while. Rep of the Year? No. He definitely wasn’t Rep
of the Year. He quit just before being fired for non-
performance.” Needless to say, that candidate was not
hired.

• Thorough reference checking can give you great insight on
the performance of the candidate. By asking penetrating
questions, you can even determine management issues
that may predict the person’s future success in the
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position. For example, you may want an individual to
be very independent, a self-starter, or work with mini-
mal supervision. Ask questions that bring this out.
Or perhaps you have a team environment. Ask, “How
do you think Mary would work out on a management
team?” One reference may say, “Gee, she is kind of a
maverick—that’s what I liked about her!” Would you
have the same opinion if you were depending on Mary
to work with others to carry out your policy? That is
something to think about. Carry this thought into the
next reference check. If you have a doubt, you may
have a red flag situation, or the issue could be com-
pletely cleared up: “Well, I wouldn’t say she was a
‘maverick’—she was the one who generally saw things
a little bit differently. She challenged the team she was
on to consider alternatives. I guess that’s why her team
came in over goal and under budget!”

• Since conducting the reference interview takes more
time than mere fact checking, be sure to say up-front
that you may need twenty minutes to half an hour and set
an appointment for a later call if necessary.

Reference checking is one of the hiring activities the hiring
manager must either do or delegate to a reliable recruiter or
to the HR department. Beyond the basics of verifying facts
such as dates of employment, it is a good idea to gain as much
insight as you can by asking good questions of the person
providing the reference.
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IT IS A VERY GOOD PRACTICE to involve others in the hiring
process, even if you are the top person in the company
hiring your Number Two. Obtaining more opinions reduces
hiring errors, as long as the process is under control and input
is sought for specific purposes. Advice from a small, diverse
group is more important in the decision process than a vote for
or against a candidate. Keep the following in mind:

• Ask for feedback from all persons who talked to the
candidates—even the receptionist, who might have
observed the candidate waiting and may have some
interesting insights. Some of the best reality checks in
the process are the discussions you have with your
colleagues. You should regard any disagreements
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about a candidate’s qualifications or fit as potential
red flags about that person.

• Others in the company will have different points of view.
The other perspectives may uncover problems or dis-
cover strengths in the candidate that you overlooked.
For example, one candidate was thought “too mild-
mannered for the dynamics of marketing” by the hir-
ing manager. Another interviewer uncovered that he
actually had been a drill sergeant in the U.S. Marines.
After learning that, the hiring manager had an impres-
sion of “quiet strength” and certainly had no thoughts
of that candidate not being assertive enough.

• Consider the politics of your committee. What power and
position issues are at work in a given committee chosen
to accomplish a given purpose. The truth is that human
resource department personnel do not have the same
stake as those directly involved in generating profits.
This is not a slam on HR—these departments handle
many of the company’s issues, benefits, and training—
but, again, they are not the managers directly charged
with either making or saving the company money. A
marketing manager on the committee to select a
manager in product development may have input on
the communication skills of a candidate with an engi-
neering background. That candidate’s engineering
skills may be more important, however, so marketing’s
vote may not weigh as heavily in the decision. Certainly,
if it were uncovered that a strong production engineer
candidate did possess good communication skills, that
candidate’s chances should be excellent for being hired.
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• Some fear that “hiring by committee” is not a good idea, as
committees tend toward conservative inaction that
drags the process out ad infinitum. This happens
when the hiring committee is set up in the wrong way.
Instead of selecting the committee for negative (or
positive) feedback, select members for narrowly defined
purposes. For example, from two to five other people
are invited to the committee to cover specific aspects of
the opportunity by functional areas: One person may
concentrate on management crises faced by the candi-
date; another, perhaps a future peer, would deal with
teamwork experience; and so on. Without instruction
or defined guidelines, a committee tends to be more
like an inquisition, looking for any sign of heresy to
eliminate the candidate from consideration.

Another way to set up a committee is vertically,
with members drawn from future peers, reports, and
another manager at the same level as the hiring man-
ager. Thus you gain insight into how a person relates
to people he or she may report to, people who will
report to him or her, and equals he or she may work
with daily.

• Any disagreement as to the fit of the person for the job
should be regarded as a red flag. Of course, reasonable
people do disagree, but misgivings should be aired
and resolved before going further. Once a candidate
stated on a resume and in the course of her interviews
that she had had a “sales training course at Columbia
University in New York City.” This claim surprised
the hiring manager who, familiar with the prestigious
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institution, doubted that Columbia offered such a
course. It turned out she had been sent to a building
owned by Columbia University but rented to her
former employer, and there she had taken a training
seminar. Technically speaking, she wasn’t lying—just
puffing something up. One manager discussed the
incident with another. They disagreed over the impor-
tance of this little issue: One thought it showed
“creativity”; the other saw it as a lie. She was hired,
and guess what? She frequently lied about sales
prospects, the number of contacts, and her where-
abouts for whole days at a time. This eventually led to
a nasty termination and the loss of many sales
opportunities.

• Do not grant a veto unless it is the CEO with that power.
While it is important to recognize differences of opin-
ion, the hiring manager should not lean so far to
accommodate others in the decision process that the
effect of disagreement is a veto. One person giving
feedback on an interview was alarmed that a candi-
date had asked what type shoes she should wear. The
candidate came from a company that required women
to wear heels. The hiring company not only had
no such policy, but the interviewer did not know why
such a question would be asked and thought that the
subject of footwear was trivial. The conclusion of that
particular committee member was that the candidate
had no substantive questions other than what sort of
shoes to wear. She recommended not hiring that can-
didate. The hiring authority did not probe further,
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took the recommendation as a veto, and might have
made a bad decision as a result. The point is, take a
disagreement as a red flag and resolve that issue. If
a misunderstanding or factual misinformation is at the
root of the disagreement, make sure the person raising
the issue understands that. If the person’s point is
valid, then reconsider whether you want to hire the
candidate.

