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Business Recruitment Fundamentals

How to onboard more "A" players

By Lee Froschheiser

October 6, 2008

"All Aboard!" Don't you just wish that hiring new employees was
that easy? Unfortunately, it's such a challenge today that in a
recent national survey, over 30 percent of CEOs said up to half
their employees are a poor fit for their jobs. What's more,
putting the wrong person in the wrong position just to fill the
vacancy can have dire consequences to your organization in
terms of poor employee morale, low productivity and lost
opportunities. The impact to your company's bottom line can be staggering. 

The good news is that companies can drastically improve their workforce quality by
adopting a proactive mindset and consistently using the right hiring procedures. Of
course every company is always looking for good people, but the employees who are
considered "A" players are usually working elsewhere—and happily—so they're less
likely to be seeking greener pastures. So if your company's recruiting strategy isn't
well developed, you're basically hiring other companies' "B" and "C" players. True, an
occasional "A" player will walk through your door, but you're more likely to find that
elusive diamond by establishing solid, consistent recruitment processes. 

A multi-layered, robust, recruiting process must be rooted in proactive vs. reactive
recruiting. In today's world, many companies have the risky tendency of waiting until a
job opening occurs to initiate an emergency job search—reactive recruiting at its
worst! In a rush to fill the open position and lacking constant, solid recruiting
procedures, the company is more likely to take a less-qualified candidate or, in some
cases, whoever shows up first.

Plan Ahead With Good Job Descriptions
Avoid such dire measures by establishing a very structured and systemized selection
process well ahead of when your company actually needs it. This begins with writing
a job description before the actual recruiting process. A good job description includes:
the job's purpose, a detailed breakdown of responsibilities, to whom the new person
will report, ways to measure the person's effectiveness, the job's vital factors, how the
person will spend their time, their authority within the company, and the required
competencies, background and experience. The job description also drives your
interviewing process and questions, as well as the employee's training plan. What's
more, writing a job description before recruiting forces you to think through the
position and the competencies of the person you need, and it becomes the blueprint
for the success of the job and that person.

Determine the Interview Game Plan
Once you've attracted the top candidates, you need an interview game plan.
Considering what's required and wanted in the new hire, what are you truly looking
for in an ideal employee, and how do these attributes relate to what's needed for the
position? Also, if given the opportunity, what competencies would your internal or

http://www.cues.org/pls/cuesp/!cues1.main?proc_section_id_in=3069489&proc_to_call_in=csrch.search_options&complex_id_in=3069489.3071923.3072624.11920554.page&template_name_in=cues1.main&proc_template_name_in=cues1.main&proc_business_unit_id_in=827
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072624.11920554.page#
javascript:%20var%20x=window.open('!cues1.printer_friendly_window?proc_nav_id=48635906523&this_parent_category_id_in=3072624&section_id_in=3069489&template_name_in=cues1.main&top_category_id_in=3071923&this_object_id_in=11920554&this_object_type_in=page&param1=y&proc_param1=y&param2=n&proc_param2=n&proc_to_call_in=cues1.techport_template','Printer_Friendly_Version','toolbar=no,location=no,directories=no,status=no,menubar=no,scrollbars=yes,resizable=yes,width=650,height=500');%20x.focus();
javascript:%20var%20x=window.open('!cues1.email_a_friend_window?proc_nav_id=48635906523&this_object_id_in=11920554&this_object_type_in=page','Email_A_Friend','toolbar=no,location=no,directories=no,status=no,menubar=no,scrollbars=yes,resizable=yes,width=550,height=600');%20x.focus();
http://www.cues.org/pls/cuesp/!cues1.main?section_id_in=3069483&top_category_id_in=4102146&this_object_id_in=4102146&this_object_type_in=cat&this_parent_category_id_in=&proc_to_call_in=cues1.products_template&proc_this_object_id_in=4102146&proc_this_object_type_in=cat&proc_top_category_id_in=4102146&proc_param1=n&proc_param2=n
javascript:%20var%20x=window.open('!cues1.printer_friendly_window?section_id_in=3069489&this_object_id_in=11862732&top_category_id_in=3071923&this_parent_category_id_in=3072724&this_object_type_in=page&this_title_in=Read%2520Your%2520Driving%2520Force%2520from%2520the%2520July%2520issue%2520of%2520Credit%2520Union%2520Management.','Printer_Friendly_Version','toolbar=no,location=no,directories=no,status=no,menubar=no,scrollbars=yes,resizable=yes,width=650,height=500');%20x.focus();
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072719.3072724.cat
http://www.cues.org/
http://www.cues.org/pls/cuesp/!cues1.main?section_id_in=3069666
http://www.cues.org/pls/cuesp/!cues1.main?section_id_in=3069477&proc_to_call_in=cues1.exec_template&proc_param1=y&proc_param2=y
http://www.cues.org/pls/cuesp/!cues1.main?section_id_in=3069479&proc_to_call_in=cues1.strategic_template&proc_param1=y&proc_param2=n
http://www.cues.org/pls/cuesp/!cues1.main?section_id_in=3069481&proc_to_call_in=cues1.conferences_template&proc_param1=n&proc_param2=y
http://www.cues.org/pls/cuesp/!cues1.main?section_id_in=3069483&proc_to_call_in=cues1.products_template&proc_param1=n&proc_param2=n
http://www.cues.org/pls/cuesp/!cues1.main?section_id_in=3069487&proc_to_call_in=cues1.membership_template&proc_param1=y&proc_param2=y
http://www.cues.org/pls/cuesp/!cues1.main?section_id_in=3069489
http://www.cues.org/pls/cuesp/!cues1.main
http://www.cues.org/pls/cuesp/!cues1.main?section_id_in=3073562&proc_to_call_in=cues1.techport_template&proc_param1=n&proc_param2=y
http://shop.cues.org/
https://www.cues.org/pls/cuesp/!cues1.main?section_id_in=11270088&proc_to_call_in=cues1.techport_template&proc_param1=n&proc_param2=n
http://www.cues.org/pls/cuesp/!cues1.main?section_id_in=3073554&proc_to_call_in=cues1.techport_template&proc_param1=y&proc_param2=y
http://www.cues.org/pls/cuesp/!cues1.main?section_id_in=3073556&proc_to_call_in=cues1.techport_template&proc_param1=n&proc_param2=y
http://www.cues.org/pls/cuesp/!cues1.main?section_id_in=3073560&proc_to_call_in=cues1.techport_template&proc_param1=y&proc_param2=n
http://www.cues.org/pls/cuesp/!cues1.main?section_id_in=3073558&proc_to_call_in=cues1.techport_template&proc_param1=y&proc_param2=y
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923..3071923.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3071923.3072613.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072613.3072615.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072613.3072616.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072613.3131321.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072613.3131318.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072613.3072622.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072613.3072637.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072613.3131317.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072613.3129306.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072613.4529172.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072613.3072623.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072613.11480575.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072613.11860726.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072613.11862189.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072613.3072649.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072613.3072614.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072613.3072624.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072624.11920554.page
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072624.11508648.page
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072624.11507536.page
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072624.11508834.page
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072624.11267820.page
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072624.11267462.page
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072624.11268183.page
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072624.11251902.page
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072624.6070747.page
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072624.3121316.page
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072624.3075729.page
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072624.3075181.page
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072624.3078600.page
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072624.3078076.page
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072624.3076407.page
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072613.3072655.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072613.11465864.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072613.3072625.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072613.3131319.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3071923.11416484.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3071923.3072501.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3071923.3072626.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3071923.3072628.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3071923.3072719.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3071923.3072733.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3071923.3072745.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3071923.3072766.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3071923.3072782.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071917..3071917.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071918..3071918.cat
http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071919..3071919.cat


