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CREATING A HIGH-PERFORMANCE  
ORGANIZATION AND COMPANY CULTURE 

Executive Overview for: 

Gatekeeping – How to Make Excellent New Hires 
“Inviting new people to join your Team and be successfully welcomed into your High-
Performance Company Culture is an activity that is worth taking the time to do right. This 
segment deals with the questions of how you can considerably increase your probability of 
making a successful hire. If you had witnessed the number of privately held business that I 
have who hire from the “gut” following knee-jerk emotions rather than going through a 
legitimate process for evaluating perspective talent, you would understand why I put so 
much emphasis on “gatekeeping” and the entire hiring process. Identifying, recruiting, hiring 
and onboarding, when you consider all for the cost and people’s time invested, needs to 
follow a proven process to assure a high hit rate of successful hires.” - YourBoard.US 
 

1. The Hiring Process. 
2. Steps in Making a Great Hire. 
3. Qualities that are Critical in a Successful Candidate. 
4. The “Reference Checking” Process. 
5. Summary of the Hiring Process. 
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The Hiring Process for New Associates 
 
Our Existing Team 
 
We discussed, in detail, how your company leaders can create a philosophy and how your 
managers and supervisors can adopt a management style that will generate and “maintain” a high-
performance “Recognition-Based” Culture. 
 
Most of our discussion in other segments has dealt with creating this high-performance culture with 
our existing organization of people. 
 
As we discussed earlier, many of your existing associates actually have the skills, personal attributes 
and behavioral attitudes, work ethic and desire to succeed within them but the culture of the 
organization depletes their interest in being fully engaged. 
 
After taking the steps we outlined in the segment on “Creating the High-Performance “Recognition-
Based” Culture” to re-engage and re-energize creativity, position ownership and work ethic, if the 
“A” within the player does not come to the surface, there are steps of coaching and a 30-60-90 day 
“Get Well Recovery Plan” that will result in improvement or separation from the company. 
 
Coaching is a positive activity but ultimately, if not successful it may become necessary to establish a 
short leash, Get Well Recovery Plan that takes a little more effort and may not be pleasant, although 
it is an absolute must in order to maintain a high standard of performance that assures sustainable 
growth and financial performance. 
 
Inviting new members to our Team 
 
When you ultimately meet your goal of achieving a “High Performance Company Culture” you surely 
want to do as many “right things” as possible not to negatively impact it with a bad hire. 
 
Once you have the right people in the right roles or as Jim Collins the author of Good to Great says, 
the right people in the right seat on the bus . . . don’t screw it up by selecting or keeping a bad hire. 
 
How do you raise the probability of success in hiring a new associate, supervisor, manager or leader?  
 
There is a process to do just that… 
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Steps in Making a Great Hire 
 
1. Those in leadership, management and supervision positions must first discuss and clearly 

develop the Role for which you will be hiring. Using the RROI-Position Description and 
Performance Agreement that is provided in segment 203 as your first step is a great idea. If 
there are two people in a company and you are hiring a third, the first two need to have 
agreement on the Role the new third person will play. More commonly in a small or mid-size 
company, the direct supervisor, his manager and the owner or senior leader should all sign off 
on the expectations and desired results of the role that is to be filled. This becomes the core 
document for both the hiring and the on-boarding process. It is also the basis for the ongoing 
performance review and coaching, mentoring and counseling process. It may also be the 
base document for compliance if there is ever a need to terminate. 

 
2. A great tool and document to use in developing the expectations for each Role is the RROI-

Position and Performance Agreement. Many of the key skill set requirements, personal 
attributes, behavioral attitudes and performance requirements etc., are already formatted 
and can be the basis for the position description you are developing for a new role or new 
hire. 

