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Praise for Jonathan Reynolds and


RIGHT SEATS, RIGHT PEOPLE


Jonathan has done it again! With his new book, Right Seats, Right People, Jonathan has been able to operationalize the basic principles of performance-based hiring in a unique and powerful way. Whether you use Jonathan’s Titus Talent firm to help with your critical hiring needs or just adopt the ideas in this important book, you will be seeing and hiring stronger talent.


Lou Adler


CEO, Performance-Based Hiring Learning Systems; Author, Hire with Your Head and The Essential Guide for Hiring


Successful companies rely on the right people throughout their organization to outpace their competitors. In Right Seats, Right People, Jonathan guides us through a proven process to employ executive-level hiring strategies to any hire.


Mark Oldakowski


Chief Operating Officer, Bionano Genomics Inc.


“Jonathan Reynolds has written a must-read guide for any leader who wants to excel at attracting, retaining, and engaging top talent from broad and diverse candidate pools. Having doubled the size of his company year over year while continuously investing in a culture of belonging along the way, Jonathan knows what it takes to manage growth the right way. Read this book to learn practical strategies and easy-to-apply tips to bring out the best in yourself and others throughout the hiring process.”


Beth Ridley


CEO, Ridley Consulting Group


If you struggle with attracting, hiring, and retaining the right people, Jonathan Reynolds has the answers for you! In my humble opinion, Jonathan is the foremost expert on recruiting and hiring and, frankly, the best in the business. This book is a must read!


Aaron West


Certified EOS Implementer


Jonathan’s lived experience and ability to simplify the genius behind his strategy fits snug into these pages! A must read for anyone on the leadership team of a company who values people in their growth strategy!


Jamie Munoz


Fractional COO / Integrator for Companies Running on EOS; Visionary, Catalyst Integrators; Ops Badass; Leadership Coach


If you have employees, this book will be your greatest ROI in company history. This book is the most important how-to in an economy where human resources are more scarce than capital.


Benj Miller


Chief Architect and Cofounder, System and Soul
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To the entire Titus Talent team—it’s always been about our people.




 


INTRODUCTION:


YES, YOU CAN HIRE THE RIGHT PEOPLE





Since you’re reading this, I would say that you wonder whether you’re hiring the best people and want to be more proactive and strategic in how you attract and hire. How do you hire people? Do you ever actually get what you were hoping for? Everyone wants the best, right? So why doesn’t everyone get it? As someone who has been in the people business for many years and whose passion is helping companies find, hire, develop, and keep the right people, I feel your pain. The good news: I have a solution.


But before we get to that, let’s take a step back.


Currently, Titus Talent Strategies has made the Inc. 5000 fastest-growing companies list for the third year straight. I joined Titus, a fast-growing internal audit and accounting firm, in the midst of the 2008 economic recession. Scott Seefeld, its president and founder, had already grown the company to number 627 on the Inc. 5000 fastest-growing companies list. As Scott was listening to the pains of the company’s key clients during the recession, he was hearing many say that even during the downturn, they had critical hires to make, and they didn’t know how to find, attract, screen, and hire A-players. It was then that he decided to create a permanent placement recruitment division. I was excited to be brought in to spearhead this group. When Scott and I connected, I immediately recognized a wise, humble, strategic, and visionary leader who was also daring enough to take a chance on me.


I had come straight from the contingent recruiting space. You likely already know how contingency recruitment works, with fee-based placements and 20–35 percent headhunting fees. That model hasn’t changed much over the years, other than the variations of temporary, temp-to-hire, and permanent hires. This type of firm is competitive not only with other contingency firms, all of which get paid only if they place someone in the open spot, but also with retained-recruitment firms, which are typically used for higher-level executive searches. It’s a fight to the finish that can turn into a rat race of résumé flinging accompanied by quite a bit of “creativity” in stating a job applicant’s qualifications. I wasn’t comfortable with tailoring a candidate’s past to fit a multitude of job descriptions or prepping candidates for what to say in the interview to land the job. I had always found it unethical, so I simply didn’t do it. Can you imagine hiring a tax accountant not by interviewing one or more candidates but by throwing a project to five tax accountants and stating that you will pay the one who gets it done fastest? That would be ridiculous. So why do we treat the process of finding, attracting, and hiring our company’s greatest assets like that?


