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FROM JIM SIRBASKU’S DESK
Good Hiring Requires More than Good Luck

Lucky is the organization that has the right people in
the right place at the right time. These organizations
operate like high-performance luxury automobiles,
zooming along the highway while lesser engines
chug, sputter, and die.

But does luck really drive them? We might think so as
we watch from a distant perch. But a closer look
shows something else at work when a company
continuously operates at peak performance. We
should look for the method of its people—the ones
doing the driving as well as those regularly checking
under the hood and kicking the tires.

If your workers are not helping your organization
drive or maintain the car, then it's time to see what
might be amiss. Do your managers size up applicants
up fairly, skillfully and efficiently by checking them
out before they ever step foot in your organization?
Or do they glance at resumes and fall for what they
see on paper? The latter is the equivalent of
purchasing a car without even seeing it, much less
test driving it.

Consider Amanda, who had to fill several jobs quickly
for an expansion project. An absentee manager
because of her other duties, Amanda needed a
diverse group of employees: a supervisor; strong
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self-starters who could be trained quickly and work
with minimal supervision; and at least one task-
oriented worker.

Amanda based her selections on job applications,
resumes, and personal interviews, but she chose too
quickly. She filled her available positions with good
people, but could find no supervisory stand-in, only
one self-starter, and four task-oriented individuals. In
the absence of a strong team leader, the task-
oriented workers completed each day's duties
speedily, but not necessarily efficiently or correctly.
They often had to redo projects. The self-starter had
a completely different problem: he did not fit the
culture.

The employees were like mismatched sparkplugs, and
no one ever checked under the hood. The new
workers became bored. They gossiped, which led to
bad feelings. At the end of the day, the employees
accomplished little—sometimes not even the tasks
Amanda specifically assigned. The self-starter quit
and the rest were frustrated. The project sputtered to
a dead halt.

Amanda needed a plan—a picture of the kinds of
people she wanted—before she ever sought out
applicants. Once people showed interest in the jobs,
she needed to narrow the field by picking those
whose skills fit the tasks to be completed.

Unfortunately, even the best managers can be led
astray by a sparkling resume or charming chitchat.
When a manger hires without a clear picture of the
kinds of people she needs, she hires an applicant,
puts him on the job, trains him, and hopes for the
best. This is where managers need luck; but luck is
too often fleeting. Managerial hopes slide as the
employee makes mistakes, forgets assigned duties
and cannot get along with co-workers. He's not a bad
worker, just a mismatch for the job.

This happens because good workers are difficult to

find, and when we find applicants who engage us, we
are often blinded by qualities that have nothing to do
with the job. It happens because potential candidates



sell themselves. They believe they really want the
job, not realizing they are ill-suited for it.

Finding people who fit the job is not an impossible
task. Assessments are available that provide
snapshots of high-performing "sparkplugs" and tell us
what makes them good at their jobs. From that
snapshot, we can develop a profile of a superb

performer and hire employees that match the profile.
And because nothing performs well
without preventive maintenance, it's
imperative that we constantly check
under the hood.

Jim Sirbasku, CEO
Profiles International

CASE STUDY: PXT and Healthcare Enroliment Specialists

This issue of Profiles Advantage examines the reason
why smart employees fail to hit their stride on the
job. Our case study looks at employee productivity
levels at a healthcare organization, and how manag-
ers improved productivity and hired more employees
who excelled at their jobs.

The study looks specifically at the relationship be-
tween employee productivity and Job Match to Pro-
fileXT®. The client used PXT software as a guide for
constructing a Job Match Pattern to identify the
measured characteristics that differentiate top and
bottom performers in the enrollment specialist job.

Managers can also use the pattern to provide addi-
tional information about applicants for the position.
The Job Match Pattern makes it easier for employers
to identify where individuals will best fit into posi-
tions and where adjustments will have to be made.
This information allows for more accurate job place-
ment and job training.

Participants

Sixty enrollment specialists were part of the study.
Each employee who participated in the study was
given the ProfileXT. Supervisors then evaluated each
employee’s performance using a five-point rating
scale. Thirteen employees exceeded expectations by
earning a 4 or 5 rating. Six scored a 1 or 2, failing to
meet expectations. The remaining 41 enrollment
specialists earned a 3, which meant that they met
performance expectations.

Job Match Pattern

The 13 top-performing enrollment specialists served
as the basis for the Job Match Pattern. The organiza-
tion began using this pattern as a benchmark for
other potential employees.

The further outside the range a person's score falls,
the less likely it is that the person will be a good fit.
This is true whether the applicant scores above or
below the pattern. We derive overall Job Match Per-
cent by matching the applicant/test-taker's score on
each scale to a Job Match Pattern of scores for a spe-
cific position.

