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All good strategy seems to be brief and simple.  Nelson’s strategy for defeating the Combined Spanish and French fleet at Trafalgar consisted of only a few lines on one sheet of paper.  Strategy has the quality of setting the scene in which the play is enacted.  Does it well and the rest is manageable; does it wrong and the rest is continuously hard.  Most organizations do not have a strong hiring strategy, but rather a mish mash that fails on too many accounts.

One strategy is to hire broadly and then though training transform the new hire into the person you want. This is what the U.S. Marine Corps does, and it works, but it includes at least 8 weeks of special training. This might be called the training strategy, although it includes more than training as it reshapes attitudes and beliefs.

The other strategy is to select who you want in the first place so you do not need to invest heavily in training or treatment!  Modeling agencies use this strategy.  The selection strategy is most powerful if you do not know how to transform inappropriate people into appropriate ones.

The third choice is takes half of each of the above and mixes them.  Hire broadly so you do not have to invest heavily in the selection process, and then train minimally so the investment here is also low.

This is the most efficient (low cost) hiring method and also the least effective as your organization will be plagued with people who don’t fit.  By luck 5% might be good fits, and you as the leader will wonder why everyone is not that ‘good’.

The impact on the bottom line from the mixed strategy is the greatest.  It occurs because leaders are unable to see how they cause their own problems or are unwilling to delay gratification by investing in a better selection process or a better training process hoping to save time and money.

The leader’s first job is to set the organization’s direction in a way that capitalizes on the market and the organizations capabilities and resources.  The second job is to hire the right team to lead, manage and grow the organization. If you go on to the leader’s other tasks without this foundation, the organization is perpetually hobbled.

 

In REX’s twenty two Roundtables with over 250 CEOs, it is apparent that one quality of the most successful organizations is the strength and longevity of its management team and its staff.  These organizations grow and succeed in ways that are often astounding. Investing in your selection or training of people may not be valuable is you are looking for a short term run at your organization before you exit.

The choice is yours.  Just don’t blame the people! You as the leader are responsible.