• Make sure other hiring managers read this book or at least
understand the principles and practices of Zero Defect
Hiring. It makes little sense to follow the best practices
outlined here if others involved in the hiring process
do not know or understand them.

Using committee input in the decision-making process
can improve chances of making a good hiring decision.
However, the hiring manager must ultimately make the deci-
sion. Most companies include hiring authority among key
accountabilities of their mid-level managers. A committee
can help with the decision, but it comes down to you.
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EVEN THOUGH HIRING to a deadline is not a good practice,
hiring with an open-ended schedule is dangerous as well.
For one thing, excellent candidates do not keep forever.
Remember, you are in competition for talent. A hiring
decision should be at least on the same plane of urgency as
your major contracts, perhaps of higher importance than any
one of them. Here are some thoughts on the subject of
urgency:

• Sometimes, when the general economy is in a down-
turn, it can seem to a company or hiring manager
that there are unlimited human resources to draw
from. The problem is that this thinking lulls you into a
false sense of security. You believe there is a veritable

Chapter 16

Act with a Sense of Urgency

91

dint_ch16.qxd  3/5/03  10:03 AM  Page 91



horde of outstanding people laid off and on the job
market that you can draw on at a moment’s notice. The
reality is that there are very low percentages of unemployed
people in the United States and most other first-world
economies. According to MRI, the world’s largest exec-
utive staffing firm, unemployment has been under
5 percent for the universe of middle-income working
people in most industrialized countries. In manage-
ment positions the unemployment rate rarely exceeds
1 percent.

• The fact is, the best candidates for any job are always rare.
Most of these people are not even active candidates
to change jobs. The passive candidate is content
where he or she is until becoming actively interested
in a new opportunity. Recruiting means going after
the best candidates no matter where they may be—
employed, unemployed, or just starting out from
college.

• Time kills all deals. Given enough time, anything can
(and will) go wrong. The very act of delaying a pro-
cess can present an image of your company as overly
bureaucratic, too conservative, and unable to make
decisions. It can make the hiring authority look weak
or indecisive.

• Deal-killing alternatives for a candidate, such as counter-
offers, can emerge. This is more likely to happen with an
extended hiring process. Closing while the iron is hot
is just as true in hiring as it is in selling a product or
service.
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• It is very important to keep communicating with the can-
didate throughout the hiring process. Continually seek
out and respond to even small objections or questions
that may arise. Some candidates are reluctant to raise
concerns because they fear rejection if they press for
something like a relocation allowance. The company
may have a great package that wasn’t been revealed
to the candidate; it is better to communicate on any
matter before making an offer.

• The opportunity costs of delaying a hiring decision are
great. Companies, unfortunately, rarely assess the hid-
den costs associated with lost revenue due to open
positions. More costs are attributed to length of time
spent by hiring managers on the hiring process—a
great investment of time and money that takes away
from the other functions of the person’s job. One com-
pany actually thought it was wise to “save” on the
position salary for a couple of months. This amounted
to about $24,000 in salary and benefits. Meanwhile, by
its own accounting, $160,000 was lost in a revenue
stream from that position. By this one measure alone,
the opportunity cost was $136,000!

• Companies sometimes bury or ignore the opportunity cost
issue by delegating the work of the open position to
other people, usually peer-level employees and man-
agers. If extended long enough, the number of open
positions grows as resentful or overworked employees
leave. Now there is collateral damage to deal with,
adding to the cost impact of delay.
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• The best practice is to have a short, reasonable time frame in
which to hire. If you find a person qualified for the posi-
tion who meets your needs, hire him or her! If you
don’t make the deadline, fine. Don’t accept an “also
ran” just to make the deadline, but remember the con-
siderations discussed here—and continue the urgent
pursuit of the right-fit hire.
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SOME GREAT RECRUITING AND HIRING EFFORT is for
naught because the deal falls apart when the offer is made. You
must get the compensation and benefit issues out on the table
before making an offer. Here are some key considerations:

• Negotiate the acceptable terms before making the actual offer.
It is always a good idea to float the terms of salary,
bonus potential, and benefits before setting the terms
down in a final offer and hire letter. This discussion
may come as early as the first interview. In many cases,
the salary range is part of the initial posting, as is an
outline of the benefits program. “Mary, before we go
further with our discussion, I want to make sure we are
on the same page as far as the compensation package
goes.” You can ask what her expectations are. Most
people are looking for the high end of the salary range

Chapter 17

Negotiate Terms
and Make an Offer
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if they know what that is. A responsible manager has
to keep not only to budget, but also to fair pay, compa-
rable to that paid to others in the same position, adjust-
ed for experience. One hopes that you and Mary will
not be far apart. While anything is negotiable, there
usually are firm guidelines from the company side,
and every individual has minimum acceptable pay
standards as well. It pays to find out what those are
before making a final offer and finding out that some-
one cannot live with it.

• A good rule of thumb is to expect to offer a compensation
package that is 10 to 15 percent above the person’s last job.
Continuing surveys within major recruiting firms
show that this is the norm. Twenty years ago, when the
United States was in a period of double-digit inflation,
the typical increase expected and given was closer to
20 percent. For the past several years low inflation has
driven down the increase percentage given by most
companies. Unfortunately for companies, the expecta-
tion of the 20 percent increase remains with many can-
didates seeking a job change. Because people normally
expect a job change to be a promotion or upward career
move, naturally they expect better compensation.
Typically, the hiring manager (or outside recruiter) can
start with the company standard pay range. Simply
say, “Given your experience, does $62,000 sound about
right as base salary?” If the candidate agrees, you are
just about done. If not, say, “What were you expecting?
$62,000 is at the senior level with our company. In look-
ing at your past compensation, I see that $62,000 is
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about a 12 percent increase. I might be able to get a little
more; if not, what is the minimum you will accept?” If
the person says, “I want $65,000,” you say: “So if I can
only get you $63,000, will you reject our offer?” In this
way, you establish the true “walk-away” minimum
acceptable offer.

