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Michael Hyatt

Michele Cushatt: Welcome to This Is Your Life with Michael Hyatt, where our goal is to give you the
clarity, courage, and commitment you need to do what matters. My name is Michele Cushatt. I’m your
cohost today, and I’m sitting in the studio with Michael Hyatt. Hey there, Michael.

Michael Hyatt: Hello, Michele.

Michele: Nothing is better than having a fabulous team around you, right?

Michael: That's exactly right. It changes everything.

Michele: Team is everything, and the more you're in this business and the more you grow your
business, the more important it is that you have the right team members.

Michael: Absolutely, because if you don't have the right team, then you're limited by what you can
accomplish, but if you get the right people in place, you can leverage what you can do and really take it
to another level.

Michele: The converse is also true. If you don't have the right team members in place, it can be a
disaster.

Michael: It's worse than trying to do it alone.

Michele: Have you ever had that happen?

Michael: Oh yeah. Absolutely.

Michele: Multiple times?

Michael: I've made some bad hires and hired some people who took way more time than they could
have saved me if they had been functioning properly. Yeah. I've done it both ways.

Michele: Having bad hires… We've all been there. We've had people on our teams who were just not
the right fit, and trying to fix that mistake is almost impossible at times. I mean, you are just way
behind, and it's just such a huge task to try to fix a bad hire situation.
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Michael: Absolutely. It's still going to happen if you have the right process in place, but you infinitely
increase your prospects of success when you have the right process in place so you avoid the most
common mistakes.

Michele: Exactly, and that's what this episode is about today. We want to talk about the five biggest
hiring mistakes that employers make so you and our listeners and I can hopefully avoid those mistakes
and make sure we have the right teams in place.

Michael: Yes. This is one of those things you would think you would get trained on as a manager, but it
happens very rarely. Sometimes it gets punted to the HR department if you're in a big enough
company. You don't do it often enough to get enough practice at it, so it's something that unfortunately
takes a couple of decades to learn. I've had three and a half decades of running businesses and being in
businesses, so I've learned the right ways to do it and the wrong ways to do it.

Michele: It is actually very encouraging to me that we even have this episode. The fact that you have
material to fill this episode means you've had plenty of experience with making hiring mistakes.

Michael: Definitely. Definitely.

Michele: Thank you for that ahead of time. Let's get started. What is the first hiring mistake that
employers make?

Michael: I think the first one is just not being clear on what you want. It's amazing to me how many
leaders set about hiring someone without a formal job description, and the thing a written job
description does is enable you to get clear on what it is you want. What are the requirements? What are
the qualifications? All of that can be hashed out as you write the job description down.

The other thing a written job description does is give you a way to calibrate candidates' expectations.
What is it you're looking for? What do you expect? Then people can self-select. They can look at it and
either say, "Yeah, I'm the right guy [or the right gal] for the job," or, "I'm not the right person for the
job." If you have a written job description, that can really help.

Michele: Well, as you said, it just makes everybody clear. In the past (especially early on in my career)
as I was trying to add people to my team, I just wasn't even clear on what I needed.

Michael: Yeah.

Michele: So I would add somebody to my team just because they were nice and I liked them.

Michael: Oh…

Michele: But that doesn't make a great hire.
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Michael: No. I've done that so many times myself. I remember one of the most recent ones I did. This
was probably about seven years ago now. I just liked this kid. He had a lot of charisma. He had great
relationships. He was fun to be around. I hired him for the sales role, but I wasn't even clear with what
it was I wanted him to sell. It ended up being a really bad experience for him because he didn't win. He
felt like a failure.

Michele: Mm-hmm.

Michael: It was a bad experience for me because I couldn't even articulate what the position was to my
team. It's just not a good way to start off.

Michele: Now when you write down that job description, kind of the expectations you have, how much
time does it typically take you to do it?

Michael: Well, it may be something I'm thinking about for literally weeks.

Michele: Okay.

