
 

© Straight Forward Success 2017   
 

8 

___________________________________________ 
 

The 85% Factor – Your Team! 

Recruitment, Retention,  

 Training & Development
 

  

In his book How to Win Friends and Influence People, Dale Carnegie refers to the fact only 15% of a 

person’s success is down to their technical ability. 85% is down to personality and… Attitude. 

 

The people you hire can be your biggest assets and your biggest headaches.  They can support and help 

you to achieve the vision you have for your company – but they can also prevent you from reaching that 

vision. 

 

Too many businesses overlook the role of employee recruitment and retention when planning for the 

success of their organization.  Staffing is an important exercise that needs to be purpose driven and 

strategic, just like marketing. 

 

It is vital to understand in today’s market that the relationship between employee and employer is a two-

way street.  Now, more than ever, employees have a “what’s in it for me?” attitude that extends beyond 

salary and benefits expectations into incentive and rewards programs.  The days of simple compensation 

structures are over. 

 

With some simple systems and open dialogue, you will attract and retain your dream team. 

 

The Power of Your Dream Team 
 

How much of your own personal time has human resources – staff hiring, firing, issues management, etc. 

– taken this year?  No doubt staff recruitment and retention is one of the biggest challenges facing any 

business owner today.   

 

The truth is, if you spent half as much time on human resources as you do on marketing, your sales would 

increase dramatically. 

 

Customers know the difference between happy employees and disgruntled ones, and it makes a difference 

when it comes to purchasing decisions.  Would you rather have your car serviced by a grumpy mechanic 

who doesn’t feel his good work is rewarded, or a pleasant one who genuinely wants to help you?   

 

Successful business owners have confidence in the people who work for them, because they believe they 

are the best people for the job.  Employees who know their employer believes in their sills and abilities 
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will go over and above to get the job done, to make the sale. 

 

Successful business owners invest time and money in finding and keeping the right people.  These are the 

people who share and support the collective vision for the company. 

 

We’re not talking about a complicated formula, or magic concoction.  It’s about careful thought and a 

proactive strategy that will make your business shine from the inside out.   

 

Finding Your Dream Team 
  

Building a dream team starts by finding and hiring the right people for the job.  Sounds simple enough.  

You post an ad, find someone who has the necessary qualifications, and hire them on. 

 

Not so fast.  Recruitment is complex process that can dramatically impact your business operations.  Just 

like finding and securing the right customers, finding and hiring the right candidate requires pro-active 

planning and careful evaluation. 

 

If you currently work with a recruiting agency to build to your team, now may be a good time to stop and 

evaluate the effectiveness of their service.  While a recruiting agency can save you the time and hassle of 

working through the hiring process, it can also cost more money in the long run.   

 

We always recommend creating an internal recruitment system, not because recruiting agencies do a bad 

job, but because no one knows your business like you do. 

 

An internal recruitment system means that the true essence of your business culture is communicated – 

from advertisement to interview. You also have the opportunity to communicate expectations from the 

outset, instead of relying on the recruiter to relay this information.  The middle-man’s thoughts and 

impressions are eliminated, leaving you to make decisions based on your own impression of the 

candidate.   

 
Step One: Advertise the Opportunity 

 

The first step in recruiting candidates is obviously letting potential candidates know about the opportunity 

with your company. 

 

But before you pick up the phone to place a classified ad, remember that advertising for potential 

employees requires just as much consideration and planning as general advertising for your business. 

 

Ask yourself: 

 

 Who is your ideal candidate? 

 What are their skills and qualifications? 

 What is their personality or demeanor? 

 What are they passionate about? 

 What are they looking for in a job? 

 

Once you have a mental picture of your candidate, then you can begin to write an ad that will not only 

reach them, but also inspire them to act (and submit an application). 

 

When writing this ad, be as specific as possible and focus on the applicant.  Remember that potential 
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candidates screen job postings with an eye for “what’s in it for me.”  Tell them exactly that. 

