HIRING WORKBOOK
On the following pages are a Hiring Decision Scale exercise, an Interviewing Guide with questions to ask in an interview and what you are looking when you ask these questions, and an outline of the major points covered in the How To Hire The Best Salespeople seminar so you can have a permanent record to which you can refer in the future.

Please have the supervisor for the sales job you are trying fill complete Exercises #1, #2 and #3 so you know the personality characteristics and job performance skills you are looking for in the job for which you are interviewing.  Have the supervisor create his/her own Hiring Decision Scale. If he/she feel the one provided below is not right for the job which is available. 
Like any skill, interviewing improves with practice. So, start following the guidelines today, using the interviewing questions, and may all of your hires be superstars.
EXERCISE #1

HIRING DECISION SCALE

Below are the fifteen attributes/attitudes to look for in a selection interview for salespeople.  In the column provided, put a numerical weight on each characteristic according to its importance to the job for which you are hiring. Keep the weights between fifteen and one, fifteen being the most important, one the least important. Do not make the weights all high or all low or all bunched in the middle, spread the weights around, as in Scale below. 
	Attributes. Attitudes, and Personality Characteristics
	Weight 

	1. Integrity 


	15 

	2. Self-Motivation 

Commitment 

Ambition 

Goal orientation 

Growth orientation 


	15 

	3. Intelligence 

Mathematical (problem solving)

Verbal (linguistic)

Practical (street smarts)
Creative 

Emotional (others and self) 


	14 

	4. Optimism/confidence (positive self-image) 


	13 

	5. Competitiveness 


	12 

	6. Courage/assertiveness 


	11 

	7. Flexibility/coachability 


	10 

	8. Cooperative/nurturing 


	10 

	9. Self-discipline 


	9 

	10. Knowledge 


	7 

	11. Experience/job skills 


	12 

	12. Chemistry and fit 


	7 

	13. Organization/planning 


	5 

	14. Maturity/realism 


	4 

	15. Independence/autonomy 


	1 



EXERCISE #2


MOST EFFECTIVE EMPLOYEE

Below are the fifteen characteristics to look for in a selection interview for salespeople.  In the column provided, put a numerical weight on each characteristic according to what you remember about the most effective salesperson you ever observed in that job.  Keep the weights between fifteen and one, fifteen being the most important, one the least important.  Do not make the weights all high or all low or all bunched in the middle, spread the weights around. Do the same thing for the least effective person you ever saw in that same job on the next page.
	Attributes and Attitudes
	Weight 

	1. Integrity 


	 

	2. Self-Motivation 

Commitment 

Ambition 

Goal orientation 

Growth orientation 


	 

	3. Intelligence 

Mathematical (problem solving)

Verbal (linguistic)

Practical (street smarts) 

Creative 

Emotional (others and self)

	 

	4. Optimism/confidence (positive self-image)

	 

	5. Competitiveness 


	

	6. Courage/assertiveness 


	 

	7. Flexibility/coachability 


	 

	8. Cooperative/nurturing 


	 

	9. Self-discipline 


	 

	10. Knowledge 


	 

	11. Experience/job skills 


	 

	12. Chemistry and fit 


	

	13. Organization/planning 


	 

	14. Maturity/realism 


	 

	15. Independence/autonomy 


	


EXERCISE #3

LEAST EFFECTIVE EMPLOYEE
	Attributes and Attitudes
	Weight 

	1. Integrity 


	 

	2. Self-Motivation 

Commitment 

Ambition 

Goal orientation 

Growth orientation 


	 

	3. Intelligence 

Mathematical (problem solving)

Verbal (linguistic) 

Practical (street smarts)
Creative 

Emotional (others and self)

	 

	4. Optimism/confidence (positive self-image) 


	 

	5. Competitiveness 


	

	6. Courage/assertiveness 


	 

	7. Flexibility/coachability 


	 

	8. Cooperative/nurturing 


	 

	9. Self-discipline 


	 

	10. Knowledge 


	 

	11. Experience/job skills 


	 

	12. Chemistry and fit 


	

	13. Organization/planning 


	 

	14. Maturity/realism 


	 

	15. Independence/autonomy 


	


EXERCISE #4

COMPARISON AND CORRECTION
Compare your two Hiring Decision Scales (Most Effective and Least Effective).  On which charac​teris​tics are there the biggest differences?

Now, go back to Exercise #1 and put it beside the two Hiring Decision Scales you have just completed. 

Do you see any rankings or weighing you would like to change on your original Hiring Decision Scale in Exercise #1?  Carefully look over the scale you filled out for the most and least effective employee and compare those to the first Hiring Decision Scale you filled out.  Now change your original Hiring Decision Scale, copy it, and use it as your Hiring Decision Scale to guide you in making hiring decisions in the future.
INTERVIEWING GUIDE
	Step
	Desired Result



	   Phase One: Exploratory


	

	Try to put candidates at ease with a friendly welcome.  Explain your role in the structure of your company.  Give the details of the job position and the assignment.  Do not tell candidates what you are looking for.