It was as if the heavens opened and suddenly a better hiring method appeared. It almost seemed like a spur-of-the-moment thing, something I did without thinking, and it would forever change how I viewed hiring and how I went about it.


Here’s the backstory. It was 2010. We were coming out of the recession, but the unemployment rate was still 12 percent. No one wanted to pay high recruitment fees during a recession, and the challenge wasn’t just finding interested applicants but also getting through the hundreds of applications for any job posting, then processing the possible fits. You may already have read somewhere the sad truth that the average time spent on viewing a résumé is a whopping six seconds. That means both recruiters and hiring leaders were making decisions based on their eye being caught by where someone went to school or the name of a prestigious company they once worked for. In the supercompetitive world of contingency recruitment, where only the early bird gets the worm, too many birds were pushing and praising practically anyone with a pulse to snag that fat, juicy worm of a fee.


Enter Milwaukee Tool. I walked into a meeting on a Friday afternoon with Katie Gavin, who is now the company’s Vice President of Talent Operations. This was a big deal meeting for me, pitching to an organization with great talent, a superior brand, and candidates lining up to get to work with them. At that point, our recruiting division consisted of me and one other person, and I was determined to grow it. I told her confidently, “Katie, we can help you with your hiring.”


“Sorry,” she said, “but we’re not paying those contingent fees.” Slap-down, right?


Never say die. We kept chatting, and I finally said, “Why don’t you give us the topmost challenging spots out of your thirty-five open positions—say, your top five to ten—and I will dedicate my recruiting team [no, I didn’t say “of me and my friend and only colleague, Raul Mendoza”] to you exclusively and help you find the best passive candidates, and I’ll do it on a noncontingency basis?” Whew. To my surprise, she told me she had already found a solution and would be starting Monday with a traditional recruitment company with whom she’d already met.


I didn’t know what to do. I had offered something off the top of my head that seemed to be my best possible pitch, shocking even myself by offering to do it without a hefty fee, and she already had a similar solution coming in on Monday. With no clue about what to do next, I asked how much this other firm was charging. When she gave me the figure, I quickly assured her we could do it for less and with better outcomes.


“Here’s the deal,” I said. “I’ll give you this cracking deal if you call them right now and cancel them.”


“Right now?”


“Yes, you have to call and cancel them right now, and then I will have a team member here on Tuesday dedicated to you for a couple of months.”


“Okay,” she agreed, “I’ll do it if you can get me a formal proposal right away,” and after I assured her I would get that to her as soon as I returned to the office, she picked up the phone and made the call.


On the way out, I had to know who my competition was. So when I signed out at reception, I looked through the visitors’ log and found the name of the company and the people who had come in to pitch. I looked them up when I was back at my office. The company consisted of the president and one salesperson, and I figured that if I had just beat the president of this company flying by the seat of my pants, maybe we had a good shot at competing with and beating these people.


I was right about that. When I beat them out again soon after that, I called the sales leader and suggested we talk. He’s now one of the senior directors of Titus Talent Strategies, and that brings us back full circle. Titus Talent Strategies has grown to partner with over a thousand companies worldwide. Milwaukee Tool has grown as well, and we continue to work with them along with their parent organization Techtronic Industries Co. Ltd.


Now, I had walked into that meeting looking for a 25 percent contingency fee. At first, my brain had spun around trying to decide how much to lower the percentage, but then it spun off into the reality that we were paying a recruiter to just sit there trying to keep busy. I quickly decided we needed to make money and that an hourly rate would do it. It was a low rate, but it still brought in income. Nobody could ever get that rate from us now, but that’s how our strategy started. As it turned out, it was the perfect strategy for us, because I had always believed in the importance of doing what was best for our partners (clients) rather than making money the primary goal. Crafting the role, measuring success, and carrying through beyond onboarding is better than just focusing on filling a seat by convincing both the candidate and the client to “say yes” to each other. And now I was going to be able to help companies do it all.


