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I Hired this Great Person.
		  Why Isn’t He/She Doing
	 the Job?
By Kathi Barry Albertini

YOU PUT OFF HIRING another 
sales person, hoping that sales 
would rise through the efforts of 

existing staff. Eventually, though, you real-
ize that your shortage of sales people is 
reducing your revenue, and you undertake 
the process to hire a sales person. You slog 
through the search. The pile of résumés al-
most drowns you. The prospect of coming 
busy months reminds you to stick with it. In 
the end, you find the best sales person you 
have ever seen. References confirm your 
opinion. He or she knows your market. He 
starts work and catches on quickly.

You turn your attention to the next 
project on your list. At the end of the 
month, you glance at the sales reports. 
The new sales person hasn’t quite made 
his goal. His closing ratio is low. You hear 
rumblings from the administrative staff. 
But you know you hired a great person 
and you convince yourself that he will 
catch-on. You might even play a round of 
golf to celebrate progress in the sales area 
because you know it will improve.

But the complaints about his estimates 
increase the next month. The reports don’t 
show much progress toward the sales goal. 
So you sit down with him and have a talk. 
He convinces you that next month, he will 
catch up on all of his goals. You don’t 
question how he will do that; you’re glad 
to have the problem solved.

What happened? This scenario, unfor-
tunately, is one that we at Management 
Growth Institute, Inc. (MGI) hear fre-
quently at our Profit Enhancement Group 
(PEG) meetings. It happens because we 
don’t understand that our people are our 
most-important assets, assets that don’t 
show up on your balance sheet. We assume 
that if we hire the right person, he or she 
should just do the job with little or no guid-
ance from us. It’s a myth that we would 

all like to be true: hire a well-qualified 
person and he will accomplish the job on 
his own. When the position we hire for 
is a management position, the surprise is 
more dramatic.

If, on the other hand, we apply more 
science to the process of hiring, orienting, 
training and tracking, we get better results, 
just as we do when we measure our job 
costs or profit.

Let’s start with hiring. One PEG mem-
ber, a terrific sales person himself and an 
enthusiastic leader, threw up his hands 
after hiring three or four sales people who 
never accomplished their goals. Finally, 
he started to use screening tools during 
the hiring process. The first candidates 
who met the criteria were individuals he 
would not have previously hired. However, 
he was trying to overcome the fact that 
his past sales hires hadn’t succeeded. So, 
he hired based on the screening tool. The 
salesman he hired achieved goals like no 
other previous hire.

MGI has worked with many companies 
that have used tools such as the Predictive 
Index (www.piworldwide.com) or the 
DISC Profile (www.discprofile.com). 
Using these tools can change your per-
spective about what works for a specific 
job in a company. Both have a deep collec-
tion of data about specific job positions.

The next step is just as important. No 
matter what position you hire for, a new 
employee must learn about the company 
and its employees, and receive specific 
goals for his job. It doesn’t matter if you 
have hired someone at the VP or helper 
level. Each employee must understand what 
is expected, how the company measures 
performance and what the consequences 
are for not meeting expectations. Surprising 
as it may be, all of that has to be repeated 
and reinforced to ensure that employees 

perform effectively. Orientation gives a 
deeper look, both for the company at the 
employee and for the employee at the com-
pany. For lower-level positions, many com-
panies use temporary agencies to reduce 
the risk and overhead of hiring people 
who don’t make it through orientation. The 
employment agency takes the risk.

Once the employee completes orien-
tation, more in-depth training follows. 
Training ensures that the new employee 
performs in line with company proce-
dures and processes. For instance, many 
companies create a training site in their 
warehouses to put a new helper through 
the whole process, whatever that may be, 
before she steps into a customer’s house. 
An effective trainer is an essential compo-
nent of each department. Many small com-
panies make the mistake of skipping this 
step and letting the new employee flounder 
through initial weeks. A creative employee 
will figure out ways to do the work, but 
often by adding forms, paperwork and 
workarounds that require cleaning out at 
some time in the future. A less-creative 
employee might make expensive mistakes 
the company will pay for.

Finally, tracking progress ensures that 
the new employee can do what you hired 
him to do in the way your company does 
it. Another PEG member hired a new 
customer-support employee to join the 
other two employees in the department. 
They used a disciplined process to screen 
résumés and test potential hires, and the 
two existing customer-service employees 
interviewed the top candidates along with 
the boss. Everyone agreed on who to hire. 
The new employee started with energy 
and enthusiasm. During training, the boss 
noticed that the other customer-service 
employees weren’t participating as he took 
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the new employee through the processes. 
In the next week, he got complaints about 
the new employee from her colleagues. He 
knew he had hired the perfect person for the 
position. He ignored the complaints. She 
seemed to get off to a good start, though 
she worked alone. The other two worked 
together. Then he noticed many mistakes 
in her work and by chance heard the two 
colleagues whispering about information 
they hadn’t given the new employee on 
purpose. The failures continued. Finally, 
the boss brought the two employees into 
his office and declared that they had to 
operate as a team and stop withholding 
information from the new employee. The 
confrontation caused the boss to under-
stand the problems the original employees 
had experienced and he had ignored. He 
learned something about supervision. The 
confrontation reinforced the importance of 
the three operating as a team.