• Don’t forget “total compensation” issues, including bene-
fits. Once a very high-level deal fell through when the
candidate balked at a Cadillac as a company car. He
wanted a Mercedes. The company agreed (after much
discussion). Then the candidate was unhappy that it
wasn’t a top-of-the line Mercedes. The offer was com-
pletely withdrawn at that point, even though less than
$100 per month separated the parties on the cost of the
lease. In this case, it might have been better to have
laid out all of the compensation package early on, with
set-asides for car allowance without specifying make
and model.

• Many individuals want 20 to 30 percent more largely
because they have heard about someone at the new
company who made that. This is not surprising, since,
of all things that people lie about in resumes and in conver-
sation about themselves, pay is the most commonly exag-
gerated. People tend to roll all compensation into the
pay line as if it were salary. They may hope no one
probes for a breakdown. Another interesting take is to
determine the candidate’s average income for several
years. There could be a recent bonus for an extraordi-
nary performance that was far above the norm and he
or she is including that in the base. No new company
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should be paying the bonus of an old company, but
that’s what happens when a salary is paid that
matches income that included a big bonus.

• A professional recruiter can negotiate very well as a middle-
man. Many companies choose to use the good offices
of the recruiter because a third party carries no bag-
gage and can clearly articulate the positions of both
the candidate and the company. As matchmakers, it
is the recruiter’s job to bring parties together. Once a
trusted relationship is established with a recruiter, it is
often the recruiter who takes the company’s position
and terms to the candidate and either floats or makes
the final offer.

• Once you are at the point of decision, make the offer. The
best people will not tolerate much waiting. Sometimes
companies are so driven by their own timetables they
fail to understand that the best-qualified people do not
have to wait, as they are already pursuing their deci-
sion to go for better opportunities in a new career. Too
many times a company will institute a hiring freeze or
want to wait for a new fiscal period before hiring, even
when the clear choice hire is right in front of them. Lost
opportunity is one of the greatest opportunity costs!

These issues can be avoided by planning, but if a
delay is unavoidable due to budget and policy con-
siderations, make sure the candidate knows and
understands why decisions are on hold or delayed. A
reasonable explanation can buy some time. You should
also make sure the candidate is willing to wait. Simply
ask about the candidate’s attitude toward waiting.
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• Negotiate the start date. As obvious as this may seem to
a hiring manager, there are often misunderstandings
about the start date. Sometimes the former employer
will expect two weeks’ notice. This is not often the
case where the new employer is a direct competitor of
the old one. However, this is an example of where
misunderstandings can arise.

• Another issue that often comes up is vacation timing. A
good many people like to take some time off between
jobs. Sometimes this is a good thing: The new hire
begins the new job fresh. On the other hand, some
hiring managers are put off by any discussion about
vacations when they are trying to get someone to work.
Anticipating a negative reaction, candidates are natu-
rally reluctant to bring this issue up early in the inter-
viewing process. The point here is to put these issues
out on the table as you discuss terms of hire, benefits,
and start date.

• Health insurance is a very big issue these days. If you are
hiring for a big corporation, you probably offer the full
menu of benefits, including a great health insurance
package. It is a different story with a smaller company.
You may have to offer supplemental insurance, an
employee-paid plan, or perhaps a bit more pay to off-
set a new hire’s lack of insurance. One employer found
it a lot easier and less expensive for the company and
the employee to go for individual rather than group
health insurance plans.

• Minimize differences in compensation by breaking them
down into smaller units of costs or income. Let’s say
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$2,000 of annual salary offered, or as much as needed to
offset insurance costs, was all that separated your com-
pany from the acceptance of the prospective hire.
Divide that amount into weekly or daily amounts: “So
you are saying that if you had $8.00 more a day you
would accept, but you wouldn’t otherwise? After taxes,
that’s only about $5.00, right? We are talking about less
than 2 percent, and we’re offering a 12 percent increase
from your former job.”

• Don’t forget other benefits that might make a difference.
One recent hire was almost lost because the candidate
misunderstood the company car policy. This benefit
was so understated by the hiring manager that the
candidate, a recent college graduate, didn’t realize
that he actually could keep and drive a car daily, even
on personal business. The American Automobile
Association rates the average costs of owning and
operating an average car at more than $7,500 a year.
Another person could be impressed by a free parking
benefit, especially if she is accustomed to paying $25
per day!

• Creativity can close gaps. Most companies, especially big
ones, have salary and compensation guidelines.
Fairness dictates that anyone doing similar work with
similar experience should be paid at about the same
rate. While it is good to have a salary matrix or standard
scale, it can make it difficult to hire in a competitive
marketplace. Hiring someone from a direct competitor
for a lateral move to your organization is really tough
since the hire will expect a fairly substantial increase.
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One way around this is to be creative with exceptions to
the standard, such as offering a hiring bonus, to com-
pensate for a perceived shortfall in the salary offer. This
kind of pay also bridges the hire to an earned bonus
payout period. Finally, by being outside the matrix, a
hiring bonus does not affect salary guidelines.

Zero defect hiring means managing the whole process
from inception to conclusion. It means doing a better job on all
phases, beginning with planning, moving through the inter-
view stage, and ultimately succeeding with acceptance of an
offer. It means that the company brings in a productive
employee with the highest prospects of success and that
the newly hired employee sees a bright future ahead in a
challenging and rewarding career.
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THIS APPENDIX CONTAINS COMPOSITE RESUMES from
two fictional people with similar backgrounds and experi-
ence. One of the resumes, O’Day’s, is superior to the other for
the following reasons:

• O’Day has an “objective” statement that sets the tone.