Performance Grouping

The organization matched all 60 enrollment special-
ists against the pattern. After a review of the sam-
ple’s ProfileXT™ percent matches, it was determined
that an overall Job Match percent of 78 percent or
better best identified top-performing employees. It
was selected as the point that represented a good
match to the Job Match Pattern.

This study showed that:

e 9 of 13 Top Performers were correctly identified
as Top Performers by the pattern

e 4 of 13 Top Performers were incorrectly identified
as Bottom Performers by the pattern

e 4 of 6 Bottom Performers were correctly identi-
fied as Bottom Performers by the pattern

e 2 of 6 Bottom Performers were incorrectly identi-
fied as Top Performers by the pattern

Of the 60 employees included in the study, 34 met or
exceeded the benchmark. Nine of the 13 top per-
formers (69 percent) were included in this group.
Only two of the six Bottom Performers (33 percent)
were able to display the same match for the pattern.
Thus the pattern differentiated top and bottom per-
formers as shown by the company’s own perform-
ance evaluations.

Summary

The company indicated that its hiring practices have
become more consistent after using the ProfileXT. By
using PXT to benchmark employees, the organization
has shown the ability to successfully screen enroll-
ment specialist candidates.



PRODUCT FOCUS: No Joke—Profiles Team Analysis™ = Group Harmony

An ongoing popular comic strip focuses on an office
team that's harmonious only in its dysfunction. The
gag is on the boss who inherited a new group of
workers 1) who want to work only on projects
they enjoy, 2) who would rather do anything ex-
cept work, and 3) who don't engage in anything
that happens in the office.

Although comics and jokes exaggerate life, they can
often point uncomfortably toward the truth. Leaders
who want to make sure the joke is not on them need
Profiles Team Analysis™.

PTA helps team developers understand the artistry of
building an effective team that can move past individ-
ual differences. More valuable than a job interview, or
even repeated "getting to know you" conversations,
PTA analyzes team members in 12 different areas in-
cluding patience, ambition, and precision. It even tells
the leader whether the employee is team oriented
and/or quality oriented. These are the kinds of issues
that an in-tune leader might learn over the course of
a year or more—well after the team has disbanded
because it never managed to accomplish anything.

POP QUIZ

1. What is the purpose of setting a specific time
frame for accomplishing a goal?

a. To write something on your to-do list so that you
can cross it off

b. To establish a sense of urgency

c. To ensure that you accomplish what you set out to
do

2. Which of these goals is most attainable, and
why?

a. By the end of the year, my team will ensure all that
of our department's employees are trained on
technical standards by setting up weekly training
sessions.

b. I will improve my interpersonal relationships with
all departments.

c. My sales team will improve performance by 50
percent.

3. An employee's goals should be aligned with
organizational priorities because:

a. Helping an employee align his goals with the
organization's gives leaders a chance to reinforce the
organization's priorities on a regular basis.

b. Effective employees channel their efforts toward the

organization's success.
c. Everyone needs to work toward the same overall
goals.

The PTA report comes in four sections to help improve

the team’s balance, effectiveness and performance:

¢ The Team Balance Table. This visual summary
of the team leader’s score and each team mem-
ber’s score on each of the 12 factors allows the
leader to see the team’s overall representation—
where it's heavy and where it's light.

¢ Overall Team Balance. This section explores
those characteristics that are not well represented
on the team. The leader must be aware of these
shortcomings to ensure that the team completes
its mission successfully.

¢ Behavioral Factors. Team players’ scores in each
of 12 factors are identified so that the leader can
match the natural characteristics of team mem-
bers with team goals.

e Action Summary. Specific steps help the leader
get the greatest contribution from every member
of the team.

Comic strips are a great diversion. In real life, we
want to work with teams willing and able to get the
job done. Profiles International will help leaders en-
sure that the jokes remain in the funnies. Call 800-
406-0087.

4. Why is it important to measure progress
toward a goal?

a. To compare one employee to another

b. To compare this year to last year

c. To stay on track

5. What makes a goal realistic?
a. It's easy.

b. I've done it in the past.

c. I believe I can accomplish it.

(Answers on next page.)



Answers to Pop Quiz:

1. Both b and c. If a goal's deadline is sometime in
the hazy future, then an employee can do it next
week, next month, next year, or never. Setting a se-
rious, challenging and attainable goal—with a dead-
line—instills discipline and commitment.

2. Go for a. It answers the most important "W"
questions—who, what, when—as well as how, but it
needs some fine-tuning. For example, who will do
the training? Does everyone understand why this is
important? Even if you don‘t tweak the goal, though,
it puts the employee on the right track.

3. All of the above! Employees can lose track of
organizational priorities if leaders don't review them.
And managers should always look at individual em-
ployees' goals through the lens of, "How does this
advance the company's stated priorities?"

4. The answer is c—to stay on track. It's fun to
achieve what you set out to do, and this motivates
employees to keep working toward the goals they
set. Of course, showing clear progress is always
helpful (b).