Michael: "What is it that I need, exactly?" I remember the last time when I had to make a transition from
my bookkeeper to really more of what I would call an accountant or financial manager. I had to get
clear on what the difference was. What was it that I was going to expect this new person to do that the
old person wasn't doing? Just thinking about that, doing a little research, talking to a few people…

Michele: I was just going to ask you about that. What's the value of inviting input from the rest of your
team when it comes to making a job description?

Michael: Oh, it's huge, but I will say this. It's important to get it written down before you ask for that
input.

Michele: Okay.

Michael: In other words, I don't want to do this as a committee. I want to get down what I think it
needs to be, because it's so much easier (as you and I have discussed) to edit something than to create it
out of thin air, and I don't like creating by a committee.

Michele: Okay.

Michael: So I'm going to do the rough job description myself first if it's for a position that's going to
report to me. Then I'm going to let the team look at it, and I have a recent example.

Michele: Okay.

Michael: By the way, there are five sections in a good job description.
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Michele: Oh, okay. Good to know.

Michael: We'll have a template in the show notes so people can go to this.

Michele: Okay.

Michael: First of all, what's the summary of the job? I mean, is it "financial manager"? Is it "marketing
manager"? Is it "executive assistant"? What is it? You need just a quick summary. Then, what's the
purpose? This is an important thing to consider. What's the purpose of that position? What's the big
why of why you're creating this position? It may be to free you up so you can do more of what only
you do. Maybe it's to give financial oversight for the company. What's the purpose of the position?

Michele: So the summary is more of the what, and the purpose is the why.

Michael: Yes. It's the why.

Michele: So it really connects the what with the why.

Michael: Exactly.

Michele: Okay.

Michael: This example I'll give you in the show notes will (I think) make it clear. Then you have to list
the duties. What's kind of the scope of the responsibilities? What are the big buckets that comprise this
job description? For example, for an executive assistant, they may be things like email inbox
management, calendar management, travel relationships, filing, and basic research. Come up with a list
of five or six of these.

Michele: Should it be comprehensive so you're including everything this person will possibly do?

Michael: Well, I always put something like, "…and other duties as assigned," as the last one. It's sort of
an all-purpose…

Michele: Oh no!

Michael: Because you don't know.

Michele: Yeah, something could come up.

Michael: Yeah. By the way, that goes to the point that I always like to consider people's capacity when I
hire them.

Michele: Okay.
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Michael: Because the people I like to hire… I don't want them to just be maxed out for the position I'm
hiring them for. I want them to have upward mobility and the capacity to go farther. So the job is going
to morph.

Michele: So you include that little phrase at the end just so they aren't going to come back and say,
"Well, it wasn't in the job description."

Michael: Yeah, exactly. So you want the duties, then the qualifications.

Michele: Okay.

Michael: What is that, the fourth one? Then you need to list the next step so that if someone is
interested in that job, there's what they need to do next. It may be to send a resume, contact a person,
make a phone call, or whatever.

Michele: Now back to qualifications… Does that include any kind of credentials?

Michael: Yep. Specialized training…

Michele: Licenses or any kind of… Yeah, specialized training, awards, or whatever would be that?

Michael: Education… Any of that.

Michele: Okay.

Michael: I typically put in there whether there are any educational requirements or any software that's
particular to this job that I want them to know.

Michele: Okay.

Michael: You have to be very careful with this one. We'll get to this in a further mistake a little bit later
on, but sometimes people watch one online course on Microsoft Excel and think they're then a
Microsoft Excel expert.

Michele: Oh, okay.

Michael: I've learned the hard way that the fact that they put it on a resume and say they're familiar
with it doesn't necessarily mean they are.

Michele: So there might be some ways you need to test that out in the interview process then.

Michael: Yes.

Michele: Okay, so that first mistake then is not being clear about what you want. What is the second
hiring mistake?
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Michael: The second mistake is not making use of your tribe or your network.

Michele: Okay. Explain that.

Michael: The best hires I've ever made have come from within my network. Somebody who knows me
knew someone else and connected us. Now the great thing about having a platform is that gets
exponentially used. When we were looking, for example, for a personal assistant for Gail just recently,
we took the job description, and I created a separate, specific page on my website (we have a link to
that page in the show notes).

