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Do you wait till a job opens 
up before you start search-
ing for someone to fill that 

slot? If so, you’re engaging in reac-
tive recruiting at its worst.

Finding good employees must 
be rooted in proactive rather than 
reactive recruiting methods. That 
means you must develop a struc-
tured, multi-layered selection pro-
cess well before you need it. The 
cost of frequent employee turnover 
is too high to leave recruiting till 
the last minute. Hiring the wrong 
person can lead to poor employee 
morale, low productivity, and lost 
opportunities. The impact on your 
organization’s mission can be stag-
gering.

In Good to Great, Jim Collins 
stresses the importance of board-
ing the “right people on the bus” 
and in the right seats before you 
decide where to drive. Continuing 
this thought process a step further, 
it’s also true that although a bus 
has many seats, only one seat is 
the driver’s. Too many nonprofits 
think the board of directors is in 
charge of the bus, but that’s a mis-
take. It’s up to you, as the execu-
tive director of your organization, 
to decide who sits in which seats. 
Filling your bus is one of the most 
crucial parts of your job. As Collins 

says, “People are not your most 
important assets. The right people 
are.”

Fortunately, with a solid process 
of hiring, training, and developing 
new employees, you can feel confi-
dent that you’ve boarded the very 
best people for your needs onto the 
organizational bus. Here’s how.

Start with a good job description
Before you begin the recruiting 

process, you need to have a job 
description in place. A good job 
description answers the following 
questions: What is the job’s pur-
pose? What responsibilities are 
integral to the job? Who does the 
employee report to? How will the 
employee’s effectiveness be mea-
sured? What competencies, tal-
ents, and experience are required? 
What is the “personality” of the 
job? In other words, what behav-
iors, temperament, and communi-
cation style fit with this position? 

Don’t make the mistake of con-
sidering technical abilities alone 
and overlooking character. You can 
teach techniques, but you can’t 
change a person’s disposition.

The job description determines 
what questions you’ll ask in your 
interview and how you’ll orient the 
new employee. A well written job 
description will drive your entire 
recruiting process.

interview well
Once you’ve attracted top candi-

dates, the next step is a game plan 
for the interview. What is it that 
you’re looking for? A well struc-
tured interview focuses on critical 
competencies the applicant should 
possess for the position. You want 
to find out if applicants’ values fit 
with those of your organization 

and if they have the right personal-
ity skills to thrive in a sometimes 
unpredictable environment. 

Again, the right background and 
technical skills aren’t enough. A 
good interview process seeks out 
the behavioral qualities you need. 
For instance, you might want a 
team player with a positive attitude 
who is able to think critically, lead 
others, solve problems, and com-
municate well. In behavioral inter-
views, you ask candidates to pin-
point specific instances in which 
they demonstrated such attributes 
in the past. You might say, for ex-
ample, “Tell me about a time when 
you had to make a quick decision” 
or “Give me an example of how 
you completed a job by motivat-
ing others.” Such behavior-based 
interviewing is the best way to find 
people with the traits you identi-
fied in your job description.

focus on the first 90 days
After you’ve hired someone, the 

next phase in the recruitment pro-
cess is to use coaching and skills 
development to help the employee 
grow. Implement a solid 90-day 
training plan to secure new em-
ployees’ place in the organization 
and facilitate their growth. A key 
part of this plan is to provide each 
new employee with a mentoring 
team composed of a peer, a man-
ager, and a support person. 

This team should meet at least 
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A well written job 
description will drive your 
entire recruiting process.
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Don’t make the mistake of 
testing technical abilities 
alone and overlooking 

character.
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once a month to give feedback, acquaint the new per-
son with the organization, and make sure the training 
plan is on track. The team should help the new em-
ployee understand the organization’s vital factors—
the unique set of elements that can either hold the 
organization back or propel it to success. Vital factors 
may include, for example, the quality of service pro-
vided to recipients, percentage of donations that go 
toward recipients, amount of service overhead, total 
contributions, and number of people served.

Employees should also be assigned their own set 
of personal vital factors that support those of the or-
ganization. Using vital factors to measure employee 
performance will ensure that your mission is firmly 
aligned with the people you’ve chosen to help execute 
it.

It’s critical to set clear, results-oriented goals for 
employees during the first 90 days. The purpose is 
to establish your expectations and accountability for 
results. Make sure employees understand their pri-
orities so they can help you measure how well they’re 
progressing.

Have a long-term plan to develop employees
Once new employees complete their first 90 days, 

the next step is ensuring you have an ongoing devel-
opment plan to help them continue growing. This 
plan should emphasize consistent improvement and 
strengthening of job performance.

With such a plan in place, you’ll optimize the per-
formance potential for every aspect of your organiza-
tion. The right strategies will dramatically increase 
your organization’s odds of success. 

Lee Froschheiser (mapmarketing@mapconsulting.com, 
888-834-3040) is president and CEO of MAP (Management 
Action Programs, www.mapconsulting.com) and author 
of Vital Factors—The Secret To Transforming Your Business 
and Your Life.
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The first 90 days of employment 
are vital to long-term success. 

How to Board the Right People onto the Organizational Bus
Focus on creating a systematic, proactive recruiting process.
Formulate a good job description to serve as a blueprint for the job.
Create a solid business plan that tells you how many and what kind of 

people you need to hire.
Conduct behavior-based interviews, using candidates’ past behavior to 

forecast how they will behave in the future.
Get new recruits on board with a 90-day mentoring plan, 90-day goals, 

and 90-day training.
Assign new employees a mentoring team that meets with them at least 

monthly to make sure they’re successful.
Have a development plan ready once employees complete their 90-day 

training plan to help them develop over the next year.

find out More
Many more employee recruitment articles from Non-

profit World are available at www.snpo.org. To get start-
ed, see:

Hiring a Concern? Learn What Talent Magnets do 
(Vol. 24, No. 5)

How to Write Excellent HR Policies (Vol. 24, No. 5)
Take the Gamble Out of Hiring with Assessments 

(Vol. 25, No. 4)
Training Programs Need More than Good Informa-

tion (Vol. 21, No. 2)
Manage for Today, Mentor for Tomorrow (Vol. 23, 

No. 5)
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