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In most walks of life, establishing a clear focus is a good thing, 
and the sharper the focus the better.  However, when it comes 
to employee recruiting and hiring to build a high performing 

team or workforce, I’d like to suggest that a narrow or laser-like 
focus might not be the best approach and can be unnecessarily 
limiting.  

I’m always intrigued in learning about different profession-
al sport teams’ strategies as they prepare for their respective 
Leagues’ drafts.  A professional sport’s amateur draft is one of 
its two principle mechanisms for recruiting and “hiring” its 
work force.  Their broad strategic philosophies can probably be 
clumped into two main categories: drafting players to address 
clear needs or “plugging a hole,” and drafting the best player 
available regardless of their specific needs at that time.  

This is a classic dilemma.  Should a team draft a player who 
may fill a known and defined need, or take the best player avail-
able, even though that “best” player may be at a position where 
they are not currently in pressing need?  This is a dilemma 
because it’s always easier to build a work force when you hire to 
fill specific needs.  It’s easier.  But is it more effective at building 
winning teams and organizations?  Is it applicable to non-sports 
organizations like yours?  It is an interesting debate and perhaps 
one without a clear-cut winner.   

I’d like to argue the case for taking the best player available 
and its broader applicability to work organizations.  In our non-
sports businesses and organizations, it is unconventional and 
certainly less practical to simply hire the best player irrespective 
of the fit between skill and experience and a particular opening.  
I wrote that it is easier for sports team to draft to fill specific 
needs.  What is true in professional sports franchises is even 
more true in organizations where HR departments are often 
laser focused on meeting an internal customers’ explicit speci-
fications.  I know from conversations with many managers that 
they often don’t believe they have the luxury to take the “best 

player available” given the pressing need to backfill a particular 
position or address a critical staffing need.  

Let’s start with the question of how to define “best player” 
in the first place.  Is it the candidate with the best resume, 
brightest credentials, most prestigious pedigree, and best fitting 
job skills?  I think organizations may too often hire the “resume” 
and skill and knowledge sets without looking carefully enough 
at organizational (culture) “fit” and key intangibles.  Examples 
of such intangibles include adaptability, work ethic, humility 
and willingness to learn about and fit into the organization 
culture, winning attitude, etc.  These qualities are worth their 
weight in gold. 

When you find an employee with such qualities, someone 
who is truly a great “fit” in your organization’s work culture, 
the odds are very high that they will become a valuable asset 
regardless of their current skill set.  The preoccupation with 
hiring the right “skill” fit is similar to the preoccupation with 
having the right organizational structure.  Even in the PER-
FECT organizational structure, a group of people poorly led and 
motivated and with commensurately poor attitudes will always 
find a way to fail.  Yet in the most awkward organizational struc-
ture, the right people, a group of motivated go-getters willing 
to persist until they find a way to succeed will accomplish their 
goals in spite of the structural impediments.  It’s always about 
having the right people.  I am convinced that the kind of “peo-
ple” that differentiate winning organizations from the rest has 
much more to do with attitudes than skills.  

I would rather have dedicated, professional, resilient, 
self-motivated, refuse-to-lose “team” players developing the 
skills they need than perfectly-skilled people who are unmo-
tivated and cannot (or will not) work well together, as it is far 
easier to teach the organization, product, market...anything, 
than it is to teach integrity, work ethic, diplomacy, political 
savvy, presence, and a winning attitude.  Said another way, I’d 
rather hire the inexperienced candidate with the winning mind 
set and help him learn what he needs to about my business, 

than hire the experienced and credentialed person who may 
not be able or willing to Un-learn things that will not serve him 
well in my organization.  So “best player” for me is much more a 
function of intangible qualities than technical job skills.

Am I saying that what a prospective employee “knows” is 
irrelevant to their future job performance?  Yes and no.  Yes, 
their job-specific knowledge may be irrelevant in the long term.  
No, their ability to know, i.e., their intelligence, is incredibly 
relevant.  Intelligence is an absolute pre-requisite.  I’m counting 
on that great attitude’s ability to be a quick study and expedi-
tiously make up for the gap in experience.  Learning ability and 
curiosity are critical for both the experienced and inexperienced 
candidate.  

But at the end of the day, I think there’s something very 
analogous between sports teams and work teams. Talented and 
versatile athletes with a team-first attitude and an unshakable 
commitment to do what it takes (including subordinating 
an ego) to win will achieve superior results to the team with 
unadaptable experts who have a much clearer concept of what’s 
“not my job.”  

With a light apology to those who prefer not to see sports 
related to business, perhaps we can all learn something from 
the way professional sports teams’ general managers think about 
staffing their high performing teams.  In our narrowly focused 
efforts to fill a specific position, we may overlook the available 
all-star who plays a different position.  Organizations are noth-
ing more than the people who comprise them.  Get the best 
ones you can.  

Bob Greenfield is an expert in organization development and is 
owner and principal consultant of Greenfield Management Strategies 
(GMS). Established in 1999, GMS works in partnership with cli-
ents in the private, non profit, and public sectors on a variety of stra-
tegic, organizational, and people issues in order to improve collective 
performance and individual satisfaction. To learn more, visit www.
greenfieldmanagementstrategies.com.

Plug a Hole or Take the Best “Player” Available?