You can avoid the mistakes of these 
examples and improve your company’s 
productivity but taking time in each of these 
important steps of employee development: 
hiring, orienting, training and tracking.

Kathi Barry Albertini is President and CEO 
of the Management Growth Institute.

must find the leader deep within yourself. 
Other experts encourage you to:
•	 Become the person others will want to 

follow
•	 Discover your strengths
•	 Increase your self-awareness, self-

regulation and authenticity
•	 Become emotionally and socially intel-

ligent
•	 Visualize to materialize
•	 Be true to yourself, and change will 

happen
If leaders’ own inner commitment to 

change is to have any effect at all, they 
must communicate it to those they aspire 
to lead. Leaders’ actions speak louder 
than their words, but in the short run, it’s 
what leaders say – or don’t say – that has 
an impact.

The right words can create a galvanizing 
effect, enthusiasm, energy, momentum and 
sustainable motivation. The wrong words, 
or even words said in the wrong sequence, 
can undermine your best intentions and 
plans, killing an initiative on the spot.

Old-School Communication
The traditional communication 

approach follows this sequence:
Define the problem ► Analyze it 

►Recommend a solution
This approach appeals to reason and 

has been a revered intellectual tradition 
in organizations since the ancient Greeks. 
It works well when the aim is to pass on 
information to people who want to hear it, 
or who are obliged to comply and follow 
without question.

But if your aim is to get people to 
change their behaviour and act in some 
fundamentally new ways with sustained 
energy and enthusiasm, old-school com-
munication has two flaws:
1.	It doesn’t work.
2.	It often makes the situation worse (nega-

tive impact).
People who disagree with you or have 

other ideas and habits won’t respond well 
to your list of reasons to change. In fact, 
lecturing them on your beliefs will often 
lead to greater entrenchment in their long-
held approaches and behaviours.

Confirmation Biases
A significant body of research shows 

that asking people to change often drives 

them more deeply into opposition. In study 
after study, people display a phenomenon 
called “confirmation bias.” Confirmation 
bias is a tendency to search for or interpret 
new information in a way that confirms 
one’s preconceptions and to irrationally 
avoid information and interpretations 
that contradict existing beliefs. All of this 
happens instantaneously in the part of 
the brain that’s responsible for emotional 
reactions.

This explains why traditional persua-
sion techniques fail, especially when 
delivered too early in a presentation. You 
risk speaking to a skeptical, cynical and/
or hostile audience whose confirmation 
bias has been activated.

Successful leaders follow a unique, 
almost-hidden communication pattern:

Grab the audience’s attention ► 
Stimulate desire ► Reinforce with reasons

Step 1: Getting the Audience’s 
Attention. In an experiment with 60 
executives, researchers found the most-
important factors in grabbing their atten-
tion were:
1.	A personalized message
2.	Evoking an emotional response
3.	A trustworthy source
4.	Concise language

In fact, personalized messages that 
evoked emotion were more than twice as 
likely to resonate with the group. Social 
scientists have shown that negative mes-
sages are more attention-getting than 
positive ones. To get an audience’s atten-
tion, share:
•	 Stories about the audience’s problems
•	 Stories about the problems’ worsening 

trajectory
•	 A relevant story about how you dealt 

with adversity
•	 A surprising question or challenge that 

will interest the audience
Step 2: Creating Desire. Positive sto-

ries are extremely important for creating 
a desire to change. If you want your team 
to do something different, present stories 
and clear examples of how successful 
innovators are making a difference. Appeal 
to both heart and mind to gain an enthu-
siastic buy-in. Effective leaders establish 
an emotional connection.

The task isn’t to impose your will on 
an audience; it’s to enable participants 
to see the possibilities and come to their 
own conclusions, based on the evidence 

presented in your positive stories. These 
stories allow audience members to see the 
world for themselves, view their relation-
ships in a new way and make progress in 
implementing organizational goals.

Step 3: Reinforcing with Reasons. 
The desire for change will wane unless it’s 
supported and reinforced by compelling 
reasons. Remember to share the story of:
•	 What the change is, as seen through the 

eyes of those who will be affected by it
•	 How the change will be implemented, 

with a delineation of the simple steps 
for getting from “here” to “there”

•	 Why the change will work, with an expla-
nation of the underlying mechanisms that 
make change virtually inevitable

Chip Scholz is Head Coach at Scholz and 
Associates, Inc. and serves on the Inter-
national Warehouse Logistics Association 
board of directors.

This article was originally published in 
the Fall 2009 issue of 3PL Canada and is 
reprinted with their kind permission.
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