Overcoming Hiring Mistake #1: Inadequate Job Descriptions
What's the most common hiring mistake?

According to Vistage speakers Barry Deutsch andl Bamillard, it's using inadequate
job descriptions to guide the hiring process.

In fact, after conducting a survey of 225 execulexesl hires in 134 different companies,
the two partners found that a staggering 93 permiesearches that resulted in new
executive failure made this critical mistake at tleset of the process.

“The first thing most companies do in a job seasctinrow together a very generic job
description,” notes Deutsch. “Or worse, they pullold, outdated job description off the
shelf, dust it off and pronounce it fit for hiritige new executive. Nine out of ten times,
that’s a sure recipe for failure.”

Why?

Because most traditional job descriptions condisague, nebulous terms that lump
together a mishmash of skills, knowledge, abiljtetributes, responsibilities,
experience, education and behavioral adjectivasne of which are consistent predictors
of on-the-job-success.

“Traditional job descriptions don’t help to alignganizational goals with individual or
departmental goals,” adds Remillard, “and they tbalp to clarify expectations or
create a roadmap for the hiring process.

“Worse, when you define a job in mediocre termanast traditional job descriptions do,
you tend to attract mediocre candidates. Wheyaailhave to interview is mediocre
candidates, you end up hiring mediocre people.”

Success Factor Snapshot

The solution to this quagmire, suggest DeutschRemillard, is the Success Factor
Snapshatl, a powerful hiring tool that breaks down a positiorequirements in terms of
specific, measurable deliverables, benchmarksiaretdbles.

The Success Factor Snapshdpr SFS) serves as the cornerstone of the SuEeessr
Methodology] (Deutsch’s and Remillard’s trademarked hiringeyg and offers
several advantages over traditional job descriptiorhe SFS:

* Makes it easier to define a position in terms efthndidate you need rather than
the skills and experience someone has gained beeyfears.



» Serves as the foundation for the compelling mankestatement, a description of
the job designed to attract top candidates.

* Provides the basis for a scorecard with which &weate and compare different
candidates.

» Leads to a final, specific set of verification quess to ensure that the candidate
being offered the position can actually accomplishestablished goals.

» Allows a new hire to start the job knowiegactlywhat is expected of him or her.

» Provides a vehicle for managing the performanadedidual employees and
retaining top performers.

In addition, the process of putting together a 858sts with the recruiting process by
prompting hiring managers to think about whereotukIfor top talent. The SFS shapes
the structure of the job interview and helps threngiteam focus on what needs to be
done. Finally, the SFS provides the substanceda interview questions that ensure a
high-quality interview.

“Perhaps most important, the SFS serves as a ngifgiol throughout the hiring
process,” states Deutsch. “It directly ties thdividual goals of the position to the
company’s strategic goals, so that you can hiteeécspecific results and outcomes the
position needs to achieve.”

Creating the Success Factor Snapshot[]
To create a Success Factor Snagshioir a specific position, suggest Deutsch and
Remillard, first toss the outdated, generic jobcdgsion out the window. Then use the

SOAR technique to define success for the position:

» Substantial goals. Identify the substantial ggalg are trying to achieve in the
position.

* Obstacles Identify the obstacles standing in the way of agglishing each
substantial goal.

» Action. Identify the quantifiable, measurable atti@ms that the person needs to
take to accomplish each substantial goal.

* Results. Identify the metrics you will use to maassuccess in the position. In
other words, what results are you looking for?

Next, create a Success Factor Snapshising the SOAR methodology) with four basic
steps:



=

| dentify the top departmental goals. Assemble the entire hiring team and,
beginning with the annual operating plan, identifg three or four substantial
departmental goals) that must be accomplished over the next 12 to a8ths
in order for the department to achieve its porbbthe operating plan.

2. ldentify the obstacles. For each of these goals, define two or threetgkam
obstaclegO) that must be overcome in order to achieve thesgo#dientify
specific actiongA) that will be taken to surmount the obstacles, afthd
measurable, time-based resRy.

3. Clarify the Success Factor. TheOARs represent the individual Success Factors
that, when achieved, ensure the department meeagedls. For each
departmental goal, consolidate DA Rs into one coherent statement, which
becomes the Success Factor.

4. Compilethe Success Factors. Create a different Success Factor for each key
departmental goal and compile them into one Sudéas®r Snapshot. You now
have a clear description of success for the positio

A Picture of Success

What does a Success Factor SnapsHobk like? Consider the following example for a
vice president of operations:

* Success Factor 1: Within 12 months, improve on-time deliveries from 90 to
95 percent.
» Within six months, develop and implement a vendalijcations
program that will achieve zero defects and 100gy@ron-time deliveries.
* Within three months, improve machine utilizatiorB® percent.
* Within three months, implement quality controls gmdcedures to ensure
less than two percent defects.

* Success Factor 2: Consolidate plant operationswithin 18 months.
* Within three months, develop and present to the @gdan to consolidate
two plants with no down time.
* Within four months, complete a new plant layout ihaludes work cells
for all manufacturing processes.
* Within nine months, have the first cells up andning and producing at
levels prior to the move.

* Success Factor 3: Reduce manufacturing costs by 10 per cent.
e Conduct a SWOT analysis in the first three montits @resent a plan of
action to reduce costs by 10 percent based omialysis.
* Within six months, reduce machine setup time byp&@ent.
» Identify main drivers of overtime and within six mtbs present a plan that
will address these issues and a timeframe to editaithem.



“Clearly, this looks very different than your typigob description,” notes Deutsch.
“With the Success Factor Snapshototh you and the candidate know exactly what
results are required from the position and whabastmust be taken to achieve them.
More important, because those results are closigiyeml with the company’s most
important objectives, achieving them means thatydaely wins.”

Ultimately, the Success Factor Snapshot not onlytpa clear picture of success, it also
helps to attract a higher caliber of candidate.

“The underlying principle here is that you get what define,” concludes Remillard. “If
your job descriptions focus on minimum performaaemost do), you will attract
people who can only achieve that minimum. In castira compelling Success Factor
Snapshdil will attract those who are driven to achieve clead challenging descriptions
of success.

“In the long run, the number one action you care t@kimprove your hiring process is to

use a Success Factor Snapshaa align all of your company’s cascading goals and
attract top talent to come work for you.”

Examples of Success Factor Snapshatan be found in Deutsch and Remillard’s book,
You're Not the Person | Hirednd on their websiteyww.impacthiringsolutions.comin
addition to the Success Factor Snapsheixamples, you can also download a template
to help create your Success Factors.




