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Traditional Job Descriptions Don't AttructTop Talent

Define Success For Quaffied Candidntes

ay Brod Remillord

self-motivated and big thinker. Most
job descriptions describe the least
qualified person, not the real job.
This often leads to hiring the least
qualified. The harsh reality is, when
you defrne a job in mediocre terms,
odds are you will attract and hire
mediocre candidates.
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The second reason is traditional
job descriptions fail to focus on what
defines success in this role. Ifyou
want to hire successful people, start
by defining success, instead ofthe
person. Most people would agree
that a person who simply performs
the duties and responsibilities out-
Iined in traditional job descriptions
would rarely be considered a success.

In fact, most candidates would not
last long in a company that is grow-
ing and outpacing the competition.
Just because the person has the ex-
perience listed, doesn't mean they
can deliver the desired results.

I{ere's the misnomer: Past ex-
periences are a good indicator offu-
ture performance. Past experience is
actually a poor indicator ofperfor-
mance. Past performance is a better
indicator, but the best indicator is
their ability to deliver results in
your company. After all, you are
hiring for your company with your
culture, your resources, your sys-
tems, your budget, your manage-
ment style and your company's
values, not for what they did at a
past company.

For example, how many times
have you heard someone say: "'We're
looking for a VP of Operations."
The reply is, "What are you looking
for?" The typical answer is usually,
"We need a person with 10 years ex-
perience, five years in our industry,
team leader, strategic thinker, good

communications and an MBA is pre-
ferred."This is all about the per-
son and nothing about what de-
fines success in the role or what the
person is expected to deliver once
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A recent research study identifred
the ten biggest mistakes companies
make when hiring. The study includ-
ed over 130 companies ranging in
size from Fortune 500 to mid-size
privately-held organizations, a wide
variety of industries and more than
250 job openings.

The number one hiring mistake
made was rather surprising and
one rarely even considered by most
companies. Yet, this one mistake im-
pacts the whole hiring process, in-
cluding how candidates are sourced,
where to find candidates, compensa-
tion, performance management, ad-
vertising, position title and what
questions should be asked during
the interview. Everything seems to
go sideways all because most com-
panies fail to properly define the
real job.

There are two reasons why tradi-
tional job descriptions are ineffec-
tive as a hiring tool. The first reason
is traditional job descriptions de-
scribe the minimum qualifications
required for the position such as the
minimum duties, tasks and respon-
sibilities. Add to that the minimum
education required, minimal years of
experience and minimal skills, plus
the endless list ofbehavioral traits:
team player, a good communicator,



they come on board. It is naturally
assumed if the person has the expe-
rience mentioned, they can de-
liver the expected results. It is
our contention that experience
has nothing to do with delivering
results. Just because the person
was a great VP of Operations at
their last company, doesn't mean
they are the right VP of Operations
for your company.

Instead of using the traditional
job description, consider defining
success in the role. Do this by cre-
ating a list of success factors. Suc-
cess factors are simply the results
you want this person to deliver, in
order for you, the hiring manager,
to consider this person a success-
ful hire.

Take the example of a VP Opera-
tions, success factors would define
exactly what the VP needs to de-
liver, usually within the next 12 to
18 months to be considered an out-
standing hire.

For example, the success factors
would read:

Within the first 30 days, develop
a plan of action that will im-
prove on-time deliveries from
857o to 96Vo and present the
plan to the CEO.

Within six months, develop and
begin implementing a vendor
qualifications program that
will insure zero defects and

1007o on-time deliveries from
vendors.

. Within nine months consolidate
the operations of two plants
and produce a cost savings of
atleast l\Vo.

Continue developing these suc-
cess factors until there are five or
six which clearly define what is ex-
pected ofthe candidate once they
come on board.

Now when asked the question,
"What are you looking for?" The an-
swer is, "We need someone who can
improve on-time deliveries to 96Vo,

can implement a vendor qualifica-
tions program and consolidate op-
erations with at least a L57o cost
savings." Instead of defining experi-
ence, start defrning success in this
role.

Now, find a person that can ac-
complish these success factors. When
that happens, this person will have

the right experience. It might be five
years ofexperience, it could be 10
years ofexperience; it really doesn't
matter, as long as they can deliver
the results.

Using the success factors as a
hiring guide sets the stage for a suc-
cessful hire. Instead ofthe tradi-
tional job description, the success
factors clearly define expectations
and let candidates know what is ex-
pected of them once they come on
board. The success factors define
success in the role, not minimum
qualifications. After all, isn't that
what you really want to hire? I
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