Michele: Okay.

Michael: So there was the job description. Then I put out the word on Twitter and Facebook. I may
have even done an abbreviated blog post on it. I just invited people to apply if they felt like they were
qualified and interested in that position. I told them how they or someone they knew could apply.
Making use of your network… Because if we have somebody who knows you and what your
peculiarities are and knows people who might be qualified, they can serve the function of a
matchmaker.

Michele: Mm-hmm.

Michael: So that's really just making use of the resources. Here's the worst situation. You just run a
classified ad.

Michele: Yeah, so you're just really shooting blind, trying to find somebody.

Michael: That's not the best way to do it.

Michele: Well, you just end up spending far more time weeding through the different possibilities or
applicants than you do when you get a referral from a friend.

Michael: That's right.

Michele: There has already been some vetting that has been done ahead of time.

Michael: Yeah. Exactly right. You want people to understand the nuances of your culture and all of
that, and they can refer the right people to you.

Michele: Just the fact that somebody recommends a friend doesn't necessarily mean they're the right
one, but there is that vetting that's done, which definitely helps shorten the process.

Michael: Yeah, and you can't really let your guard down. I mean, it's great when your friends refer
people to you, but they're obviously operating on what they know, and sometimes the people we know
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who are our friends… We don't know them in a professional context. We know Joe Bob (that's a name
we'd use in the South).

Michele: Joe Bob. Our apologies to all of the Joe Bobs out there.

Michael: Maybe he's a friend, and we like him and know him in a social context. He's an accountant,
but we don't know if he's a good accountant or bad accountant. So usually when I'm referring a friend,
I'll say, "Look, Joe Bob is an accountant you may want to talk to. He seems like a heck of a nice guy. I
know his values are great. I can vouch for his character. You'll have to test him on his competence and
what he knows."

Michele: Yes, so it's really just the first step in the process.

Michael: That's right.

Michele: Okay, so making use of your tribe and at least throwing it out there to your friends, family,
and acquaintances first helps shorten that process as far as making sure you're getting the right hire.

Michael: Yeah, and it can really help you get the cultural fit, which is where most hires fail. Let's just
assume you have the right character. You have competence. You have capacity. You have all of those
things, but if you don't get the cultural piece right and you get somebody who just doesn't fit into your
culture, it's not going to work.

Michele: You know, that's so true. We do this at SCORRE, as you know, with our SCORRE staff.

Michael: The SCORRE Conference.

Michele: Yeah, the SCORRE Conference… As we're interviewing different coaches, we look at three
different categories. One of them (it's a very critical one) is how they fit with the culture and the team.
We've found that the fact that they have the skills of a communicator and the skills of a coach doesn't
necessarily mean they really fit with the overall dynamic of the culture and the team.

Michael: So how do you test for that? I mean, what does the conversation look like for you to figure
that out?

Michele: Oh, that's a really good question. Some of it is more experiential. We invite them to come and
be with the team for two separate weeks and just see how they interact and do with that. Some of it
happens in just what seems like informal conversation over dinner and in coaching scenarios and
things like that.

Michael: Yeah.

Michele: It's just to kind of get a feel for that kind of meshing of the team.
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Michael: I call that one chemistry. It's a precursor to culture. It's not the same as culture.

Michele: Okay.

Michael: Do we have the right kind of chemistry? I have to like the person.

Michele: You know, we kind of overlook that. We feel like that may be shallow, but it's a good thing to
like the people we work with.

Michael: I mean, it's not the only thing.

Michele: But it's a factor.

Michael: You're probably going to be spending more time with the people you work with than your
own family, and if they annoy you or they have things they do that annoy you, it's probably not going
to be a good fit.

Michele: Mm-hmm. I have to just say (side note) that as far as our SCORRE Conference coaches go, we
like them all, which is a really good benefit.

Michael: Yes. We want to make that very clear in case you're listening.

Michele: Yes, just in case. We want to make that connection.

Michael: You made the cut.