 
3. Your actual search efforts can utilize many different approaches such as using a search firm 

for higher level positions (available to members through our YourBoard.US website portals to 
Expert Support) to using trade schools and college placement offices, to using the internet 
and social media to identify candidates. Visit the YourBoard.US Human Resource Support 
Portal to assist you on ideas on how to identify candidates for your open position. 
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4. Another traditional method for identifying potential candidates is networking. Networking has 
great upsides because the nature of it indicates that either you know a potential candidate or 
someone you know, knows a potential candidate. Networking can also be a “deathtrap” for 
locating candidates, if one major factor is not taken into consideration. Because one of your 
managers, associates or friends knows of a potential candidate, it does not mean that they 
are going to be an automatic match with perfect alignment for the open role. 
 

 The facts would indicate that just because you know them, know of them or were impressed 
with their personality or qualities while they were functioning in another role and in another 
business culture, does not automatically make them a strong candidate for your open 
position. It is imperative that previous knowledge or relationships do not filter out the need to 
find an “unfiltered” match. This “unfiltered” match should be based on true skills and 
experience, personal attributes, positive behavioral attitudes, a strong work ethic, a passion to 
succeed and compatible personal drivers that are aligned with the Role and the business. 
Those qualities all need to line up with the RROI-Position and Performance Description. Having 
previous knowledge or references on the person’s quality and character are icing on the 
cake. The “cake” remains: Skill sets and experience, aptitude, personal attributes, behavioral 
attitudes, work ethic and a passion for the position because their personal drivers and needs 
are aligned with the position description and the company culture you have worked so hard 
to create.  
 

5. Let’s break down the critical qualities and characteristics we should be looking for as we 
attempt to find a near perfect match between the RROI-Position Description of Role 
requirements and the skills, attributes, attitudes, personal drivers, work ethic and passion to 
succeed. 

 
 A. Skill Set and Experience 

Let’s start with skill set and experience. You can have great attributes personified 
through a terrific personality (which is all good and desirable in itself) and a positive 
attitude of gratitude, but not possess the skill set and experience necessary to perform 
at the desired level and at the desired position, at least at the outset.  

 
It does not mean that at some point this candidate could not gain the “skill set 
knowledge” and gain the experience from on the job training. If you go that route, you 
introduce both the need for a certain level of aptitude on the candidate’s part to learn 
the skill and a certain amount of committed OJT time investment on the company’s 
part to allow the new hire to gain the knowledge and experience to be a high-level 
contributor. 
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Obviously, the category of the open position and the requirements for having the skill, 
have a lot to do with the additional risk you take by not hiring the skills set and 
experience at the outset. Just clearly understand that it takes a person longer to 
become proficient in their position if they do not have the specific skills and experience 
needed when they join your company. There should be a clear plan for development 
training, OJT and a verification of a candidate’s aptitude (testing) before you assume a 
level of proficiency for someone who does not have adequate experience at the 
outset. 

  
 There should be an official “graduation” when a new hire is considered “job ready” 
following the education, training or OJT. This check point for “opening the gate” and 
officially acknowledging that the new hire is no longer an apprentice, but a 
journeyman, is critical to maintaining a High-Performance Culture. 
 

  If you are hiring an associate to run letters through a stamping machine, the skill level 
requirement is not significant, so you are really looking for the attributes of 
dependability, honesty and work ethic. If this job is performed at night you may add the 
attribute of trustworthiness because they will be given a key and a security code. 
 

 If, on the other hand, you are looking for a production manager or warehouse manager 
you would prefer this candidate had the skill set and had proven himself with the 
experience of having done that job. You would also want attributes that included, 
being a good communicator, in addition to the standard attributes of honesty, work 
ethic and safety consciousness. In all positions, behavioral attitudes are also important, 
due to the fact that the production manager will influence a lot of people either 
positively or negatively, depending on the attitude they bring to the job each day. In 
this case, hiring for skill set and experience is very important unless you have a strong 
resource for training and OJT and the time built in for skills and experience to develop 
on the job. This may be the case if there is a 6\-month transition period. If, however, 
someone quits, you need to either promote or locate a candidate that has the skill level 
and experience to perform the job at a high level in the short term. 
 
When a search firm is involved they would never present a candidate who could do 
the job over time, but instead someone who has the skills and experience to step into 
the position immediately. 
 