• Knight leaves out the area code for his phone number.
Careless with detail?

• O’Day is consistent with detail in responsibilities
and accomplishments. He lists specific accomplish-
ments, all of which are impressive. This gives the
hiring manager a very clear set of facts to check with
references. Knight’s contains trivia and technical
jargon, which may or may not be relevant to a posi-
tion for which he is applying. Nearly everyone in a

Appendix A
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mid-management position has been on a committee,
so why list that if it is not special? On the other hand,
if that particular committee was pivotal in the success
of the company, then the resume needs to say so.

• O’Day’s experience is delineated month-by-month.
His overlapping work dates with obtaining a master’s
degree could be a positive point on capacity for work.
What about Knight’s rounded-off years and the poten-
tial gap in employment from 1996 to 1997? Looks like
he stopped working for one company sometime in
1996 and began sometime in 1997 with the other. This
may or may not be an issue. If he were hired by ZTech
on December 15, 1996, with a January 1, 1997, start
date, no problem.

• Knight gives no date for college graduation. Although
a hiring manager cannot ask for a high school gradua-
tion date under guidelines against age discrimination,
one can ask for proof of graduation from college if that
is a prerequisite for all candidates in the pool. Usually
when people do not divulge a graduation date, they
are masking a gap between graduation and their
first job.

It is possible that Knight is just as good a candidate as
O’Day—just a much worse resume writer! In any case, a
take-home lesson here is that the resume is only a starting
point. Certainly O’Day looks stronger, but an interview
would reinforce O’Day’s qualities, definitely remove Knight
as a contender, or, possibly, show Knight as the better person
for the job.
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PHILIP R. O’DAY
1828 Lake Avenue
Columbus, OH 32812 (513) 848–1492 Phillybob@earthlink.net

Objective
A dynamic, creative, highly successful technical sales and marketing execu-
tive with seven years experience in operations, P&L, sales management, and
personal selling looking for appropriate mid-management opportunity
with a well-established company with ambitious goals and the corporate
confidence to achieve them.

Operations VP, ZTech, Inc., August 1997 to present, San Jose, CA, and
Columbus, OH
Responsibilities

• $27.3M in sales for hardware, software, and service contracts
• Managed domestic and international sales teams
• Supervised a sales team of technical sales engineers and support

personnel
• Prepared and executed business, sales, marketing, and product

development plans for entire company
• Managed budget of $2.6M

Accomplishments
• Increased sales 602 percent from $3.9M (1997) to $27.3M (2001)
• Integrated international sales and marketing operations into

domestic operations, saving redundant costs of $650,000
• New software sales at 32 percent over base of $5.6M.
• Created and sold service contracts from $0 base to $1.6M
• Promoted from Sales Manager to Operations VP in January 2000

Senior Sales Engineer, June 1994 to July 1997 Kryptonix, Inc.,
Thousand Oaks, CA
Responsibilities

• Sold leading vector convergence product to aerospace industrial
customers

• Acquired patents from Cal Tech and Jet Propulsion Laboratory
• Managed national accounts, including Boeing and Lockheed
• Developed pro forma P&L spreadsheets, analyzed current product

for profitability
• Performed due diligence on product Kryptonix was considering

acquiring
Accomplishments

• Acquired patents with projected revenue in excess of $53M
(1995/97)

• Awarded “SE of the Year” with cash $50,000 and trip to Bali
• Created and launched customer database tracking program

Education
B.S. cum laude (Iowa State University) Electrical Engineering 1993,
minor in Speech Communications
M.S. with honors (Stanford University) Computational Science, 1995
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William Q. Knight
1828 Lake Avenue
Columbus, OH 32812 848–1492 BillyQ@earthlink.net

Operations VP, ZTech, Inc., 1997 to present San Jose, CA,
and Columbus, OH

Responsibilities
• Over $27M in sales for hardware, software, and service

contracts
• Managed domestic and international sales teams
• Conducted weekly staff meetings
• Traveled 100 percent as needed
• Liaison for international and domestic CEOs
• Served as co-chair of minority recruitment committee
• Supervised various teams of engineers and support personnel
• Prepared and executed business, sales, marketing, and product

development plans for entire company
• Managed budget of approximately $3M

Accomplishments
• Substantially increased sales
• Saved substantial money with integration of domestic and

international services
• Increased software sales to nearly $6M

Senior Sales Engineer, 1995-1996, Kryptonix, Inc.,
Thousand Oaks, CA

Responsibilities
• Sold leading vector convergence product to aerospace industrial

customers
• Acquired patents from leading research centers
• Led the Seismographic Interpreter team
• Managed national accounts
• Traveled ten-state region
• Attended trade shows
• Ran field tests on Boron Substrate Analyzer
• Filed DOE and EPA reports
• Developed spreadsheets, analyzed current product performance
• Performed due diligence on product Kryptonix was considering

acquiring

Education
B.S. cum laude Iowa State University
M.S. Stanford University
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Reference Check Sheet
Candidate’s Date:
Name:

Name of Telephone #:
Company:

Person Title:
Contacted:

, this is and I’m a search consultant with MRI
Consultants. has asked us to assist him/her in finding
a new career opportunity. It is our policy to check references
for all people who register with us, and I’d like to verify some
of the information that he/she has given me. Let me assure

Appendix B

Sample Reference Check Sheet
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you that has signed a consent statement, allowing us to
check his/her references and/or credit.