Michele: Uh-huh. All right. Let's move on to the third hiring mistake employers make.

Michael: Yeah. This is not having a clear interview process. Here's what an interview process doesn't
look like. It's not me meeting somebody I really like and then offering them a job.

Michele: Mm-hmm.

Michael: There has to be more thoughtfulness put into it, so you need to have a clearly mapped out
process that you and your team have agreed to beforehand. As it turns out, I'm like the worst person to
interview someone, because I go into sales mode. I'm really excited about what we're doing, so I end up
doing more talking than I should.

Michele: You're selling the position rather than interviewing the person.

Michael: I'm selling the position. When I was at Thomas Nelson, I had an HR vice president, Jim
Thomason (Jim, if you're listening…), who was outstanding because he was very objective, he asked
great questions, and he just listened. What I've discovered is that the best hiring process involves
multiple points of contact, so I might not interview them the first time (usually even when people were
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being considered as a direct reporter to me). I would have a number of my teammates interview them
first before they ever got to me.

Michele: You would have them do it before even you?

Michael: Yeah.

Michele: So you're not the first point of contact then?

Michael: Yeah.

Michele: Okay.

Michael: In a large corporation context, I'd have the HR department do the initial screening.

Michele: Okay.

Michael: In this recent situation where we were hiring an assistant for Gail, we had my assistant,
Trivinia, do the screening. What we did in that situation was put the word out in my network. We had
44 people apply, and she went through, talked to most of those people, and then screened that down.
Then she had a video conference with the ones who she felt like were the final candidates.

Michele: Okay.

Michael: I think we ended up with about eight who she wanted to present to us, so before we ever got
to them, she had screened it down to kind of the eight candidates she thought were worth talking to.

Michele: The cream of the crop who she felt would be a good fit.

Michael: Yeah.

Michele: Now it's important in that situation that whoever does the initial screening also knows you
well enough to know what would be a good fit.

Michael: Yes, absolutely.

Michele: That's not always the case with an HR person and somebody in your position. There could be
several degrees of separation from that department, especially in large corporations. How do you make
sure you're really clear about what you're looking for and they know you well enough to find the right
fit?

Michael: Well, I think that first of all it comes back to that job description.

Michele: Okay.
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Michael: Let's start with that. They're hiring against the job description. They know what the
qualifications are, hopefully even in large corporations. They've sat with you. They know something
about you, what some of your particular interests, concerns, or needs are, and almost like an executive
search firm, they're gathering that information so they know what they're going to look for.

Michele: So even if the HR person doesn't necessarily initiate that conversation with you, it would be
appropriate for me to go to the HR and say, "Hey, can I sit down and talk with you about this position
really quickly before you start the process"?

Michael: Yeah, and honestly, I think that (at least in any context I've been in) the HR people are going
to initiate that conversation.

Michele: They will do that? Okay, wonderful. So having a very clear interview process… You said you
need multiple points of contact as far as multiple people.

Michael: Yes.

Michele: Do you have multiple encounters as well, even with just them and you?

Michael: Yep, absolutely. We have this literally written down. Here's what the process is usually going
to be when I'm the final person.

Michele: Okay.

Michael: We set the expectations on the front end. I might say to a candidate, "Look, this is our initial
interview, and we'll have a conversation, and if you feel good about it and we feel good about it, we'll
go the next level. Here's what the next level is going to look like. We want you to have a conference
call, discussion, or face-to-face meeting with four key people on Michael's team [or Michele's team].
Then from there, Michael is going to want to sit down and have a conversation with you."

Michele: Mm-hmm.

Michael: So that might be a 30-minute conversation. What I always like to do if it's somebody I'm ready
to offer the job to is meet them in a social context by taking that person and their spouse out to dinner
or something like that.

Michele: Well, it gives you a whole different kind of perspective on who they are.

Michael: Yeah. I'll tell you one situation Gail and I were involved in. I was set to offer this guy a job. It
had made it past my team. I was enthusiastic about it, and we went out to dinner. Just the way this guy
talked to his wife bugged us. It bugged us both. So Gail was literally kicking me under the table, which
I knew was the signal for, "Don't make the job offer."