How much you can depend on doing your own in-house skill set training, which clearly 
has its plusses, depends on the resources and time you have at your disposal. In small 
and mid-size businesses time is always limited for training. In small and mid-size 
companies, there is always an argument for hiring skill sets with experience. Many times, 
you add strengths to your “core” capabilities. This is in the best long-term interest of your 
business. 
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Skill Set and Experience Summary 
 
While skill set and experience should be our first consideration, they are clearly 
interlocked with personal attributes, behavioral attitudes, a passion to succeed and an 
alignment between the candidate’s personal goals and those of the role and 
company. In the final analysis, I would look at skill set to be first amongst equals (or 
nearly equals). 
 

 B. Personal Attributes 
 
  If skill set and experience is first among equals, then personal attributes is one of the 

other equals. Having the skill set and experience, even at a superior level, can be 
negated quickly with low to mediocre attributes. 

 
 For Example, if you were a genius in a category of knowledge but could not speak or 

perform sign language your knowledge would be trapped inside and be meaningless. 
Taking it down one step if you were a genius but could not effectively communicate, 
build relationships, plan, and train or execute, your superior skill set would be greatly 
compromised.  

  
Sometimes the required attribute is so connected to the skill set that it is considered part 
of the skill set. Communication skills would be considered one of those generally 
required attributes that may actually be part of the skill set for many positions. 
 
Most selected attributes, however, surround the skill set and serve as an accelerator to 
the execution of the skill set. 
 
Most of you know someone who is exceptionally intelligent but has never been 
successful in the workplace. Superior intelligence and skill sets can be totally negated 
by very poor personal attributes. 
 
Examples of some attributes are below. While it may be easy to conclude that all 
attributes apply to all positions, the best practice is to have the supervisor and associate 
review all of the attributes, pick the 5-10 that are critical to the position and rate where 
the individual currently believe they are on a 1-10 basis. It is clear that the candidate or 
associate must be aligned on the attributes required in the position. 
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Example: An accountant, with a CPA for example, must be accurate and honest for starters. 
 

The critical 5-10 attributes for each position will be listed in the: RROI–Position and Performance 
Agreement. 

 
Example Attributes Include: 

 
• High degree of ethics and honesty • Sense of urgency 
• Personal and professional organization skills • Strong work ethics 
• Leadership qualities •      Flexibility 

 •      Passion for success 
• Management skills • Respectfulness 
• Planning skills • Understand the need to accept 
• Communications (verbal & written)  direction 
• Ability to effectively prioritize • Proactive problem solver 
• Ability to delegate authority &  • Professional presence 

responsibility • Sense of honor 
• Ability to build relationships • Ability to constructively coach 

(external & internal) • Team & organization building 
• Stress management • Decisive in decision making 
• Adversity management • Neat and polished 
• Ability to recognize talent   
• Ability to train and develop talent • Ability to be “conformative” 
• Ability to express clear expectations  when it is in the best interest of the 
• Ability to overcome obstacles   business, organization and 
• Ability to consistently generate a high level  stakeholders 

of accuracy  • Risk adverse 
• Ability to create and foster a high performing   •   Risk taker 

“recognition based” company culture. 
 

Note: There may be many more attributes, and you may feel that some should be added. It is 
also important to customize and describe each attribute chosen for the top 3-6 clearly 
for each position within the RROI- Position and Performance Agreement. 

 
These critical attributes listed as part of each position description will be a key part of 
setting the expectations and then reviewing the performance of each individual on an 
ongoing basis. 
 
Positively demonstrating those needed attributes within their role and during their 
workday will also be the basis for recognition. Not performing and demonstrating these 
critical attributes well will be the basis for mentorship and coaching and possibly the 
reason for having to develop a “recovery” or separation plan. 
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 C. Behavioral Attitudes 
 

Positive behavioral attitudes can be great accelerators for good skills sets and attributes. 
 
Negative behavioral attitudes can significantly draw down the benefits of good skills and 
personal attributes. Negative attitudes, under most conditions, can influence others and 
act as a poison within the company culture. 
 