1. He/she lists his/her dates of employment with you
from: Mo. Yr. to Mo. Yr. . 
Is that correct? Yes No

2. What were his/her primary responsibilities?
According to my information, he/she was also
involved in [describe]. Would you say that accurately
summarizes his/her responsibilities? Yes No
Comments:

3. said his/her starting salary was $ and
that when he/she left, he/she was earning $ .
Is that correct? Yes No
Comments (salary, bonuses, commissions):

4. How would you compare his/her results with others
in similar functions? Were they:

Excellent Average Below Average Poor

5. Would you consider him/her to be:

An industrious, hard worker A person who did
just enough to get by A below average worker

108 Sample Reference Check Sheet

dint_appB.qxd  3/5/03  10:05 AM  Page 108



6. Would you say his/her interpersonal relations with
others on the job were:

Excellent Average Below Average Poor

7. (When applicable) How many people did he/she
supervise directly? Indirectly? 

Would you say he/she was a good supervisor?
poor supervisor?

8. (When applicable) What responsibilities did
have in management decisions and policy formation?

9. said he/she left your organization because
[give reason]. Does that agree with your recollection of
the matter? Yes No

10. Would you say that his/her attendance on the job was

Excellent Average Below Average Poor

11. What would you say are ‘s strong points or
assets?

12. What area or areas did you see him/her improve
while working there?
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13. If you had an opening, would you re-employ ?
Yes No If not, why not?

14. Is there anything else you’d like to tell me that might
help in forming an accurate description of ’s
background and experience?

Thank the person for the information given and ask, “Do
you have any critical staffing needs right now?” Or “Do you
know of anyone who is interested in a career move?” Tell the
person about MRI and how you work as a search consultant.

Summary: Good references Some reservations
Definitely open to question

Comments:
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Chapter 1: Before You Start Hiring, Have a Plan

Adams Streetwise Hiring Top Performers: 600 Ready-to-Ask Interview
Questions and Everything Else You Need to Hire Right by Bob Adams
and Peter Veruki (Adams Media Corporation, 1997).

The Agile Manager’s Guide to Hiring Excellence (The Agile Manager Series)
by Hardy Caldwell and John Hook (Velocity Publications, 1998).

Don’t Hire Anyone Without Me! A Revolutionary Approach to Interviewing &
Hiring the Best by Carol Quinn (Career Press, 2001).

The Fast Forward MBA in Hiring: Finding and Keeping the Best People by
Max Messmer (John Wiley & Sons, 1998).

Finding, Hiring, and Keeping Peak Performers: Every Manager’s Guide by
Harry Chambers (Perseus Books, 2001).

Hire with Your Head: Using POWER Hiring to Build Great Teams (2nd ed.),
by Lou Adler (John Wiley & Sons, 2002).

Hiring Excellence: Six Steps to Making Good People Decisions by Pat
MacMillan (Navpress, 1992).

The Hiring Handbook by William Quirk (Panel Publications, 1994).

Hiring Right: A Practical Guide by Susan Herman (Sage Publications, 1994).

FURTHER READING ON RECRUITING AND HIRING
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Hiring Smart: Beyond Just Hiring—Here Are Creative Ways to Build Your
Team by Thomas Winninger (Prima Publishing, 1996).

Hiring Winners: Profile, Interview, Evaluate: A Three-Step Formula for Success
by Richard Pinsker (The Saratoga Flier, Inc., 2001).

Impact Hiring by Frederick Ball and Barbara Ball (Prentice Hall, 2000).

Smart Hiring for Small Companies by Robert Wendover (Kendall/Hunt,
1988).

Topgrading: How Leading Companies Win by Hiring, Coaching and Keeping the
Best People by Bradford Smart (Prentice Hall, 1999).

101 Hiring Mistakes Employers Make . . . and How to Avoid Them by Richard
Fein (Impact Publications, 2000).

Chapter 2: Paint a Picture of the Perfect Hire

Critical Path Hiring: How to Employ Top-Flight Managers by Philip Matheny
(Lexington Books, 1986).

45 Effective Ways for Hiring Smart! How to Predict Winners and Losers in the
Incredibly Expensive People-Reading Game by Pierre Mornell and
Regain Dunnick (Ten Speed Press, 1998).

Hiring Excellence: Six Steps to Making Good People Decisions by Pat
MacMillan (Navpress, 1992).

Hiring Great People by Kevin Klinvex, Matthew Connell, and Christopher
Klinvex (McGraw-Hill, 1998).

Hiring the Best by Ann McGill (McGraw-Hill, 1993).

Hiring Winners: Profile, Interview, Evaluate: A Three-Step Formula for Success
by Richard Pinsker (The Saratoga Flier, Inc., 2001).

A Small Business Guide to Employee Selection: Finding, Interviewing, and
Hiring the Right People (Self-Counsel Series) by Lin Grensing-Pophal
(Self Counsel Press, 1991).

Chapter 3: Write a Motivating Ad

Recruiting for Success: Hiring and Keeping the Right Management Talent by
American Productivity & Quality Center (American Productivity &
Quality Center, 1998).

Smart Hiring: The Complete Guide to Finding and Hiring the Best Employees
by Robert Wendover (Sourcebooks, 1998).
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Chapter 4: Read, but Don’t Rely on, Resumes

The Costs of Bad Hiring Decisions & How to Avoid Them by Carol Hacker
(CRC Press—St. Lucie Press, 1998).

Hiring: More Than a Gut Feeling (Build Your Business Series) by Richard
Deems (Career Press, 1995).

Hiring Smart: How to Conduct Background Checks (HR Executive Special
Reports) by Philip Dickinson (M. Lee Smith Publishers LLC, 1997).

Pre-Employment Inquiries: Avoiding Pitfalls in the Hiring Process by Janet Little
Horton and Victoria Corcoran (Education Law Association, 1985).

Chapter 5: Always Create a Pool of Candidates

The Difficult Hire by Dennis Doverspike and Rhonda Tuel (Impact
Publications, 2000).