Michele: Uh-huh.
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Michael: And I didn't. Then I found out after I said no… Several people came forward from other
companies he had worked for and were more forthcoming than they had been when we had checked
the references. They said, "Yeah, you did the right thing by passing."

Michele: Really?

Michael: Yeah.

Michele: How interesting.

Michael: But they didn't want to tell me that…

Michele: Just at dinner…

Michael: Just at dinner.

Michele: It completely turned everything on its head.

Michael: Totally. Yeah. I like to see how that person treats people like the waiters or the waitresses.

Michele: Uh-huh.

Michael: How they treat other people, what their relationship with their spouse is like. You think,
"Well, that's not even relevant." Well, it kind of is.

Michele: Oh, I think it is. It's the whole package. It really says something about the character of the
person.

Michael: It is, so I almost always do that.

Michele: That's smart. Okay, so again, we're talking about the five biggest hiring mistakes employers
make. Our goal is to avoid these and make good hires when we add people to our teams. So that first
mistake is not being clear about what you want, the second mistake is not making use of your tribe,
and the third mistake is not having a clear interview process. What is the fourth mistake?

Michael: The fourth step is not testing people. Here's what I mean by that. There are so many
wonderful tests out there that can help you get insight into the person's decision-making process,
personality, likes, preferences, strengths, etc. I think it's foolish not to use those.

Michele: Now many of those are paid for, but you still think it's worth the expense of doing that ahead
of time?

Michael: Totally, and a lot of them are free. Here are a couple of them that I like. By the way, there are
some industrial psychologists who won't agree with my preferences. They'll say, "Well, that's not
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actually a good hiring test." I've had people tell me that. I still like it. It just gives me additional insight.
I want a 360-degree view and look at that person.

Michele: Okay.

Michael: When I was being considered for the CEO position at Thomas Nelson, I went through the
most extensive battery of testing ever. Everything from an IQ test to all of these personality tests… I
met with a psychologist several times. I didn't even want to be in the process.

Michele: Did they do that with everybody or just you?

Michael: Yeah. You know, I didn't stop to think about that. No, they did that with everybody.

Michele: I mean, why not? Do that on the front end and it will save you a lot of heartache on the back
end.

Michael: Oh my gosh. I got the report later after I became the CEO. I was able to see the report. It was
pretty interesting. It was pretty comprehensive.

Michele: Wow.

Michael: I got reports about other people from that same psychologist, and there was one particular
situation with an executive (who went on be very successful, I might add), and the psychologist said,
"Don't hire him."

Michele: Really?

Michael: He was wrong, so they're not always right.

Michele: Uh-huh. But it's just more information as you gather information to help you make an
educated decision.

Michael: That's right.

Michele: So the decisions you make about hiring don't necessarily have to all hinge on one report or
one aspect of this, but you gather all of it.

Michael: That's exactly right. For example, I love the Myers-Briggs test.

Michele: Mm-hmm.

Michael: Do you know what your Myers-Briggs type is?

Michele: Yes, and I'm trying to remember. It is INFJ. I'm like halfway down the middle with the I/E
scale, but I'm an INFJ.
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Michael: This is why you and I get along, because that's exactly what mine is. We're in the minority.

Michele: Yes, it's not very common.

Michael: I think that of all of the Myers-Briggs possibilities, that one has the smallest number of people.
Megan, my oldest daughter, is also an INFJ.

Michele: Really?

Michael: Yeah.

Michele: I like her too.

Michael: There you go!

Michele: I think I misquoted it one time on a podcast we did before, because I couldn't remember, but I
went and checked, and yeah. I'm an INFJ/ENFJ.

Michael: Let me tell you how this could work. Gail, for example, is an ESTP, which means she's
extroverted, she's sensing (very concrete), she's thinking (as opposed to feeling), and she's perceiving
(as opposed to judging). Here's where all of that is interesting, where the rub comes. She loves to have
her decisions out in front of her, keep her options open, and really explore the possibilities.