5. Both b and c are correct. A goal is realistic if
you truly believe you can do it, and/or if you have
done it in the past. As for (a), easy goals are OK, but
successful workers strive for the growth that comes
with meeting a challenge.

How did you score? Helping workers develop their
goals helps you as a manager to focus on develop-
ment, motivation and organizational success.

STRATEGIES FOR WINNING: Day Before Vacation*

Prioritize and Commit for Success

Jim and I were honored to be inducted into the Sales
Hall of Fame in Oklahoma City. After the ceremony we
looked at the exhibits, including a striking
representation of the motivational guru Zig Ziglar
(www.zigziglar.com) delivering a speech. For decades,
Zig has motivated and inspired millions of people to
be better at whatever they do for a living. Zig's ideas
about creating a sense of urgency are exemplified in
his "Day Before Vacation" story. The exhibit inspired
us to include the following strategy. This technique
can have a tremendous effect on your productivity, so
use it!

Think about your last day at work before you went on
your most recent vacation. Didn't you get as much
done in that day as you would normally get done in
two, three, or even four days? (Be honest!) Look at
what Zig says you did on the day before vacation:

On the night preceding the day before your vacation,
you likely sat down with a piece of paper and listed all
of the things that had to get finished the following
day—your gottas ("I gotta do this and I gotta...").
Then you committed to completing them all before
you left the office the next day, right?

On the morning of the day before your vacation, you
arrived at the office on time—maybe even early. But
you didn't head for the coffee machine. No, you
headed straight for the first gotta on your list. You
probably also did things out of order. You took your
least favorite, most distasteful task on your list and
got it out of the way quickly, instead of having it
hanging overhead all day long (the way you normally

would!) With that tough one out of the way, you were
feeling pretty good, and so you tore into the next task
on your list, and then the next one after that. When
someone came to chat about last night's game, you
politely but firmly informed that person that you were
just too busy—and then you got back to business.

As you completed each of your gottas, you felt your
energy rising, so that by halfway through the day you
were buzzing with a sense of accomplishment that
drove your enthusiasm level ever higher. Your
obviously energized and enthusiastic demeanor
infected your colleagues. They started to ramp up
their efforts and became similarly enthusiastic. The
atmosphere in the office got a little extra spark, and
this lifted you even further.

At the end of the day, you had all of your gottas
completed. You were as high as if you'd been on high-
octane caffeine, even if you hadn't had a drop all day!
You felt good. Now that's focus!

So what did you do that day to get so focused? Let's
have a look.

First, You Created a Vision

"By the time I leave tomorrow, I'll have cleared my
desk and put my affairs in order so that I am free to
be away for two weeks."

When your vision gets knocked offline by events
around you, you are like a $10 billion guided missile
without a target. You can fly around in circles looking
pretty impressive, but eventually you're going to run
out of fuel and crash and burn. If your vision has been
hammered by recent economic changes, get working


http://www.zigziglar.com�

out of fuel and crash and burn. If your vision has
been hammered by recent economic changes, get
working on a new one—now! Take time to figure out
what you really want for yourself, your family and
your business. Envision your target clearly in your
head and paint it in front of you every day.

Second, you Formulated a Set of Goals

...that would guarantee delivery of your vision—your
gottas. Having a great vision is useless unless you
formulate clear, achievable goals to ensure that your
vision becomes reality. You must plot a course to take
you from where you are now to your target, with
checkpoints that let you know when you go off
course.

Third, You Made a Commitment
"I absolutely must get these tasks completed by the
time I leave the office tomorrow.”

This is the most common stumbling block, even if its
victims are used to creating compelling visions and
formulating achievable goals—they fail to commit. If
you've ever made a New Year's resolution you failed
to complete, you know what happens to plans that
aren’t backed by commitment. If there's no

commitment then your vision simply isn't compelling
enough. Otherwise, the commitment naturally would
follow. If you were fatally ill and had just one month
to live, but could get a cure if you had $1 million more
than your current total net worth, would you get the
money? Of course you would. Or you'd Kill yourself
trying even before the month was out! You know that
your vision is right when it has the same sense of
urgency. A real commitment immediately gets you off
the ground and in search of your target.

Before you spend one more day out of focus, stop and
look carefully at your life. Be sure that your guidance
mechanism has a clear target encoded into it, and
that you've mapped a route to the target that makes
you want to take off right now. Get the Day-Before-
Vacation feeling every day!

* From the book 40 STRATEGIES FOR WINNING IN
BUSINESS by Bud Haney and Jim Sirbasku. © S&H
Publishing Co., 5205 Lake Shore Drive, Waco, Texas
76710-1732. All rights reserved. Contact S&H
Publishing Co., (254) 751-1644, for reprint
permission.

Profile Strategies
800-406-0087
jobfitnow(@tcsn.net
www.personnelinsights.com
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