The Missing Piece
in Your Talent Management
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Introduction

Feeling puzzled by talent management? You aren’t alone. An overwhelming 82% of business leaders
don’t believe their companies recruit highly talented people, and of those that do, only 7% think they
can retain them.

In fact, 23% of managers and senior executives
who participate in talent-related tasks believe their
current recruiting and management approach will
actually attract and retain talent.

Meanwhile, 93% of employees left their last employer to make a career move. This suggests that while
companies struggle to hire and keep top talent, candidates and employees are searching for jobs in
which they can excel and grow their potential. It’s that classic movie trope where two people continue to
be in the wrong place at the wrong time while looking for the exact same thing. Leaders want productive
workforces with drive and employees want to use their skills to further their abilities. So why aren’t both
meeting in the middle, and accomplishing bigger and better feats along the way?
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Forget about finding more candidates. Focus
instead on finding more great employees.

The missing puzzle piece of many talent management processes is the focus on finding, retaining and
engaging the right employee. There can be a sizable difference between a candidate who seems like a fit,
and the person who will ultimately become a long-term superstar at your organization.

In fact, 88% of hiring decision makers
believe that an informed candidate is
a quality candidate.

Unfortunately, that means a majority of talent acquisition professionals are spending a great deal of time
and money looking for applicants who essentially know how to review and remember your website.
With the average cost per hire at $4,129 and the average time to hire 23.8 days, there is simply no room
to be recruiting the wrong candidates. However, when your assessment benchmarks are wrong, you’re
no doubt opening your company up to that risk.
How do you determine who is a savvy candidate and who will be your next long-term A Player? The line is
thin, and a good candidate might very well make a good employee. That’s why it’s crucial your hiring team
understand the difference and pinpoint the specific traits of each. Let’s start there.
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What is the difference between a great
candidate and a great employee?

A Great Candidate

A Great Employee

•

Charms the hiring team

•

Will embody company values

•

Has a well-designed resume

•

•

Is responsive during the hiring process

Exhibits similar attributes to current A Players in
the role or department

•

Is free to start quickly

•

Will be engaged with the work they are doing

•

Has held a similar role in the past

•

Will be productive quickly

•

Understands what your company does

•

Has transferrable skills

•

Discusses personal goals

•

•

Discusses how they will be
successful in this role

Understand what they can provide that your
company needs

•

Embraces company goals

•

Has a track record of successfully acheiving goals

The pattern should be relatively clear after a quick glance at this comparison. Candidates are talented at
interviewing, researching and strategizing communications. Employees share your values, identify with
your goals and have the skills and drive to support and produce results. However, this unveils another
string of challenges for talent acquisition teams. First, it can be difficult to see through the veil of charm
to the actual individual that lies beneath. Second, as mentioned, typically an amazing employee will also
use techniques trademarked by great candidates.
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How can you go about finding the right
employee vs. a good candidate?

1. Study your top performers:
What makes your best employees tick? What attributes or competencies do they all share? Are those
attributes featured in your job ads or requisitions?
It’s easy to dream about the perfect employee, outlining every manager’s wish list of characteristics:
punctual, accurate, friendly, self-motivated and so on. However, even if a person like this does exist,
that doesn’t mean they are an A Player at your organization. Instead, focus on those attributes or
competencies that your current top performers demonstrate. Outline who those individuals are, the
benefits that drive their performance and the values they hold both personally and professionally.
Keep in mind, key competencies change over time. You may think you need one set of attributes when in reality - your top performers bring something entirely different to the role. If it has been a while since
you have taken a look at your roles and competencies, now may be a good time to see what is actually
correlating with success.