Michele: Okay.

Michael: The weakness in that is that sometimes it can lead to procrastination. She doesn't want to
make a decision.

Michele: Mm-hmm.

Michael: I'm the exact opposite. I want to have the decisions behind me. By the way, this doesn't make
me better. My weakness is that I can be impulsive.

Michele: Uh-huh.

Michael: I don't evaluate all of the options. I don't really research it like I should. I make a decision too
quickly. So one of the things we realized when we were hiring a personal assistant for Gail was that we
needed somebody who had that J component to juxtaposition itself against the P component in her
Myers-Briggs analysis.

Michele: Uh-huh.

Michael: We wanted somebody who could help…

Michele: Kind of push her forward with her decisions.
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Michael: Exactly. Yep.

Michele: That's great.

Michael: And it works great. So Myers-Briggs is one I love. The StrengthsFinder test is fantastic.

Michele: Yes, I agree.

Michael: I have almost everybody take that as well. There are other ones. There's the DiSC profile, and
there are a number of them.

Michele: Mm-hmm. Do you do these currently when you add team members?

Michael: Yes.

Michele: Do you do it with everybody or certain positions?

Michael: I'm hesitating, because there's probably somebody we didn't do it with.

Michele: Okay.

Michael: But yeah, we do it with pretty much everybody.

Michele: That's great. That's good to know. Very helpful. Okay, so not testing people would be the
fourth mistake. What is that final mistake employers make?

Michael: This is the one that's easy to blow past, and it'll be a "gotcha" almost every time.

Michele: Mm-hmm.

Michael: That's not checking references.

Michele: You know, that's so funny because I am asked all the time if I can be listed as a reference,
especially by teenagers who have kind of grown up in our church or who I know through the
neighborhood and who want to use me as a reference. I don't know if I've ever received a phone call
yet from somebody checking those references.

Michael: I know.

Michele: I'm always surprised.

Michael: It's very rare because people just assume. They want to believe the best. They don't have a lot
of time. They're trying to shortcut the process. They end up shooting themselves in the foot a lot of
times.
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Michele: Mm-hmm. They assume that if you write down a name and number, it's a valid reference.

Michael: Yeah.

Michele: That's not even true.

Michael: Obviously, they're going to be self-selected references, so people are only going to put down
references who are good, but I like to call previous employers or have the HR department do that to get
a sense of it. The challenge now in our culture is it's hard to get an honest read, because nobody wants
to torpedo somebody else's chance of getting a job.

Michele: Yes.

Michael: No one wants to really be honest for fear that there will be some kind of litigation or that it'll
involve them in a conflict they don't want to be a party to, so you really have to be careful about this
and listen beyond the level of words. When it's a reference, I always like to have this conversation on a
phone call at least.

Michele: Okay.

Michael: It's so I can hear the tone of voice.

Michele: Rather than an email or something like that.

Michael: Yeah.

Michele: Okay.

Michael: If you say, "Well, what do you think of Joe Bob?" Is that the name we were using, or was it
Bob Joe?

Michele: Joe Bob.

Michael: Anyway… Joe Bob.

Michele: It's Joe Bob.

Michael: "So tell me about Joe Bob." If they say, "Yeah. He was good," that's kind of like one level, but if
they say to you, "Oh my gosh. If you don't hire him, if you don't scarf him up right now, you're an
idiot," that's a different level.

Michele: That's a whole different level of commitment.

Michael: That's a whole different thing. I've been told that kind of thing before. "If her husband hadn't
moved to Nashville, she would still be working for me, and I would never let her go."
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Michele: Uh-huh.

Michael: If you get that kind of response, you go, "Wow. That's amazing." But then to dig further and
say things to try to explore… "What were the things they seemed to struggle with?" or, "How did they
make decisions?" These kinds of things are really important to get a handle on.

Michele: Asking those kinds of questions… Usually people are a little bit more forthcoming, especially
if you say, "What are their strengths? What are they really good at?" and then go, "Okay, so where's a
struggle?"

Michael: That's right.