10/31/08 3:18 PMCUES - Management Magazine

Page 2 of 3http://www.cues.org/pls/cuesp/!cues1.main?complex_id_in=3069489.3071923.3072624.11920554.page

Member News

Feedback

Subscribe to Management

CUES Annual Online Buyer's
Guide

White Papers

Login

In-Depth Information for CU
Leaders.

external customers look for from your employee to serve their needs? Whatever these
competencies are, the candidate you choose must have them.

Your interview game plan must also include a robust selection process. This enables
you to evaluate the potential hire in different ways. For example, you may need to
conduct several interviews, and will want to do background check(s) at the very least.

Focus on Professional Development
After successfully hiring an employee, the next step in the recruitment process is to
develop this person via ongoing coaching, training and planning that will enable his or
her professional growth. Unfortunately, most companies have no structured
onboarding plan for new personnel. By solely focusing on bringing someone "aboard
the bus," they forget to follow through with important ongoing training and
development. If this is happening at your company, you're significantly reducing your
retention odds. And if that new recruit is one of those rare "A" players, the loss is
even greater.

The first 90 days of employment are critical to the new employee's long-term success.
Therefore you should develop and implement a 90-day training plan to secure the
employee's place within the organization and facilitate his or her improvement. You
can vary this training based upon the new employee's level of experience with your
existing systems. But it's important to train this new hire on business practices, how
your company functions and how these fit into the organization, too.

Key to the success of this 90-day training plan is using a mentoring team consisting
of a peer, manager and support person. The mentoring team should meet at least
monthly to give feedback to the new hire, ensure he or she has someone to go to
with questions, and help adhere to the 90-day training plan.

Establish Expectations Now
Also during this time, it's critical to set clear, result-oriented goals. Why? Because
setting these requirements will communicate company expectations and accountability
for results, ensure that the new employee understands the company's priorities, and,
most importantly, measure whether he or she is the right person for the job. Once the
employee successfully completes the first 90 days, you'll need a six-months-to-one-
year personal-development plan to facilitate his or her advancement and growth.
Focus on consistent improvement and strengthening job performance.  

Incorporate the Current Business Plan
Finally, do you have a well-developed, current business plan? From day one, such a
plan helps new employees understand the company's direction and the role they play
in it. Based on the business plan, your recent hire should also grasp the company's
vital factors—the unique set of critical elements that can either hold a company back
or propel it to success. Each employee should be assigned personal vital factors that
support the company's vital factors—an exercise that creates that crucial strategic
alignment within your organization.

Following these fundamental strategies is a sure way to onboard those "A" players
and, more importantly, keep them aboard the company bus. With the right team in
place, you'll find it's easier to retain those good workers, maintain strong company
morale and meet your business' goals.

Successful Recruiting Checklist (in box)

Focus on creating a systematic, well-thought-out, proactive recruiting
process.      
Formulate a good job description to serve as a blueprint for the job.
Establish a solid business plan that outlines how many and what kind of people
you need to hire.
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Onboard new recruits using a 90-day mentoring plan with a 90-day training
period, measurable 90-day goals and a mentoring team that meets monthly to
ensure the new hire's success.
Have a development plan ready (once they complete their 90-day training
plan) to help them grow over the next year.

Lee Froschheiser, president/CEO of Map Consulting, works with many premiere
business leaders and companies nationwide. He is also co-author of the best-selling
book Vital Factors, the Secret to Transforming Your Business—And Your Life. His
consulting firm specializes in transforming companies, and accelerates the
performance of people, teams and organizations. Clients include WebEx
Communications, Cold Stone Creamery, Los Angeles Clippers and KIA Motors. For
more information call 888.834.3040 or visit www.MapConsulting.com .
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