The behavioral attitudes set the tone for the way people respond to other people and 
how they feel about the organization. It is critical to understand a candidate’s historic 
behavioral attitudes before the hire. This is usually done through references. 

 
Positive Attitudes are always dominant and obvious in High-Performance Company 
Cultures. 

 
The behavioral attitude can be the overriding tone in verbal and written communications 
and actions. They are the signals you send and the body language that is expressed 
outwardly as part of both verbal and non-verbal communications. 
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Types of Behavioral Attitudes include: 
 
Positive  Negative 
•   Humble team players • Arrogant/Dominant 
•   Appreciative/gracious • Anger 
•   Forgiving • Discontent 
•   Team attitude • Non-appreciative 
•   Charitable/giving • Selfish 
•   Optimistic • A “me” attitude 
•   Sharing • Pessimistic 
•   An attitude of gratitude • Grudge oriented 
• A “get it done” approach to • A “poor me” attitude 

problems • Chip on the shoulder 
• The glass is half full • All the reasons it can’t get done 

 • The glass is half empty  
 

Note:  Any form of arrogance is a “culture killer” for almost any group of associates. 
 
Many people demonstrate one attitude under non-pressure conditions and another 
under pressure situations. Some people are quick to anger and at times are not aware of 
it. This is an area where coaching is critical. 
 
It is difficult to identify attitudes and behavior in an interview. As they say, most people 
are on their best behavior during the interview process. If poor behavioral attitudes are 
evident during the interview process, end the discussions immediately. It will never get 
any better. 
 
It is very important to complete within the RROI- Position and Performance Agreement, 
the personal attributes and behavioral attitude section. The desired attitudes that are 
required, for not only the position but the overall company culture need to be clearly 
documented.  If they are identified as part of the Performance Agreement up front, it 
makes it easy as part of your “coaching”, and ultimately your review process, to address 
potential issues if they should occur. 
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 In Summary: 
 

Personal Attributes focus on the important accelerators needed to effectively implement 
the fruits of our skill sets and experience. 
 
Behavioral Attitudes are important in setting up an engaging and positive environment 
where you will execute your skill set and more importantly, support the Team to nurture a 
positive and High Performing Company Culture. 
 
In making the final selection of a new candidate we must be able to “check off” that we 
have verified the required skill set and experience levels that are present and that the 
personal attributes and behavior attitudes are somewhere close to perfectly aligned with 
both the requirements of the position and the qualities and characteristics of the 
company’s culture. 
 
Miller Brewing Company made it clear years ago that, for plant brew house and bottling 
positions, they have the resources to train and develop the required skills sets if the 
aptitude was present, but they would hire based on people possessing positive personal 
attributes and behavioral attitudes. 

 
 
D. Passion to Succeed 
 

The term “passion to succeed” seems to be very simple and self-explanatory. In reality, it 
is extremely complicated and yet a critical part of not only the performance of an 
individual within their role, but a major indicator as to the associates long term success 
and professional growth within the company. 
 
Work Ethic and passion to succeed are two different things. 
A person may work hard and be diligent about doing things correctly because that is 
simply who he or she is and how they were brought up. Whatever influences affected 
them through their lives, whenever they do a job they want to do it correctly and on time. 
This, by the way, is a great quality and extremely important for front line associates. 
 
A “Passion to Succeed” is not only demonstrated with a strong work ethic, but instead, 
because an individual is meeting his own internal requirements for satisfaction, the person 
is passionate about their work because what he/she is doing is a personal priority and 
represents their own personal goals and objectives. A passion to succeed also indicates 
that the individual’s vocation is also their avocation. The role they fill and the company 
they work for are both the lucky recipient of their personal “drivers”. 
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I know a lot of people, as I am sure you do, who work to support their real loves. Don’t get 
me wrong, everyone works to support themselves and their families. Beyond that, 
however, many people work from 8 to 5 to support their real passion that occurs in the off 
hours, whatever it is. 
 