Michele: If you've kind of couched it in both of those, usually people are a little bit more forthcoming.

Michael: Yeah.

Michele: It's a natural part of the process.

Michael: The main thing I'm looking for is enthusiasm.

Michele: Okay. That's good to know.

Michael: I'm looking for an enthusiastic endorsement.

Michele: Uh-huh.

Michael: Because I know that means something, because people don't have to do that, and if they do
that, it's probably because they've had a really positive experience.

Michele: Enthusiasm is usually not manufactured.

Michael: That's right.

Michele: And you can tell if it is.

Michael: Now if you're going through an executive search firm, this is something most executive search
firms out there really pride themselves on. They are going to check the references. They're going to give
you a write-up.

Michele: Mm-hmm.

Michael: Even a good internal HR department will do that, but if you're an entrepreneur like I am now,
you kind of have to put this in place yourself, and you have to do the work, but you'll save yourself
enormous grief. I remember hearing somebody, one of my mentors early on, who said, "Hire slow and
fire fast."
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Michele: Okay. Yeah, I think that's wise advice too.

Michael: So this is just part of that process of hiring slow.

Michele: Mm-hmm.

Michael: Checking references slows you down, but it saves you so much grief.

Michele: Yeah, I think we get so desperate for somebody to fill a position that we do hire quickly, but it
ends up creating more work for us in the long run. When we hire slowly, typically we find the right
people who fit our organizations and our needs, and they also feel like they fit, like they've found
something to do that really fulfills them.

Michael: Yeah!

Michele: They're more likely to be long-term employees if we've done that slow process.

Michael: That's right. The cost of turnover is so high. When you have to replace a position because
somebody didn't work out… I mean, just think of all of the organizational toil that it takes to just
remove somebody.

Michele: The training… Mm-hmm.

Michael: It could be everything from the severance you pay to just the emotional toll it takes on
everybody involved, and then you have to re-hire somebody else. So you need to get this right, and
there's nothing more important than getting your team right.

Michele: Then it's worth slowing down and doing the process slowly.

Michael: It is. Totally.

Michele: Now back to checking references again, one more time.

Michael: Yeah.

Michele: I wonder how helpful it would be… Earlier you talked about utilizing our tribes. Can we go to
our tribes then and, if there's a circle of people who have recommended this person and we've found
this through somebody else, get that kind of feedback from them?

Michael: Well, certainly if we know that person's peers or we know the employer directly, we can go to
them. I've found that to be very helpful, especially when you're hiring somebody out of your industry
and you kind of know the players. There's just a network that exists there, and you kind of know who
the A players are and what their reputations are within the industry. The challenge is when you're
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trying to hire from outside of the industry and bring somebody in when you have no basis of
knowledge.

Michele: Some are concerned… I actually heard somebody say they don't want to gossip about
somebody and talk about somebody, but when it comes to hiring, this is kind of fair game. It's just
doing your research.

Michael: Yeah, it is, and you're not asking about anything that's out of bounds.

Michele: Mm-hmm.

Michael: You're just trying to find out whether or not they're competent and if there will be a cultural
fit, because it's a tremendous amount of trauma for them too if it doesn't work, so it's better to take
your time for all concerned.

Michele: Well, if you’ve enjoyed today’s conversation, you can get all of the show notes and the full
transcript of this entire episode at michaelhyatt.com. If you would prefer to watch the video instead of
just listening to the audio, you can also find the entire video recorded right here in the studio with
Michael at his website. Again, that's michaelhyatt.com. Do you have any final thoughts on this topic?

Michael: Yeah. I think I would just take the time to get a clearly-defined process of how this looks and
how it unfolds and then use it as a discipline within your team. Say, "When we hire somebody, this is
the process we're going to go through so we don't make mistakes and so we get the best hires possible.
Our team is too important. It affects all of us."

Michele: Mm-hmm. Again, we'll have some of those resources available in the show notes for people to
be able to use.

Michael: Absolutely. Yep.

Michele: Well, again, thank you for being with us today.

Until next time, remember: Your life is a gift. Do what matters.
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