 

Here are a couple of sample job postings. Notice how they are not the standard ‘run of the mill’ ads (that 

get standard, run of the mill applicants!): 

 

If you’re the Marketing Assistant we’re looking for… 

  

You’re fun, friendly and have a keen eye for detail.  You’re always two steps ahead of your colleagues, 

and eager to take on new and exciting challenges. 

  

You’ll be the glue that keeps the marketing team operating in a seamless fashion, responsible for website 

updates, copywriting, event coordination and client relations.  You’ll be punctual, responsible, and well 

put together. 

  

You’ll ideally have an undergraduate degree in marketing or English, some previous office experience 

and be a fast learner with a great attitude. 

 

We are an ambitious team of young professionals.  We offer a competitive salary, great benefits and 

performance incentives. Think you fit the bill? Email your resume and cover letter to John Smith at 

jsmith@email.com by Friday at 4pm. 

 

Amazing Computer skills AND great People skills? 

 

 About You 

 

You’re smart, outgoing, and a wiz when it comes to computer programming.  You’re on your friend’s 

speed dial for computer emergencies, large and small.  Helping people understand the complex digital 

world is your passion. 

  

You’ll be our Lead Computer Technician, managing our computer repair counter and five Junior 

Technicians.  You’ll have great people skills, mounds of patience, and enjoy working as part of a dynamic 

team. 

 

 About Us 

 

We operate Anytown’s leading computer repair store, and are known across the region for our customer 

service.  We work hard, play hard, and offer a competitive benefits package to our employees. 

  

Tell us why this job is for you.  Email your resume and cover letter to info@computerworld.com by 

Thursday, September 23. 

  

Both of these job postings speak directly to a specific targeted audience.  They’re friendly, colloquial, and 

communicate the job requirements in an informal way. 

 

Every job posting must: 

 

 Be colloquial (written in the way that you talk) 

 Talk directly to each applicant, using the words ‘you’ and ‘your’ 

 Be specific 
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 Describe benefits 

 Include skills, qualifications, duties and job title 

 Be written in the present tense 

 Have a great headline 

 Call the reader to action 

 Be simple – in word choice and sentence structure 

 Be more exciting than the competition 

 

Now that you have a great ad to post, you need to decide where you are going to publish it.  This depends 

on the level of the job (junior to management) and on the specific type of candidate you are looking to 

recruit. 

 

Here are the some places to advertise your opportunity: 

 

Local Newspaper 

This is often a good place to post junior to mid-level employment opportunities.  You’re looking for basic 

qualifications from local applicants, perhaps even for part-time positions, with minimal cost. 

 

Regional or City Newspaper 

Senior employment opportunities that require specific high-level qualifications are best advertised with a 

broad scope.  This incurs a greater cost, but will return a greater variety of candidates. 

 

Online 

This is a cheap way to tap into a massive database of job seekers.  Many companies incorporate an online 

filter program that automates the process. Consider sites ranging from monster to craigslist.  

 

Referrals 

The good way to find candidates is through your existing network – including associates, colleagues, 

employees, friends and family.  The key factor here is to avoid the ‘old boy’ network and only accept 

candidates who come to you already vetted by a trusted source.  You may also wish to consider offering 

an incentive for people to refer their qualified friends and associates to you. 

 

You should also brainstorm a list of any other niche areas that your target market may use when looking 

for a job.  Consider industry publications, industry associations, etc.   

 

Once you’ve posted your ad, your next step is to manage the response. 
 

Step Two: Screen Candidates 

 

This is one of the most time-consuming aspects of the recruitment process, so you will need to work out a 

system to manage the response to your job posting. 