A person with a “Passion to Succeed” has aligned his work passion with his passion for 
enjoyment. This is a great quality for people who want to advance into other roles in the 
company over time. They have a strong desire to accelerate their career path and they 
achieve that through excellent performance. 
 
I have found that people who are focused and passionate about their performance at 
work and advancing their careers are considered, by some people, as being 
unbalanced in their lives. I have a name for those people who have a passion to 
succeed . . . CEO, Head Coach, President, Managing Partner, Founder and Owner etc. 
 
Please don’t misunderstand. It is not healthy and is a bad idea for your personal life not to 
have a good balance of family, recreation, coaching sports, religious belief, hobbies and 
work. On the other side of that balance, however, the very successful people in business 
have a passion to succeed at their work and not “just” off hour activities. 
 
As part of the evaluation of a potential candidate, it is important to size up what 
“personal drivers” are in play to determine how much of their life and waking (non- 
family) hours are focused on performance at work. 
 
If the interview process reveals that a candidate’s primary passion revolves around flying, 
softball, hunting, sailing, golf, international travel etc., not just in the recreational sense, 
but as a disproportionate consumption of their mind share, this is not a great situation for 
the selection of future managers and leaders. As a kid in school they called it “day 
dreaming.” As a professional in business it is called “shared passion.”  How much of your 
new candidate’s time will you be sharing with their true passion in life? 
 
Studies over the years would show that the more the passion is aligned with a person’s 
career path, the more contribution that person will generate to the company. At least 
you should understand what a person’s “personal drivers” are and what part of a 
candidate’s shared passion you will be getting. 
 
If a candidate’s passion is to be successful in his business career, as a first priority after 
their family, their successes won’t only benefit the company but also nurture the passion 
of the person within his own life’s needs. This alignment is most important in finding the 
associates that you hope will ascend in the organization and potentially be a future 
senior leader in the business. 
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Matching a candidate’s “personal drivers” with the position, role and career path the 
company has to offer creates the passion to succeed and normally that person will 
continue to prove himself as a “keeper” for the long term. 
 
People who have strong personal passions that do not include work activities, may still 
have a great work ethic and pride in the work they do. Everyone does not have a top 
priority and passion to succeed at work. These type associates can be great people who 
will make great contributions. The passion to succeed at your work is, however, a plus 
especially for the identification of future leaders in the business. 
 
Summary of Skill, Attributes/Attitudes and Passion to Succeed. 

 
 

Warning: A company and all of the people involved in the recruiting, interviewing and 
hiring process can be enamored by a good personality, an obvious positive 
attitude, a strong aggressive work ethic or a passion to succeed. 

 
Remember, skill set and experience is still the first consideration amongst equals. The 
others are critical but in most cases, should not be considered until after it is concluded 
that the candidate has the right skill set and experience for the position and role for 
which we are interviewing or the aptitude and time to achieve the proficiency needed 
to reach a “High Performing” skill level. 

  
 E. Summary of the Hiring Process 

 
Our discussions have been around the importance of your team having a clear 
understanding of the position requirements before you begin interviewing. We should use 
the RROI – Position and Performance Agreement format to clearly document what skills, 
attributes, attitudes and expectations you have while looking to fill an open position. 
 
Next we have to find the appropriate candidates. We talked about the traditional 
methods of search firms, ads and websites. We also talked about both the positives and 
the pitfalls of networking and personal recommendations. 
 
After we have several candidates and a clear and agreed upon understanding of what 
qualities we are looking for in the open position, how do we go about the interview, 
testing and reference process to be certain we have a match?  
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Desired Qualities of a Methods of Screening Great Candidate
 Candidates 

 
Skills and Experience Interviews- by several people connected 

with the open position 
 

   Testing- where that applies to determine 
skill level, aptitude and characteristics of  
people who have been successful in  
similar positions. 