The Fast Forward MBA in Hiring: Finding and Keeping the Best People by
Max Messmer (John Wiley & Sons, 1998).

A Small Business Guide to Employee Selection: Finding, Interviewing, and
Hiring the Right People (Self-Counsel Series) by Lin Grensing-Pophal
(Self Counsel Press, 1991).

Chapter 6: Use Recruiters to Raise the Quality

of the Hiring Process

Now Hiring: An Employer’s Guide to Recruiting in a Tight Labor Market (A
BNA Special Report) by Linda Fernandez (Ed.) (Bureau of National
Affairs Plus, 1989).

Recruiting for Success: Hiring and Keeping the Right Management Talent by
American Productivity & Quality Center (American Productivity &
Quality Center, 1998).

Chapter 7: Differentiate Talent and Ability from Skill

and Experience

Build a Better Staff: Hiring, Evaluating and Firing Staff Members by Darla
Struck and Jeff Stratton (Eds.) (Aspen Publishers, Inc., 1998).

Hiring: More Than a Gut Feeling (Build Your Business series) by Richard
Deems (Career Press, 1995).
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Hiring the Right Person for the Right Job by Cecilia Dobrish, Rick Wolf, and
Brian Zevnick (Franklin Watts, Incorporated, 1984).

Hiring Top Performers—350 Great Interview Questions for People Who Need
People by Carol Hacker (Carol A. Hacker & Associates, 1997).

How to Hire the Right Person: A Practical and Step-by-Step Approach to the
Crucial Hiring Process by Bonnie Russell (Simon & Schuster Australia,
1999).

101 Hiring Mistakes Employers Make . . . and How to Avoid Them by Richard
Fein (Impact Publications, 2000).

Chapter 8: Interview on Behavior and Experiences, Not

on Hypotheses

Adams Streetwise Hiring Top Performers: 600 Ready-to-Ask Interview
Questions and Everything Else You Need to Hire Right by Bob Adams
and Peter Veruki (Adams Media Corporation, 1997).

High Impact Hiring: How to Interview and Select Outstanding Employees by
Del Still (Management Development Systems LLC, 2001).

Hiring the Best: A Manager’s Guide to Effective Interviewing by Martin John
Yate (Adams Media Corporation, 1988).

Hiring Top Performers—350 Great Interview Questions for People Who Need
People by Carol Hacker (Carol A. Hacker & Associates, 1997).

Hiring Winners: Profile, Interview, Evaluate: A Three-Step Formula for Success
by Richard Pinsker (The Saratoga Flier, Inc., 2001).

Interviewing and Selecting High Performers: A Practical Guide to Effective Hiring
(Management Skills Series) by Larry Smalley (Jossey-Bass, 1997).

The Manager’s Book of Questions: 751 Great Interview Questions for Hiring the
Best Person by John Kador (McGraw-Hill, 1997).

Picking Winners: A Total Hiring System for Spotting Exceptional Performers
and Getting Them on Board (Pathways, 3) by Steven Kneeland (How to
Books Ltd., 2000).

The Small Business Guide to Hiring Good People: Selection Interviewing by
Barbara Schoenberger and Lynn Baber (Eds.) (Schoenberger &
Associates, 1987).

The Smart Interviewer by Bradford Smart (John Wiley & Sons, 1990).

Successful Hiring: A Practical Guide to Interviewing & Selecting Employees by
Inland Management Services (Inland Management Services, 1997).
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Chapter 9: Conduct a Structured Interview

Hiring the Best: A Manager’s Guide to Effective Interviewing by Martin John
Yate (Adams Media Corporation, 1988).
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Ads/advertising: Internet, 4,

13–14; paid/discounted by
recruiters, 31; placing, 4;
requirements of effective,
14–16; writing motivating,
13–17

Ads/advertising characteristics:
calling potential applicants
to action, 14–15; including
Equal Employment
Opportunity statement,
16; lead with highest
competitive approved salary
range, 15; listing key
accountabilities, 15–16;
listing key job requirements,
15; requiring cover letter and
resume, 16; specifically
forbids phone calls, 16

Applicants: ads which call for
action, 14–15; equal

treatment of each, 56;
making travel arrangements
for, 5; phone screening,
4–5; refusing phone
calls from, 16; reviewing
resume/applications of, 4;
setting up first round
interviews of, 5. See also
Candidates

Application review time, 4
Avoiding hiring defects: be wary

of halo effect, 8; beware of
tendency to mirror, 7–8;
consider candidate’s values
and company values/
culture, 10–11; do list
background behavioral
attributes of model
candidate, 8–9; separate
behavior attributes/trained
skills of ideal candidate,
9–10; think about diverse
people in organization, 10
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B
Bartell & Bartell Ltd., 78
Behavioral interview questions:

about specific actions taken
in hypothetical scenarios,
45–46; candidate testing
using, 75; candidate traits
revealed through, 43–45;
legal/ethical guidelines
regarding, 58; for structured
interview, 48; that get at real
experiences, 40–42; which
reveal ethics and values,
42–43

Behavioral interviews: candidate
testing through, 75;
described, 39; questions
used in, 39–46

Benefits. See Salary/compensation
package

Bigby Havis & Associates, Inc., 78
Brainbench assessment

services, 32

C
Caliper, 77
Candidate attributes: assessing

intelligence, 37–38;
facilitating job skills, 37;
identifying talent and ability,
36; legal/ethical guidelines
regarding, 57; list model of
behavioral, 8–9; planning
process and, 2–3; prior
knowledge as, 36–37;
separating skills from
ideal, 9–10