	Relaxes candidates somewhat, make them more open, and gives them understanding of the job for which they are interviewing. 

	Briefly review resume information, especially education and work experience to confirm it is correct.


	Make sure that data on the resume flows properly and is logical and correct.  You are saying, “This is who you say you are,” and lets them make any corrections.  It also serves as a gentle warning for candidates not to exaggerate their experience during the interview.



	Ask several open-ended questions to probe about early family experiences, family environment (brothers and sisters), educational achievements, part-time and summer jobs, extra-curricular activities, and early interests and passions.


	Be careful and don’t ask forbidden questions about mother or father’s jobs, nationality, race, or stuff like that.  But if you ask open-ended questions such as, “Tell me about yourself—your early years.”  And then probe with, “Anything else?”, you’ll tend to get answers that give you some insight into candidates’ goal orientation, birth order, achievement orientation, competitiveness, range and balance of interests, general level of intelligence, and verbal communication ability.



	Probe with open-ended questions about candidates’ post-degree (if they have a degree) job progression, especially the reasons for taking and leaving a particular job and why they accepted their next job.

 
	You learn about candidates’ career orientation, stability, and maturity.  At this phase don’t probe when people say they left a job, but don’t give a reason.  Make notes of such departures, but pass over them—you’ll come back and probe for specifics later.   You’re looking for goal orientation here, too.



	   Phase Two: Specific Questions


	

	Probe candidates’ ethical values.
	This can get dicey.  You obviously can’t ask people if they are honest, because no matter whether they are or not, they will always answer in the affirmative.  But you can ask questions such as, “What is your definition of ethics?” or “What do you think media ethics means?” to try to assess candidates’ ethical compasses.   These questions are not terribly revealing because good liars will lie; however, such questions do give the message to candidates about the importance of ethical values to your company.



	Review candidates’ job responsibilities and performance on the last three jobs.  Ask open-ended questions that require answers about the situation or environment in which their performance occurred.  Probe to discover what results candidates achieved and how they achieved it.


	You learn about candidates’ performance and results, how goal oriented they are, and how organized and disciplined they are.  You also learn about their self-esteem and internal or external locus of control.




	Probe for candidates’ specific career plans and goals and how they think they are doing so far.  


	Provides an assessment of candidates’ ambition, goal-orientation, planning ability, self-confidence, and self-image.  Also, indicates internal or external locus of control and growth orientation.  These future-oriented questions will elicit prepared answers, so what the answers indicate is how relatively intelligent a candidate is.  If they don’t have a growth-oriented stock answer, they aren’t very smart.



	Ask about how candidates organize their work day and probe to find out how hard they work.


	You are looking for someone who is well organized, is a good planner, and works hard.  People who regularly get to work early are not only more than likely hard workers but also have discipline.



	Present several hypothetical sales problems and ask how they would solve them.
	You learn how candidates’ conceptualize problems and solve them.  You also learn if they are logical and organized.  At least one problem should be about understanding people and one question should involve ethics/integrity.



	Ask questions that give some insight into candidates’ emotional intelligence and understanding of people.

 
	If you can ask for an assessment of someone you both know, it makes it easier to compare candidates’ level of understanding with your own.

	Ask about candidates’ feeling about their strengths and development needs (shortcomings).
	You learn how candidates see themselves, about their openness, about their self-image, about their maturity, and about their honesty.   This is a stock question that virtually all interviewers ask, so if candidates do not have a well-prepared thoughtful answer, they are not too bright.  Also, if candidates give you a short list of strengths, believe them.  Especially believe them if they don’t say they are “smart” or “bright.”  Dumb people usually know they are not too swift.  



	Ask about candidates’ intellectual activities, especially reading.  Ask them what they liked or disliked about a book, a blog, or a movie.
	There is a correlation between how much people read and how smart they are.  When candidates talk about books, magazines, blogs, and movies, you can assess how verbally adroit and intelligent they are.



	   Phase Three: Wrap-up


	

	Wrap up the interview by saying something like, “We only have a few minutes left,” and ask such questions as, “Give me three good reasons why you want to work for this company.” And, “Do you have any questions for me?”
	This last question is the most important because it shows you how much research candidates have done on your company and you.  Smart candidates do a lot research.  The question also gives candidates another chance to sell you on themselves and to summarize their strengths.  The last question gives them the opportunity to gather information about your organization, you, and the job.


HOW TO HIRE THE BEST SALESPEOPLE OUTLINE
The Selection Interview

· Must be part of a system:

· Job descriptions/assignments:

· Relevant reporting relationships

· Statement of the department’s/team’s mission, goals, objectives, and strategies

· Details of responsibilities and duties (including teamwork and cooperation)

· Specific performance expected

· How performance will be measured

· Expected assignments

· Must be part of a system:

· Recruiting, screening, interviewing, reference checking, selection, and follow-up procedures and systems

· Performance coaching and evaluation systems
The Selection Interview

· Objectives of a selection interview:

· To assess attributes, attitudes, and personality characteristics

· To identify past behavior as an indicator of future behavior
· To assess chemistry and fit

Problems With the Selection Interview

· Confirmation bias 
· First impression that we then try to confirm.
· Stereotyping

· Comfort with similar people

· Situational influences

· Interviewer differences

· Tendency to be unstructured

· Tendency to forget

· Tendency to remember only negatives

· Pressure to hire

· Interviewing order in which applicants appear

· Interviewer mood

Solutions

· Attentiveness (privacy, no interruptions)

· Objectivity (suspend judgment)

· Active listening (encourage applicant to talk)

· Arrange setting to put interviewee at ease.