2. Use a goal-based approach:
Is the person sitting in front of you in the interview room able to accomplish the specific goals of
the role you are looking to fill? Hiring teams often stop at the attributes mentioned above to find
good candidates. Take it a step further. Establish the overarching goals of the hire’s specific team or
department, then work back to the individual tactics and projects that would need to be completed.
Use that information to formulate interview questions or assessments that will determine an applicant’s
ability to perform.
For example, ask the interviewee how they would approach a challenge your team has faced in the past.
This will help you understand what they value in times of crisis (processes, organization, collaboration,
etc) and will give you a taste of what skills they hold and use confidently. Using a goal-based approach
like this is especially helpful to understand what transferable skills can make a successful employee.
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3. Enable your hiring team:
Get your hiring managers to stop sending offers to people they could be friends with and start
consistently evaluating someone’s potential for long-term success. It wasn’t too long ago that an
American Sociological Association study revealed that employers are often more focused on hiring
someone they could hang out with instead of what will work well within a particular position. The results
are a homogenous workforce, free from the benefits of diversity and inclusion.
Many leaders read “hire for cultural fit” as “find a person who looks and acts like me and will fit into my
circle.” This cultural fit misunderstanding has plagued the hiring process for even some of the most wellknown employers - those that have their pick of applicants. Instead, help hiring managers develop scripts
that mete out who shares similar work values, can perform in the environment and has or desires to
reach goals that align to the company or department.

“It is important to note that this does not mean employers are hiring unqualified
people, but my findings demonstrate that—in many respects—employers hire in
a manner more closely resembling the choice of friends or romantic partners than
how one might expect employers to select new workers. When you look at the
decision to date or marry someone what you think about is commonalities. Do you
have a similar level of education? Did you go to a similar caliber school? Do you
enjoy similar activities? Are you excited to talk to each other? Do you feel the spark?
These types of things are salient at least to the employers I’ve studied.”
-Lauren A. Rivera, an assistant professor of management
and organizations and sociology at Northwestern University
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4. Be transparent about your culture:
The most qualified candidate in the world will not make a good employee if they aren’t the right fit for
the culture you have likely worked very hard to create. Most good candidates will ask about your culture.
Make sure you are also asking them what their ideal culture is.
This also means being honest about organizational obstacles or shortcomings. You’re still selling your
company, so don’t forget to highlight your benefits and rewards, but give an accurate overview of more
than just your happy hours. An employee will have already scoured Glassdoor anyway, and should see
those issues as a challenge to overcome, not an obstacle in their success. Better yet, if they share an
interest in actually being part of your organization, they might explain how they would approach the
problem or offer a few solutions they’ve seen work in the past.
It’s easy to pretend your organization is the perfect place to work for anyone, but an honest summary of
what it is like to work at your company will resonate more with the right employees. If the candidate can’t
see themselves fitting well into your culture, they likely won’t be around for the long haul.

5. Look at your internal talent pool:
Your next great employee may not even need to fill out a W-4. Take a look at your current workforce
and identify those A Players that have room to grow. Instead of only recruiting for mid-level or upper
management candidates, you should be identifying and developing the employees who not only fit your
company culture, but also have the skills or talent necessary for the role.
Six out of 10 employees are looking for growth opportunities internally, and if they don’t find them,
chances are they will be looking externally. Not only will your attention to employee growth potential
save recruiting headaches, it could help retain those key A Players who keep your organization thriving.
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Interview Questions that Uncover Employees

Creating the right strategic interview script will offer proactive solutions that ensure every interviewee
is given a fair chance at demonstrating their aptitude to be your next great employee. Here are a few
examples to consider, but be sure to consider your unique organization and adapt them to fit it.

Highlight: Values
A good employee will exude your values over simply repeating them and providing a generic comparison.
Ask the interviewee to choose a value they identify with and share and how it relates to them in a
foundational way. For example, encourage the employee to explain how being “team-oriented” has lead
them to this particular place in their career or how an “entrepreneurial” spirit has helped them overcome
a professional obstacle.
These situational questions demand more than simply knowing the value and providing a vague
comparison to themselves. Plus, it will probably reveal something about how they motivate themselves
or work with others.