Candidate pool: avoid hiring your
second-choice candidate out
of, 27–28; to challenge
stronger candidate, 25;
importance of creating, 25;
included in second level
interviews, 26–27; internal
candidate as part of, 25–26;

passing telephone screening
and inclusion in, 26; setting
up face-to-face interviews of,
26; taking finalist(s) on tour
through firm, 27

Candidate testing: using formal
tests for, 76–78; importance
of consistency in, 78–79;
in-basket problem, 75–76;
including behavioral/
experience-based
interviewing, 75; role
playing, 74–75; trial runs
at position, 73–74

Candidates: allowing for
customary two-week notice
by, 5; assuring buy-in on
qualifications of, 6; avoid
hiring your second-choice,
27–28; avoiding defects in
process of hiring, 7–12;
checking knowledge of your
company by, 22–23; checking
them out in social context,
49; creating pool of, 25–28;
differentiating talent/ability
from skill/experience of,
35–38; equal treatment of
each, 56; internal, 25–26;
interview questions asked
by, 52–53; list behavioral
attributes of model, 8–9; past
performance indicator and,
39; recruiter daily contact
with passive, 31–32; recruiter
qualification of, 32;
responding to red flags on,
65–71, 83, 87–88; selling your
company to the, 59–64;
separate behavior
attributes/trained skills
of ideal, 9–10. See also
Applicants

Communication: assessing
candidate skills, 67; with
candidate during hiring
process, 93
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Company: checking candidate
knowledge about your,
22–23; collateral damage of
delegating open position
work to, 93; considering
value alignment of candidate
and, 10–11; costs of delaying
hiring decision to, 93; giving
candidate brief explanation
of, 50; selling the candidate
on your, 59–64

Company sales pitch: attentive
focus on hiring offer, 62; on
company big picture, 60;
creating desire to work for
you, 60; effective hiring
process as part of, 62; finding
“hot button” motivation
issues for, 61; honesty
regarding company
problems/prospects, 62–63;
importance of hiring
manager process control
and, 63; selling the
business need for position
as part of, 63; uncovering
candidate needs/wants
for, 60–61

Compensation. See Salary/
compensation package

Contingency professional
recruiters, 30–31

Cover letters: candidate’s
knowledge of your company
in, 22–23; require the
inclusion of, 16; reviewing
the, 22. See also Resumes

D
Discrimination issues, 55–56

E
“Energy levels,” 68
Enron/Andersen scandal, 11
Entropy, Inc., 52

Equal Employment Opportunity
statement, 16

Ethical issues. See Legal/ethical
guidelines

F
First round interview

arrangements, 5
Formal candidate testing: Caliper,

77; integrated into hiring
process, 76–77; interviews to
follow up, 77; personality
tests used in, 77; SelecSys, 77,
78; understanding results of,
78; using valid and reliable
tests in, 78; Wonderlic, 78

Fortune Small Business, 10

G
GPA (grade point average), 23,

37–38

H
Halo effect, 8
Health insurance, 99
Hires: commitment to diversity

in, 58; recruiters and logistics
of moving, 33; recruiting
fees as percentage of salary
of, 31; selling the company
to, 59–64

Hiring authority: checking
on availability of, 6;
coordination of, 3

Hiring committee: consider
politics of, 86; examining
different points of view on
candidate, 86; feedback from
everyone, 85–86; red flags
and disagreement within,
87–88; selection of, 87;
sharing zero defect hiring
principles with, 89; use
of veto in, 88–89
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Hiring defects. See Avoiding
hiring defects

Hiring managers: arranging
ads/advertising, 4, 13–17, 31;
commitment to diverse
hiring by, 58; differentiating
talent/ability from
skill/experience, 35–38;
importance of maintaining
control by, 63; planning
process by, 1–3; providing
hiring process information to
candidate, 53; red flags
response by, 65–71, 83, 87–88;
sharing hiring decisions,
85–89; testing to increase
knowledge of candidate,
73–79. See also Interviews;
Zero defect hiring

Hiring offer: attentive focus by
HR on completing, 62;
negotiating terms and
making, 95–101; red flag
indicated by delayed
response to, 69; sharing
decision to make, 85–89;
urgency concept and, 91–94

Hiring timetable, 3–4
HR (human resources):

attentive focus on hiring
offer by, 62; hiring decisions
and politics of, 86; taking
finalist candidates to meet
with, 27

I
In-basket problem testing, 75–76
Internal candidate, 25–26
Internet ads: costs of placing,

13–14; placing, 4
Interview questions: to ask list, 2;

asked by candidates, 52–53;
behavioral, 39–46, 48; for
evaluating candidate skills,
35–36; legal/ethical
guidelines regarding,

55–56, 58; “negative
experience,” 51–52

Interviews: behavioral, 39–46;
candidate pool included
in second level, 26–27;
candidate testing using
behavioral, 75; conducting
structured, 47–54;
following telephone
screening, 26; as formal
testing follow-up, 77; red flag
regarding candidate
preparation for, 67–68; using
resume information to
prepare for, 24; setting time
for first round, 5; setting up
second level, 5. See also
Hiring managers

J
Job accountabilities: legal/ethical

guidelines on, 57; listed in
ads/advertising, 15–16

Job descriptions: establishing, 2;
resume information on
actions/results vs., 22

Job requirements, 15
Journal ads, 4

K
Key Event Calendar, 4–6

L
Legal/ethical guidelines:

commitment to diversity
in hiring and, 58; dis-
crimination issues and,
55–56; equal treatment of
each applicant, 56;
regarding candidate
attribute questions, 57;
regarding same set of
interview behavioral
questions, 58

Lying red flags, 68–69, 87–88
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M
Mirroring, 7–8
MRI survey (1999), 19