 

An effective system allows you to ask all potential candidates the same questions, and provide them with 

the same information about the role and your company. Here’s an example of a simple 3-step process:    

  

1. Decide whether all inquiries will be handled by one person or several.  This will depend on your 

staff resources and capacity.   
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For example, if your candidates have been instructed to submit their resume and cover letter to you 

through email, designate a single email address and inbox to receiving and responding.  This way you or 

another staff member will not be bombarded by emails, and can designate an hour of time each day to 

managing the inquiries.  If your candidates are calling in, designate a unique phone number or answering 

machine to this purpose. 

 

2. Decide how inquiries will be acknowledged.  This can be as simple as an email acknowledging 

receipt of the resume, or specific instructions on an answering machine.  Having this system in place 

means that everyone receives the same information, and that you receive the same level of information 

from all candidates (resume, cover letter, portfolio, references, and other relevant information.). 

 

If you have asked candidates to call you instead of submit their resumes through email, create a standard 

checklist of questions to ask them, as well as of information to provide them with.  Create a script.  Some 

questions might include: 

 

 What kind of job are you looking for? 

 Why do you think you would be well suited to this position? 

 Tell me a bit about yourself. 

 What makes you interested in our company? 

 

Use this opportunity to get a feel for the applicant’s personality, and trust your initial impression. Create a 

form on which to record this information, and file it with their resume when you receive it. 

 

3. Devise a process for reviewing resumes or applications.  The easiest and most time efficient way to 

do this is in a single session, after the stated deadline, and not as you receive them.  Enlist the assistance 

of a senior colleague or trusted associate to provide a second opinion.   

 

Review the resumes and application materials, and divide the applications into three piles: interview, no 

interview, and maybe.  From here you can begin to call candidates and set up a first interview. 

 

Remember to respond to unsuccessful candidates, and politely let them know that you will not be asking 

them in for an interview.  If you anticipate your response rate will be overwhelming, consider stating in 

your advertisement that only successful applicants will be contacted. 

 

Step Three: The GROUP Interview process 

 

If you haven’t used this technique before, it may sound unusual… but we’ve been educating our Clients 

in the benefits of a Group Interview process for over 10 years. It gets great results! 

 

It’s a highly effective way to see how applicants behave in a group setting. After all, they’re going to be 

joining a small group (your Team) and a 1-to-1 interview gives you no indication of their inter-personal 

skills in the very environment they will be working in. 

 

 This first interview is also a screening interview; your objective is to develop clear impressions of the 

candidates, and to determine if they are qualified for the position.  If you feel you have found an ideal 

candidate, this is also your opportunity to convince them to choose your company over any others they 

may be considering.  Good people don’t stay in the market long. 
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How the Group Interview works 

 

Decide on two or three colleagues to join you in the interview. In the same way you are asking the 

potential candidates to come prepared to the interview, you must be as well.  Be thoroughly prepared to 

cover topics including: company history, job description, interview questions, compensation structure, 

availability, and career path. 

 

The purpose of the interview is not just to discuss the job description, or for the applicants to get all the 

interview questions “right.”  It is to determine who has the right attitude for the job, and whether or not 

they will fit in with the company’s culture and its employees.   

 

Keep the interview professional, and make sure the applicants are comfortable.  Interviews test our ability 

to perform under pressure, and you will want to gain an understanding of the applicant’s true nature. 

Remember that even if an applicant is not well suited to the role they have applied for, they may be suited 

to a future opportunity with the company. 

 

Interview Questions 

 

At the beginning of the interview, divide the group up into pairs and give them 2 minutes each to 

‘interview’ their paired partner. Then ask them to introduce their partners. This gives you an immediate 

insight into everyone’s personal and presentation skills.  

 

Then ask your prepared questions that take the applicants out of their prepared comfort zone. For 

example, a person’s response to ‘How would your best friend describe you?’ can tell you much more 

about a person than the many standard (and boring!) questions. 

 

 The questions don’t even need to be highly specific to your company and the role you are hiring for.  

After all, you’re looking for the best attitude. 