· Structure the interview -- use an Interviewing Guide with questions written out.

· See workbook.

Solutions

· Take notes on the interviewing guide.

· Always ask same questions in same order – forever.
· Most important rule
· Most important rule

· Never hire after one interview. 

· Always get at least a second opinion.

· Should be someone else in your organization.
· Different gender, race, ethnic background if possible
· Don’t use two interviewers at once, use at least two different interviewers and compare answers.

Strengths of the Selection Interview

· Learn how to motivate an applicant.

· See if the will fit in.
Interviewing Strategies

· Trust your intuition at the end of the interview.

· Read Malcolm Gladwell’s Blink (intuition).

· Read Sway by Brafman and Brafman (psychological influences).

· Read The Drunkard’s Walk Mlodinow (randomness of success)

· Put interviewees at ease.

· Don’t talk too much.

· Biggest mistake

· Ask lots of situational questions.

· “What would you do in this situation?”

· Probe for specific, detailed answers.

· Test for skills (Excel, writing, etc.)

· Look for goal orientation.

· Concentrate on past successes, not on experience or education.

· Do not respond to negatives – keep an open mind.

· Look for strengths, not shortcomings.

· Find out why applicants want to do, not have the job (do they know what the job entails).

· Beware of halo effects – don’t clone yourself .

· Second biggest mistake

Personality Characteristics

· Integrity

· Self-Motivation

· Commitment

· Ambition

· Goal orientation

· Growth orientation

· Intelligence

· Mathematical

· Verbal

· Practical

· Creative

· Emotional
· Optimism/confidence

· Competitiveness

· Courage/assertiveness

· Flexibility/coachability

· Cooperativeness/nurturing

· Self-discipline

· Knowledge

· Experience/job skills

· Chemistry and fit

· Organization/planning

· Maturity/realism

· Independence/autonomy

Interviewing

· Screening: Talk to as many people as possible on the telephone briefly to assess qualifications.

· Ask them to write a letter explaining why they want a job (don’t ask for a resume).

· Start easy, friendly.

· You might want to apply some pressure later to see if they are defensive or uncomfortable with stress.

· Give interviewees a decent 20-minute shot at you.

· Put an interviewing-terminating question on your interviewing guide.

· When the interview is over:

· Fill out Hiring Decision Scale and put in applicant’s folder.

· Write a brief evaluation and put in folder.
Available Opportunities and Level of Expectations

· Fit the organization’s opportunities realistically with applicant’s level of expectations. 

· It’s usually a good idea to lower their expectations.

· Make sure they understand that it will take longer than they think to learn about the complexities of the product and the job. 

· An applicant’s level of expectations is controlled by:

· Applicant’s needs

· Perceived opportunity in an organization

· Interviewer’s portrayal of opportunities and performance standards
Letters of Recommendations and Resumes

· Letters of recommendation are virtually worthless. The only valuable ones are long and job specific.

· Resumes are virtually worthless. The only vaguely useful ones are job specific (over one-third contain false information, and resumes are not legal documents).

· Be skeptical about resumes.

Checking References

· Don’t jeopardize people; get their permission to check.

· Call colleagues--people you know--instead of listed references if possible.

· Check many references; do it face to face whenever possible (people are more candid).

· Chat with references, learn the “no” signals and non-verbal cues.

· Don’t let references influence you too much (the candidate may have had poor managers previously

The Sales Hiring Rule

· Everything else being equal, in sales always hire the most motivated person.

· Management can’t motivate people – they come motivated – management’s main job is to unleash that motivation.

· Most managers de-motivate people by telling them what to do.

· Motivation and commitment being equal, hire the smartest person.

· You can teach people almost anything, but you can’t teach them to be smart.

· The only thing that can overcome a deficiency in intelligence is motivation. 
Interviewing Questions

· Overview

· Tell people what to expect in the interview.

· See workbook.
Homework

· Read Chapter 4: Sales Talent, Media Sales Management  at http://www.mediaselling.us/media_sales.html 

· Appendix B - Interviewing Guide  and Appendix C - Hiring Decision Scale Workbook  both available at http://www.mediaselling.us/media_sales.html 




� � People who have an internal locus of control are self-confident and optimistic because they take internal, personal responsibility for their actions and performance.  They believe they can control their performance outcomes.  If they succeed or fail, they will take responsibility.  People who have an external locus of control typically have low self-esteem and are pessimistic because they believe their performance outcomes are the result of good or bad luck, because of a good or bad boss, or because of a good or bad customer.  Success or failure, in other words, is never because of them or their fault; it’s due to an external force.  
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