N
“Negative experience” questions,

51–52
Negotiating terms: additional

benefits attractive to
candidates, 100; breaking
down specifics in
compensation package,
99–100; comparison of
compensation between
employees and, 97–98;
completing before making
actual offer, 95–96; creativity
to close gaps in, 100–101;
making offer following
decisions over, 98; offering 10
to 15 percent above previous
job, 96–97; by professional
recruiter, 98; regarding health
insurance, 99; regarding start
date, 99; regarding vacation
timing, 99; on “total
compensation” issues/
benefits, 97

Newspaper ads, 4

P
Past performance indicator, 39
Personality testing, 77
Phone calls. See Telephone calls
Planning process: job description

step in, 2; most important
steps in, 1–2; special
attributes/qualities step
in, 2–3

“Portrait” effect, 8
Professional recruiter services:

advertising paid by, 31;
candidate screening by, 32;
coordination of entire hiring

process, 33; counselor/
consultant roles of, 32; daily
contact with passive
candidates, 31–32; moving
logistics included in, 33;
qualification of candidates
by, 32; reference checking by,
32; testing services included
in, 32

Professional recruiters: average
fees paid to, 31; benefits of
using, 29–30; contacting, 4;
hiring term negotiations by,
98; list of value-added
services by, 31–33; retained
and contingency types
of, 30–31

Q
Questions to ask list, 2

R
“Ralph’s” story, 70–71
Recruiters. See Professional

recruiters
Red flag responses: avoidance of

specifics recalling experience,
68; to candidate communica-
tion skills, 67; to candidate
“energy level,” 68; delays in
accepting an offer, 69–70;
eliminating false red flags by
probing, 70; examining even
small negative issues, 65–66;
hiring committee
disagreements over
candidate and, 87–88;
to interview preparation by
candidates, 67–68; reference
checking, 83; separating
hyperbole from lying, 68–69;
to vague answers indicating
cover-up, 66–67

Reference checking: asking
permission from candidate
for, 24; candidate pool and 
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Reference checking (Continued)
importance of, 27; interview
questions related to, 50–51;
main points listed, 81–84; by
recruiters, 32

Reference checking steps:
arranging adequate time for,
83; clearing process with
candidate, 81–82; gathering
information on candidate as
person, 82–83; importance of
doing a complete, 83; insight
into candidate job perfor-
mance, 83–84; red flags
during, 83; thorough
approach to process, 82;
verifying reference list as
business associations, 82

Resume tips: check on candidate’s
knowledge of your
company, 22–23; look for
accomplishments listed, 22;
look for actions/results vs.
job description, 22; look for
exaggeration/lies, 23; look for
puffery (like title inflation),
21; read between lines in
every resume, 20–21; review
the cover letter, 22; sometimes
good people write bad
resumes, 19–20; sometimes
less-qualified people write
great resumes, 20

Resumes: ads requiring cover
letter and, 16; designating
reviewing time for, 4;
interview preparation using,
24; MRI survey (1999) on
false information in, 19;
reference checking to verify,
24, 27, 32, 81–84; tips on what
to consider regarding, 19–23.
See also Cover letters

Retained professional recruiters,
30–31

Role playing, 74–75

S
Salary/compensation package: ad

listing of highest competitive
approved, 15; benefits as part
of total, 97; breaking down
aspects of, 99–100;
comparison with other
employees, 97–98;
establishing/approval of, 3;
HR presentation of, 27;
negotiating prior to making
actual offer, 95–96; offering 10
to 15 percent above previous
job, 96–97; recruiting fees as
percentage of hire’s, 31

Screening candidates: by
recruiters, 32; telephone,
4–5, 26

Second level interviews:
candidate pool included in,
26–27; setting up, 5

Second-choice candidate, 27–28
SelecSys, 77, 78
Sharing hiring decision. See

Hiring committee
Skills: candidate attributes which

facilitate, 37; candidate
intelligence and, 37–38;
identification of talent/
ability to acquire new, 36;
interview focus on
talent/ability instead of,
48–49; interview question for
evaluating, 35–36; prior
knowledge and, 36–37; red
flag regarding poor
communication, 67

Social context, 49
Start date, 99
Structured interviews: advantages

of, 53; creating list of
behavioral questions for, 48;
focus on talent/ability
instead of skill/experience,
48–49; giving brief
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explanation of
company/opportunity, 50;
greeting candidate, 49;
listening during, 50;
“negative experience”
questions during, 51–52; one
hour timetable for, 47–48;
planning/preparation prior
to, 47–49; providing
information on hiring process
following, 53; questions
asked by candidates during,
52–53; setting time/expected
punctuality for, 49; verifying
relevant factual information
during, 50–51

T
Talents/abilities: identifying

candidate, 36; interview
focus on, 48–49

Telephone calls: ads specifically
forbidding applicant, 16;
screening applicants, 4–5

Telephone screening: of
applicants, 4–5; face-to-face
interview following, 26;
inclusion in candidate pool
after passing, 26

Testing. See Candidate testing
Title inflation, 21
Travel arrangements:

avoiding holiday travel
periods for, 6; setting up
in advance, 5

Trial runs testing, 73–75

U
Urgency concept: availability of

outstanding candidates and,
91–92; collateral damage of
delegating open position
work, 93; continued
communication during
hiring process and, 93; costs
of delaying hiring decisions,
93; counteroffers to
candidates and, 92; establish-
ing reasonable time frame
for hiring, 93; rarity of best
candidates and, 92; time as
deal-killer and, 92

V
Vacation timing, 99
Values: alignment between

company and candidate,
10–11; behavioral interview
questions that reveal, 42–43

W
The Wall Street Journal, 13
Wonderlic, 78

Z
Zero defect hiring: avoiding hiring

defects, 7–12; following
legal/ethical guidelines,
55–58; having a plan prior to,
1–6; meaning of, 101; red
flags and, 65–71, 83, 87–88;
sharing decisions for, 85–89.
See also Hiring managers
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