 

Assuming an acceptable level of skill, always hire on ATTITUDE. You can train skills. You can’t train 

attitude. So, take time to decide what questions will help you identify the best attitude…and don’t be 

afraid to ask ‘off the wall’ questions that help you see the real person behind the interview mask. 

 

 A by-product of this group interview approach is that even the unsuccessful candidates will often say 

how beneficial the process was…and how it helped them for future interviews, while YOU end up with 

the ‘best of the best’.   

 

Here are some interview questions that are difficult for the applicant to have prepared stock answers for: 

 

 Tell me about a time when…[insert a likely scenario they will encounter in the position].  How 

did it make you feel? How did you handle the situation? 

 What did you make of that previous answer (from another applicant) – how would you have 

answered differently?  

 If there were 24 hours left in the world, what would you do and why? 

 After the first month, what will we find to be your biggest weakness? 

 What role have you excelled in in the past that best prepares you for this position? 

 Given what has been discussed today, what do you feel is the most important characteristic for 

this position? 

 

Make sure you and your colleagues take good notes and ‘score’ each person on attributes such as 
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Appearance, Attitude and Confidence from the moment they enter the room and each time they 

speak/answer a question. 

   

Apart from seeing the candidates in a group setting, another real benefit of a Group Interview is how well 

it leverages your time. You conduct one interview (for about 45-60 minutes in total) compared to having 

to go through the same routine multiple times, (often when you know very quickly that the person is not 

who you’re looking for).  

 

At the end of the Group Interview, compare notes with your colleagues. It is usually obvious who the best 

candidates are – or at least who stood out from the crowd. Decide who you would like to invite back for a 

second interview, and let the unsuccessful candidates know they are not right for this particular role. 

 

Step Four: Second Interview + Reference Check 

 

The second interview is used to confirm your impressions of the applicants you believe are best suited to 

the job.  It can also be used to get more information, or to more closely compare two solid candidates.   

 

Make sure you only offer a second interview to those you are considering hiring.  If you are on the fence 

about a candidate, chances are your instincts are right, and bringing them in for a second interview is a 

waste of their time and yours. 

 

Callbacks 

 

When you call a candidate to invite them to come in for a second interview, remain professional and don’t 

make any allusions to a job offer.  If your impression of them changes during the second interview, you 

do not want to have to go back on something you said.  Let them know what you thought of them based 

on the first interview, and ask if they would be interested in meeting with you a second time. 

 

Give yourself and the candidate a day or two between interviews to reflect on the first interview and 

prepare for the second. 

 

Interview Questions 

 

While the second interview is often less structured than the first – a relationship has already begun to be 

established – you should still prepare a list of questions for the candidate. 

 

These questions should focus on identifying exactly how well suited the candidates are to specific tasks 

and responsibilities. You can provide more information about the culture, systems, and values of the 

company and ask more personal and specific questions. 

 

Office Tour + Introductions 

 

Once you have determined that you have found the best candidate for the job, take them on a tour of your 

office or business, and introduce them to your staff members.  This is a good way of gaining an initial 

understanding of how the candidate might interact with your existing team. 

 

Calling References 

 

This is the final – arguably most important – step to make before offering the job to the candidate.  You 

should ask your candidate for employment references, and perhaps one character reference. 
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Call each reference contact, and explain who you are and why you are calling.  Then ask if they have a 

few moments to answer some questions about the candidate. You will want to find out information about 

punctuality, professionalism, skills, and their reason for leaving.  Cross reference this information with 

your interview notes for consistency between the candidate and their reference. 

 

Step Five: Hire Your Employee 

 

Provided their references are solid, now is the time to make them an offer of employment.   

 

Call the candidate personally to offer them the job.  Make sure you congratulate them, and express your 

enthusiasm in welcoming them into your team.  You will also need to follow up your conversation with a 

letter or email that includes the job offer document or contract. 