Everything I share in this book is about how Titus has developed a brilliant people strategy to get the right people in the right seats. Whether you’re in HR, a manager hiring for your department, or an executive hiring for your entire organization, none of this is beyond your grasp. You will be able to employ every tactic I recommend. Do it right, and you won’t have to worry again about putting the right person in the right seat.


What’s Ahead in This Book


I believe that you will find this a valuable, nitty-gritty, nuts-and-bolts how-to guide that is also an exciting power-pack book. I am going to deal you some ideas that will be new to you and some ideas to make you think differently. I’m here to rattle your cage a little bit. As you delve into these pages, I suggest you refrain from dwelling on anything you decide you have been doing wrong. Instead, just relax and let yourself grasp and appreciate that there is a way of doing it better that isn’t complicated at all. Do it right and get the right people to fill those empty seats, employees who are current or potential A-players with measurable attributes and an understanding of how to succeed in the first 90 and 365 days.


My aim is simple: to deliver what you need to put people in the right seats facing in the right direction, not in a static way but in a “you are free to move around the cabin” way. When you finish this book, you will know how to win somebody over to your team and bring them on your journey for—as Jim Collins put it so perfectly in his book Good to Great—however long they stay on the bus. Do I trust our way? We trust it enough to be different by design: We are the only company of our type in the world to guarantee 100 percent performance of the people we recommend you hire. And we guarantee that not for a week or a month, but for 365 days. We know it works.


Very few people are going to join your company and stay for twenty years, but they will choose to make you part of their journey, just as you choose them to be a part of your organization’s journey. The journey is fluid because you’re dealing with people, and human beings are never static but are mutable and in flux. If you don’t find the dynamic of the fluidity and adventure of working with people exciting now, I’m here to change your mind. This book has been designed to achieve that and all it encompasses: balancing your company goals and performance goals, designing seats and motivating the people in those seats, and coaching to enable others to move through their journeys successfully.


How do you optimize recruitment? We do it by hiring—and then engaging and developing—team members with our Head, Heart, and Briefcase model. More on this in chapter two.


The great thing about this model is that you will be hiring not résumés but people. Too many hiring leaders fall into the trap of bringing in someone who has done the job before so that no training is required. Algorithms are used to match job descriptions to résumés of people who have already done pretty much the same job in the past. Great, huh? But why would such a person want the job you’re trying to fill? Why would they settle for a role they have already performed four or five times? You have to understand the difference between how and why A-players make career moves compared to B- and C-players. Wouldn’t you prefer someone who sees the position as both a superior career move and the next step up? That’s the key, and I’m going to provide you with what you need for every hiring scenario you will face in the future.


When you finish this book, you will know exactly how to put the right person in the right seat. You will be able to do it. That’s my commitment to you. If at the end of the book, you feel equipped to do it on your own, that’s great. If you decide you want or need more help, we can talk about that. We are an equipping company. That’s in our Titus Talent Strategies mission statement. If this book equips you, fantastic. It means we have done our job. If you decide you want help in equipping, that’s fine too. We’re there for you, whether it’s for hiring, coaching, talent mapping and development, or succession planning.


The most important point here is that the three parts of this book are enough to equip you, that you will be prepared to do what it takes to get the right people every time. These are the three vital areas covered:


• Valuing People—Defining the seat to get in touch with what you need and what each applicant could bring to the role you seek to fill through respecting and measuring the whole person.


• Hiring for Performance—Learning how to predict which candidate is the best person to put into the seat that’s open and whether they are bringing what it takes to succeed.


• Managing for Performance—Customizing your onboarding process, enabling an employee to stretch, and being able to rate the results.


