The L.L. Geans’
Better Hiring System (Based on the Aberdeen Better Hiring System)
Introduction

1. The L.L. Geans Better Hiring System is based on the simple premise that candidates for a given position should be evaluated against a carefully determined set of criteria rather than against each other; this guards against hiring the best of the bunch without realizing that no one among those being considered is really qualified for the position in question.

There are nine steps in the Better Hiring System. Each must be followed for the system to work properly.  The majority of the time required by this process comes before the interviewing phase. It is very important to commit a sufficient amount of time to the first four steps to ensure a fruitful result.

The Nine Steps to Better Hiring

1. Prepare a good job description


Job Tasks


Required Skills

Required Abilities

2. Draft a desired outputs list

3. Establish the critical performance factors

4. Draft an appropriate list of interview questions

5. Create and run marketing advertisements



.1 Applicants must pass basic requirements before given an application


.2 Application must be filled out completely


.3 Estimators/Project Managers review applications selecting the most desirable 

    candidates using the critical Performance Factors as a benchmark and turn 
  

                application over to bookkeeper.


.4 Bookkeeper will run a BMV report and background check on the candidates.
 
.5 Bookkeeper will return the applications to the Office Administrator for review.


.6 Office Administrator will eliminate applications that do not meet the guidelines.


.7 Remaining successful candidates will have an interview scheduled by Office 

                Administrator, and will make two additional copies of complete application for 
    interview process. Enter date and time of interview on front of all applications. 
    Schedule to-do on ACT! for all three estimators/project managers.
6. Conduct interviews


.1 The 1st interview will consist of following the appropriate list of interview 
                questions only.

7. Evaluate results


.1 Send a letter and call the unsuccessful candidates, and set up a 2nd interview for 
    the successful candidates.


.2 Conduct 2nd interview, and will consist of the second set of appropriate 
  

                 questions and review of the Interview Packet with the candidate.
8.  Compare all candidates to the Job Description, Desired Outputs List, and The Critical  

     Performance Factors, and select the candidates that meet the criteria, and create a 
     written job offer documenting all details of package.
9.  Conduct a 3rd meeting or phone call with a written job offer.

Step 1: A Good Job Description

All hiring should begin with a good job description for the position being filled.

Step 2: Desired Outputs List

At first glance this might appear to duplicate the job description, but in fact it is quite different. The Desired Outputs List is a detailed description of the results you expect to get from the person in this position during the first 12 months.

Preparation of the Desire Outputs List requires a much greater focus on the demands of the position than do the job description. It tends to bring out the exact skill set that a candidate should have in order to perform well.

Two other advantages arise from preparing the Desired Outputs List: (1) After a prime candidate has been selected and a job offer is about to be made, it can be shown to the candidate to clarify any possible misunderstandings about the nature and scope of the work involved in the position. (2) It serves as the initial set of instructions for the person who is placed in the position.

Step 3: Establishing the Critical Performance Factors

This step usually requires the involvement of at least three people who are qualified to participate...and it can consume several hours. However, it is the single most important step in the Better Hiring System.

The Critical Performance Factors (CPFs) represent those key attributes that you decide a candidate must possess in order to perform well in a given job. Establishing the CPF’s for a position involves looking at a long list of possible attributes and thoughtfully discussing how each one might apply to the job in question. Normally this is a group effort involving three or more people. The goal is to reach agreement on the top seven Critical Performance Factors.

Once agreement is reached on the CPF’s for the job, all subsequent efforts will focus on ways to determine whether or not a given candidate exhibits those chosen attributes. Other (often-subjective) considerations are ruled out by this process.

Step 4: Develop a List of Interview Questions

This step normally is performed by the same group of people who established the list of Critical Performance Factors for the job. This exercise can be quite difficult and is subject to a certain amount of trial and error. The goal is to develop a list of questions to be asked during the interview which will determine with some degree of certainty whether or not a given candidate has the attributes that have been identified as Critical Performance Factors.

These questions should be discussed and both their relevancy and validity established. (In other words, do they actually focus on the areas of interest and will they measure what we want them to measure.) All questions should be in written form. The sequence in which questions are asked also can be important.

Agreement also should be reached as to which person will ask which questions during the individual interviews. However, since all or most of the CPF’s should be explored by each person doing interviews, it is necessary to come up with multiple questions for exploring a given area.

Step 5: Interviews

It is important to have several people engage in the interviewing process. Each person should have a written list of questions and accept responsibility for getting through the entire list. Notes should be taken during the interview and clarified immediately afterwards.

Step 6: Evaluation

The results of the interviews should be discussed by those who are involved in the hiring process for this position. All evaluations are done in terms of how well the candidate matches the Critical Performance Factors (key attributes) hat have been identified for the position. If anyone wants to introduce a new consideration at this point, this normally requires starting the entire process over again from step one.

Candidates are evaluated strictly on the basis of the degree to which they meet the Critical Success Factors.

The end result of the Better Hiring System is that each candidate is evaluated against an objective set of criteria established specifically for the position…not against other candidates and not against new criteria determined during – and influenced by – the interviewing process itself.
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