  

Training Your Dream Team 
 

Once you have landed your dream employees through a well-constructed recruitment process, it is 

essential that you continue to invest in your decision by putting them through a thorough training process. 

 

Training is actually an element of recruitment.  A new employee’s orientation and training sets the tone 

for their entire employment; this includes their impression of your business, its systems, and respect for 

its leaders.  This has an impact on your ability to retain good people, and avoid unnecessary or redundant 

recruitment processes. 

 

Too often, businesses rely on junior employees to train new ones without any guidelines or ‘curriculum.’  

New employees are thrown into the deep end without clear expectations or an understanding of ‘how 

things are done around here.’ 

 

These elements affect how an employee perceives their own required level of effort or performance.  A 

business that doesn’t give much thought to planning, expectations, and preparation will end up showing a 

new employee that the same lack of attention is expected from them. 

 

Here are some things to implement when you create your comprehensive training system: 

 

Prior Learning / Existing Knowledge 

 

Acknowledge your new employee’s prior learning, and don’t overestimate or underestimate their existing 

knowledge.  

 

Choice of Trainer 

 

Make sure the person or people who will be training the new employee are sufficiently qualified and 

experienced.  If an administrator is leading a salesperson’s training and orientation, consider asking 

another salesperson or more senior team member to assist on specific days or sessions.  

 

Training Materials 

 

Have all the required training materials handy.  This includes company manuals, industry guidebooks, 

common reference materials, work samples and anything else that will aid in the training efforts. 
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Training Tools 

 

Have the tools available to train your new recruit.  Will the training be held at their workstation, or 

another workstation?  Do you have all the software you need?  What about the equipment required?  

Cover these points prior to the training so that it runs smoothly and the time is used effectively.  

 

Time 

 

Provide more than ample time for training – including time for questions and elaboration.  Rushing 

training benefits no one and nothing, including your profits. 

 

Testing 

 

Consider including some ‘tests’ or checks so that the new recruit understands each component of the 

training.  Ask the trainer and the trainee to sign-off on each section.   

 

The Big Picture 

 

Each team member’s role is part of a larger picture: the company as a whole.  Make certain the trainee 

understands how their role contributes to the big picture on each level.  If they are a junior member of a 

department, they should understand how their job contributes to the department, as well as how the 

department contributes to the entire company.   

 

Feedback 

 

The trainee should be able to ask questions and review information at any time – including after the 

training process.  Create an environment that encourages open dialogue.   

 

Training is an ongoing process for every single member of your team, and there should be a system or 

structure in place to continue staff training and development on a regular basis.  This can include cross-

training, employee development, and new systems orientation.  Regular training not only benefits your 

staff and improves their performance, but it allows you, as the business owner to: 

 

 Implement new policies + procedures 

 Invest in your staff, thereby improving confidence and morale 

 Evaluate staff performance at an individual and team level 

 Reward staff based on performance improvements 

 Provide a regular arena for feedback and discussion, including positive and negative experiences 

and issues 

 

One-on-One Training + Evaluation 

 

An effective system of ongoing training is regular reviews (for example, quarterly).  When conducted 

one-on-one, this provides a forum for ongoing communication with employees to review performance and 

identify areas for improvement.  A one-on-one environment will encourage more open and honest 

dialogue than if the session were conducted as part of a team. It also allows for immediate recognition or 

discipline and a lesser need for an “annual” review, which becomes a simple formality. 

 

These sessions are valuable sources of information and insight into the strengths, weaknesses and 

motivations of your team.   
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If you have a large staff, consider pairing junior staff with senior staff and establishing mentorship 

relationships.  This builds the synergy of your team, and frees you up to run your business.  Each senior 

staff member can report back to you on the results of their regular training sessions. 

 

Team Training 

 

Team training events are great team builders, and provide insight into how your team interacts as a whole.  

These can take the form of “lunch and learns”, where senior staff or guest speakers conduct an hour long 

session with staff members, or more social team building exercises with a less formal program. 