I want this journey—not only through the anecdotes and information I’m bringing but also through your looking at the entire recruitment and development process from a new perspective—to be exciting and rewarding, to have an impact not only on your business but on the pleasure you get from conducting it. Everything I’m sharing with you has brought Titus Talent Strategies and a long roster of clients unprecedented growth and success. I feel confident in saying it will do the same for you.




 


PART I:


VALUING PEOPLE








[image: imgpage.jpg]




 


CHAPTER ONE:


EVERY COMPANY’S BIG, WICKED PROBLEM—HIRING THE RIGHT PEOPLE





AVP of sales, a hiring leader who needs to hire a salesperson for their company, sits across from me at our first meeting. I ask them what I ask everyone who comes to Titus Talent Strategies with seats to be filled: “What would success look like in the first year for this salesperson? How would you measure it?”


Invariably, without a pause, the hiring leader answers, “They need to meet their revenue sales quota.”


Now I ask what the number is. They tell me it’s a million dollars.


“You want us to find a salesperson who can bring in a million dollars in revenue? Okay, let me ask you another question: Would $750,000 be enough?”


The answer is, once again, almost always the same. “Sure, that would be a good number.”


“When you say a million, does anyone ever hit that goal?” I ask. “No? How about $750,000 in year one? Is that possible?”


“Yes, it’s possible, but no one has ever done it here.”


Now we’re talking, right?


“Let’s find a number that works for you, which means that if someone hits it, you are not going to fire them or put them on a performance improvement plan. How about half a million? Is that possible?”


“Of course. People have done it.”


So the number isn’t a million dollars at all. It’s half of that. We all know that salespeople are competitive by nature and that some executives think you have to be careful not to overpay a salesperson because you want to keep them hungry. I get the concept, but it makes more sense to set your budgets to realistic goals that can be met and then hold people accountable. The difference is that then you can honestly tell candidates, “This $500,000 is doable and has been reached many times before. So can you do this, will you do this, do you want to do it in our environment? We will support, develop, and grow you, but that is the job. If you don’t do that job, you won’t have that job.”


This is where so many hiring managers go wrong. They are not clear on the goals for the seat. And because they’re unclear, they spend ten minutes preparing and then conduct an unstructured interview that’s a waste of time. That’s just one reason the wrong people get hired—and the right people don’t.


When you hire the wrong people, it costs you a lot of money. Whether they leave on their own or you fire them, bad hiring decisions don’t come cheap. Harvard Business Review wrote that 80 percent of employee turnover is due to bad hiring decisions.1 The Work Institute then said that US businesses spend over $600 billion annually on employee turnover.2 What is it costing your company?


It’s not surprising how many times the wrong people get the job. Hiring is an enormous challenge for every company. Why? There are many reasons, all of which can be addressed. They include making decisions based on six seconds spent looking at a résumé, not preparing enough for interviews, not having the metrics to help determine what a quality hire is, and hiring for cultural fit rather than performance. Most companies just aren’t great at interviewing, hiring, or performance management. That’s why so many come to us and why we have devised a new way of doing things that involves using data, scorecards, and more.


Here is where companies get lost:


• Misalignment—This comes from not understanding what the very essence of intelligent hiring is and doing things in the old tried-and-true ways even if those ways continue to result in bad hires.


[image: imgarrow.jpg] The job is misdefined by the skills and not the performance objectives. Does it truly matter what skills someone has if they can’t use them to meet the company’s objectives for that seat?


[image: imgarrow.jpg] The executive and hiring team is not aligned with recruiters and HR. Everyone should be on the same page, but poor communications and loosely defined job descriptions can give each person involved in the hiring process a different concept of what the person is being hired to do.


[image: imgarrow.jpg] Hiring managers have their own “special” processes—hiring isn’t magic. Hiring with your gut is not a good process. Hiring needs to be a precise, standard process in order to succeed. Research has shown that structured interviews are better at predicting actual job performance.