Example Sentence Structures:
“Which of our values do you feel you most embody and how has it helped elevate your career?”
“Please describe a time when you feel that you have effectively demonstrated our company value of --------”
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Highlight: Skills & Performance
In some cases, you can ask your interviewee to share particular goals and numbers they’ve obtained.
In others, you might have to focus more on their ability to perform within their role at your company.
For example, a sales professional can probably easily call back to meeting or exceeding their KPIs by a
percentage. A preschool educator may not have an easy way to similarly quantify success.
When it comes to skill assessments, it might be best to consider an actual basic assessment. For
example, assess tech talent on their ability to perform specific development tasks or engineers on their
understanding of skills needed for basic projects. Those who work in roles that have easily demonstrable
duties benefit from assessments like these because they are capable of proving their adeptness,
meanwhile hiring managers are able to see their ability to perform and even plan for
their time-to-productivity.
However, for those hard to assess soft skills, turn to more situational questions. Ask them to explain a
time that they overcame a challenge, but try to work in specifics around their actual role. For example,
even an entry-level communications specialist should be able to call back to a time they walked someone
through a complicated process.

Example Sentence Structures:
“Last year, our tech team encountered [Issue] because of a miscommunication. Explain the strategies you would
use in this role to avoid a recurrence.”
“I see you worked at [Company] as a [Job Position]. Can you think of a time you had to help one of your
customers through a stressful interaction?”
“When you were at [Company], did you ever need encounter an unexpected system failure? What part did you
play in solving the issue? What role would you have liked to play?”
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Highlight: Fit
If your interview is taking place in your offices, use your
environment to help elevate the conversation. Ask the
interviewee to identify the section of the building or
area of the floor seemed like the best place to get work
done. This will be a great indicator of their work style
and what they value most about an office environment.
If they love areas of high traffic, chances are they’re
into working around and with people and are possibly
big collaborators. If they note how nice less busy
areas are, chances are they require quiet places
for high focus. If your interview is taking place via
video or phone, ask them to share their dream office
environment. Dive deeper asking them to describe
their ideal leader or by discussing what it takes for
them to reach maximum productivity.
Use these insights to apply the individual to the role.
Will the employee who takes the position need to be
team-focused and able to handle long days of peoplefacing interactions? Or will they need to be able to
work independently to accomplish goals? Just be sure
not to get stuck on extrovert/introvert definitions and
instead see the candidate as a worker within your
workplace structure.

Is technology standing in your way?
No doubt there are times when your team
and strategy are solid, but something still
doesn’t line up. There’s a chance your

Example Sentence Structures:

technology is the barrier that stands
between successful recruiting, which in turn

“Is there an area of our floor that you feel will be your go

affects your talent management process.

to spot for collaboration? How about high focus?”

It’s all connected. If you find yourself
working for your technology instead of the

“Our open office environment can be distracting. How

other way around, download this vendor

will you reach productivity here?”

comparison workbook. It’s filled with

“Describe one boss who shaped your career and why you
find them so important.”

research on the top applicant tracking
systems and even includes a worksheet
that will help facilitate your search for tech
that works for you and your team.

|

617-933-3801
617-938-3801

11

Piecing Talent Success Together

Any recruiting team can increase candidate flow, but the best can help to increase engagement and
decrease turnover. The point isn’t just to rack up applications from a new source or two, but to instead
improve the quality of your talent pool.
Sometimes, no matter how much time and attention you put into developing the right talent acquisition
process, something just doesn’t line up. There are more than a few places that could be stopping you
from consistently hiring and retaining A Players, and ClearCompany’s complete Talent Management
Platform can help you along the way to total Talent Success.
With automatic interview questions and scorecards based on current top performer data, a beautifully
branded onboarding process designed to engage hard-won top talent from day one, tools for continuous
performance reviews, goal tracking and feedback, our complete platform is here to help.
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