 

Team training exercises will shed light on the leaders and followers in an organization and bring together 

employees who may work outside of the office.  These can be especially helpful if you and your senior 

staff do not see the team ‘in action’ on a daily basis. 

 

Keeping Your Dream Team 
 

Now that you have spent significant amounts of time and money recruiting and training your staff, your 

human resource job is done, right? 

 

You’ve done what you set out to do: get the right people working for you.  But what happens when those 

people get bored?  Or stolen by another company? Or feel they’ve “done all they can do” at your 

company? 

 

The final step in the overall recruitment process is employee retention.  This includes keeping your 

employees happy, supporting their development, and incentivizing them to continually improve 

performance. 

 
Environment 

 
The environment you create for your staff has a huge impact on your employee retention rates.  This 

includes the interior design and layout of your office or business, the lighting, plants, and amenities 

available.  It also includes the culture of the company – what is the general working atmosphere?  Are 

most people loud? Quiet? Is there a buzz or hum to the office space? 

 

The bottom line is to create a workplace where employees feel comfortable, safe and productive. 

 

Spending a little more on comfortable office furniture and amenities like coffee, tea, snacks and social 

spaces will go a long way toward keeping your employees happy at work. 

 
Recognition, Rewards, and Incentive Programs 

 

Did you know that many employees place more value on positive public recognition for a job well done 

than they do on salary? 

 

Recognition and rewards are powerful tools when it comes to keeping employees happy.  Positive 

feedback from those in more senior positions has a higher perceived value than a 3-5% salary increase – 

and it costs the business little to nothing to implement. 
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Incentive programs are a formalized way of rewarding employees for their achievements and successes.  

Clear targets and milestones are identified, and when an individual or team reaches those milestones they 

are rewarded with bonuses or prizes. 

 

Recognition, rewards and incentive programs are an important part of employee retention, as well as team 

building.   

 

Professional Development Programs 

 

Another common reason employees choose to leave their positions is professional development.  Many 

feel they need to move to another company in order to develop their careers or gain more responsibility.  

They may not necessarily dislike their current role, but become bored or stagnated and believe they have 

‘done all they can do’ at that particular company. 

 

Keeping good people means providing opportunities for growth and advancement within your company.  

This benefits the company because you can hire from within, and save money and time on recruiting and 

training new staff.  It also benefits your employee and increases their loyalty toward your business. 

 

Professional development programs are an important part of staff retention – but they are also an 

important part of business growth and development.  A company with staff who are always increasing 

their knowledge and improving their skills will stay on the ‘cutting edge’ of their industry, and have an 

advantage over the competition. 

 

Ongoing training and development should be a primary focus for any growing business.  Here are just 

some of the benefits: 

 

 Increased productivity 

 Increased staff retention 

 Increased workplace safety and morale 

 Increased customer service 

 Increased sales 

 

Professional development programs typically focus on the big picture ambitions of the company and its 

staff members.  The longer-term goals and career ambitions are recorded and taken into consideration. 

 

Professional development can be easily worked into your ongoing one-on-one training systems.  Keep a 

record for each staff member that outlines current role responsibilities, short and long term goals, and 

areas for improvement, and review it during your regular meetings with them.  Identify specific areas for 

growth, and develop plans of action for that growth.   

 

For example, if a marketing assistant wants to grow into a marketing coordinator or manager role, and 

needs to improve their people management skills, put them into a management course. 

 

Maintaining this program doesn’t have to be a time-consuming task.  With simple system tools and a 

commitment to regularly scheduled meetings, you can have a clear and effective program for your staff 

that includes: 

 

 Evolving job description document to monitor role responsibilities and tasks 

 Regular performance evaluations 

 Goal planning worksheets 
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 Continuing education programs at local business schools 

 Regular meetings between staff and supervisors 

 Rewards and incentives 

 