[image: imgarrow.jpg] Worse still, many companies do not have any hiring process whatsoever for getting the right person in the right seat.


• Incomplete attraction strategy—Too often leaders look at filling a seat in terms of just getting somebody into the seat as quickly as possible, driven more by that need than by the fact that they need to get the right candidates to apply before they can even have a chance of hiring the best.


[image: imgarrow.jpg] Lack of active and passive candidate pipelines. Not knowing how to recruit the top candidates often leads to poor choices: someone whose hire is based on their having done the same job before, an in-house promotion as an easy out and a reward for someone who might not be up to the job as much as an outsider could be, or hiring someone based on everyone finding the person likable and a good addition socially.


[image: imgarrow.jpg] We all want A-players, but you need to have a strategy and a process to attract and assess them. You want top 50 percent performers, not bottom 50 percent performers. How do you know you’re screening candidates who are in the top 50 percent as performers? From their résumés? From recommendations? From where they went to school or the “name” companies where they were formerly employed? If so, you’re not doing it right.


[image: imgarrow.jpg] Too many companies still just “post and pray”—relying on posting an opening and praying that the perfect candidate will apply. Now, even though I happen to believe in the power of prayer, keeping your fingers crossed is a rubbish process to get the best person to join your company and get into the critical seat.


[image: imgarrow.jpg] Often companies work with a variety of contingency recruiting firms because the promise “you don’t pay if you don’t hire” is tempting, and they end up making hires they later regret. Although the contingent recruiting model has been around forever and hasn’t changed, so has the used car sales industry, and we know what we think of that! Thankfully, we have at our fingertips the ability to do our own research on a car’s history, so we don’t have to rely on the commission-based salesperson’s version of why this car is perfect for us. It’s not as easy with researching people. My point: I don’t think it’s best to make critical hiring decisions by relying on a recruiter who is set to pocket a large commission check if you hire their candidate.


• Engagement and retention issues—Bad hires eat up everyone’s time and cost companies a lot of money.


[image: imgarrow.jpg] Only 55 percent of companies have a strategy to fix engagement problems.


[image: imgarrow.jpg] The cost of replacing the person you hired will equal the first-year earnings—and up to five times higher for executives.


What’s to be done? First, it’s important to realize that recruitment isn’t a matter of just filling seats; you’re filling seats with people. And you need to value people to do that. You need to realize that a person isn’t just the sum of their résumé. If you hire a résumé, that résumé won’t show up to work. Never has. Never will. What will show up is a person, and if your hiring isn’t done properly, what will often show up is the wrong person.


So here’s the key. In general, when we hire people for roles, we’re typically thinking about Day One. The manager is seeing empty seats. Empty seats cost money, and the seats need to be filled immediately. The thing is, that’s what B- and C-players go for. It’s how they make career moves, going for the job in terms of what’s expected on Day One. But A-players aren’t hooked on that Day One concept. For them, a place has to offer a stretch. A-players want to step into something bigger than what they have done before. They want to prove to themselves, their previous employer, and their new employer that they can do it.


Maybe the “bigger” means a larger company. Or it could mean a smaller company that holds a challenge for them or a switch of industry that’s the new challenge. They need to be able to envision and define what the “bigger” is and how they want to stretch and then be able to look twelve to eighteen months down the road and articulate what the growth trajectory of that role will be. That’s how we hire people at our company, and that’s how we advise our clients and you to hire people. You want to know whether candidates are running toward something or running from something. Now, if I’m the interviewer and I’m interviewing someone who cannot articulate what they’re running toward, it makes sense that they’re running from something. In work as in life, running from something usually leads to a rebound relationship, one that will probably be short lived. Why? Because we are vetting with a comparison to a current or previous state, and therefore the grass becomes greener on the other side. A-players are not desperate. They do their own vetting. What we have found from the past decade of research and countless hours working with over one thousand companies is that A-players, the ones who crush their performance goals, make career moves for stretch, growth, and impact.
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