    
   References-personal and professional 
 

 
Personal Attributes and  Interviews- multiple people focusing on 
Behavioral Attitudes and Habits the needed attributes and attitudes 

 
   Testing- Aptitude, skill, emotional balance 

 
   References- Personal and professional 

 
   Background Checks 
 
Passion to Succeed Interviewing – by several people with  
(Personal drivers and work ethics) focused questions. Personal references 

will reveal the person’s personal interests and 
drivers. 
 

   References – Personal references are  
good for uncovering personal “drivers.” 
Professional references will indicate if those 
personal drivers allowed for a strong alignment of 
interest at work.  
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References 
 
The most important references are Professional “previous work” references, when at all possible.  
When the work reference is not provided by the candidate, or even in some cases when they are, it 
is important to understand that there may be various emotions in play. If the candidate left their 
previous employer on unfavorable terms, there may be some unjustified emotion during the 
reference. If the candidate was laid off or his job was eliminated at the previous company, the 
reference person may feel remorse and go overboard in his reference.  
The key is to talk to multiple work related people and try to use consistent and pertinent questions 
that develop a trend. You should always try to have 3 work references and two personal references 
to get a complete view of the candidate’s skills, attributes and passion and resulting work ethic and 
results. We all know that is not always possible. Having at least 1 work reference is critical to any hire. 
 
Reference Techniques 
 
One technique that usually provides a clearer picture of the candidate is to inform the person giving 
the reference what position the candidate is being considered. Then ask the person what you and 
the candidate’s new company managers and associates can do in the way of training, 
development and support to assure the candidate is successful. Ask what areas of training and 
development would be most important to support areas where he or she may have moderate 
weaknesses. 
 
Your goal is to uncover, from people who know the candidate and have worked with them, if they 
think the candidate can do the job we have open and what should we, as a good company, do to 
support any weaknesses that may keep the candidate from being successful. These type of 
reference discussions will uncover where the person giving the reference thinks the candidate’s 
strengths and weaknesses are located. 
 
 You may even lead with “We normally put our people through training on effective 
communications, do you think he or she would benefit from that?” 
 
Leading questions done with the attitude of building a support program for the candidate in order to 
support their success is a good approach to getting some important “skill and attribute/attitude” 
tendencies that we really need to understand before we make the hire.  
 
There is a tendency to mentally select the candidate after the interviews. You are really cheating 
yourself and the organization if you don’t go through at least a moderate testing program and 
thorough reference checking and a good background check. YourBoard.US has provided Portals to 
Expert Support for H.R. testing to show you some very cost effective testing and evaluations that can 
be done as part of your hiring process, along with support for securing appropriate reference 
checking. 
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Regarding Background Checking - There is a YourBoard Portal to Expert Support on the main menu of 
the website that allows you to quickly, and cost effectively, gain background information that 
includes: criminal background (State and Federal), drug screens, driver’s license, credit checks, past 
employment or education verification, social network screening etc. Each position and its level within 
the organization requires different levels of background screening. All of this is outlined in the portal 
support site for background checking. 
 
Going back to references . . . they are very important to the process. If a person is reluctant to 
provide previous employer references, other than those that would be confidential until after 
separation, it can sometimes be a bad sign. While the interviews are critical, the references, done 
properly with the leading questions and sincerity in your goal of providing the candidate with proper 
support for success, can serve as a verification of our opinions after the interviews. 
 
There are times when the candidate is currently employed, that the work references (other than 
former supervisors who have left the company) are not appropriate to pursue. As part of the 
employment offer, however, there should be a line that refers to the candidate’s willingness to allow 
reference check on a post hire basis. While it may be too late to impact the hire, it does accomplish 
two objectives: 
 

• A candidate who knows he has misled the interviewers and that his references will not 
be good, in nearly all cases, will not proceed with the offer under the conditions that 
current work references will be contacted. 
 

• If the references are not great or are not consistent, it allows your company to develop 
a “support plan” around those weaknesses that are uncovered in the “post hire” 
reference checks. It is important to discuss what was uncovered in the post hire 
reference checking to the candidate with the approach that you will provide the 
support if the new hire provides the interest in improving the areas sighted by the 
references as weak. 

 

 