025-29_HR-supp.indd   25 12/13/18   9:37 PM



26   LOS ANGELES BUSINESS JOURNAL DECEMBER 17, 2018

Los Angeles

Whittier

Cerritos

Santa Monica

Torrance

Compton

Palos Verdes
Long Beach

Huntington
Beach

Pasadena
Glendora

Covina

Pomona

Glendale

Burbank

San Fernando

Woodland Hills

405

210

210

110

710

105

405

605

405

5

5

5

10

10

101

101

60

60

91
91

57

10

Hills

11
14 6

8

icaca

18 19 13

a

16 G
2

154

12

5
ton

3 1

7

9

17

LA’s got talent. Take advantage of our region’s community colleges.

All 19 of the region’s community colleges are 
developing talent for various aspects of your business.

Los Angeles  
Valley College

Valley Glen
www.lavc.edu/
techeducation

Mt. San Antonio College
Walnut

www.mtsac.edu/cte

Pasadena City College
Pasadena

www.pasadena.edu/ewd 

Rio Hondo College
Whittier

www.riohondo.edu/
career-and-technical-

education

Santa Monica College
Santa Monica

www.smc.edu/cte

West Los Angeles 
College

Culver City
www.wlac.edu/

Academic/ 
areas-of-study.aspx
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CENTER FOR A COMPETITIVE WORKFORCE
Connecting LA Industry and Community Colleges

The Center for a Competitive Workforce (CCW) 
connects you with colleges to streamline the  
process for hiring and internships.

Find:

• Your next great hire

• Trainees you can assess

• Opportunities to shape college courses  
for skills you need

Whether you’re hiring web developers, nurses, graphic 
designers or skilled techs, the 19 LA region community 
colleges are your pipeline to the diverse talent you need.

A partnership with community colleges gives you an edge.

CCW is funded as a Strong Workforce Project of the California Community College Chancellor’s Office

ALL THE TALENT 
YOU NEED.

Visit www. laedc.org/ccw to find out more

Candidates are ready for your  
job openings.  Here’s a sample  
of projected hiring compared  
to talent supply:

Center for a Competitive Workforce publishes research 
on the hiring forecast, wages, demographics, talent 
supply and more, to inform your hiring decisions.  
View the new CCW workforce intelligence report, 
Business and Professional Services in the LA Basin,  
at the website listed below.

PROJECTED DEMAND
 Total Job Openings in LA Basin This Year
 Degrees and Certificates Awarded via Community Colleges

Computer Positions (Back Office)

RN and LVN Nurses (Healthcare)

Machine Tool Operators (Manufacturing)

Electricians (Construction)

1,570
1,300

300
300

600
575

4,700

2,000

CENTER FOR A COMPETITIVE WORKFORCE
Connecting LA Industry and Community Colleges

Start the conversation  
with Jessica Ku Kim,  
Workforce Development Director 
at LAEDC, a partner in CCW,  
jessica.kim@laedc.org 
213-236-4835  
or Richard Verches,  
Executive Director of CCW, 
verches@competitiveworkforce.la

CCW_Staffing_FINAL_spread.indd   1 12/12/18   3:19 PM
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How do you select the right person for your 
business? There is no perfect answer, but the 
interview process can be a tremendous help 

if you use it effectively. In other words, you must 
have completed all of the other steps in the 
hiring process in order to get the most out of the 
interview process.

Interviewing candidates for a position within 
your company is one of the final steps in the 
hiring process. Before you get to this step, you 
want to make sure that you’ve completed all of 
the preceding steps since each of these steps will 
have a direct impact on how effective the inter-
view process will be. Below is a list of the steps 
involved in the hiring process. Note that after 
you have completed the interviewing process, 
there are still two additional key steps that you 
need to complete. In order to achieve the best 
hiring results possible, just remember that all of 
the steps are important. 

In order, the key steps to finding the right 
person to fill a position in your company 
include: 

� Determining your need to hire a new 
employee. Are you properly utilizing the skills 
and talents of your current employees? Do you 
know what needs to be done? Can your business 
growth support a new employee? 

� Conducting a thorough job analysis. 
What are the job’s essential functions and key 
performance criteria? 

� Writing a job description and job spec-
ification for the position based on the job 
analysis. 

� Determining the salary for the position, 
based on internal and external equity. Is the 
salary comparable and proportional with the sal-
aries and responsibilities of other positions inside 
your company as well as similar positions out in 
the marketplace? 

� Deciding where and how to find qualified 
applicants. What are the recruitment tech-
niques to be used? What is the time frame for 
conducting your search? Remember, advertising 
is not the only, or necessarily the best, way to 
recruit. 

� Collecting and reviewing a fair amount 
of applications and resumes and then selecting 
the most qualified candidates for further con-
sideration. 

� Interviewing the most qualified can-
didates for the position, based on the job’s 
description and specification. 

� Checking references. 
� Hiring the best person for the job. 
Hopefully, after reviewing all of the resumes, 

you will be able to pick and choose a select 
number of qualified applicants to be interviewed. 
(If not, you may want to expand your time frame 
and re-write any ad copy and/or look at another 
recruitment technique) 

Now that you know where the interview 
process fits into the hiring process, let’s take a 
look at the “do’s” and “don’ts” of conducting a 
Successful interview.

CONDUCTING THE SUCCESSFUL 
INTERVIEW - WHAT TO DO
1.  PREPARE IN ADVANCE FOR THE INTERVIEW 

� Know what you want in a candidate 
before you begin the interview. Review the job 
specifications and requirements that have been 
prepared. 

� Know the job and its responsibilities. 
Review the job description. 

� Prepare a list of standard questions con-

cerning the candidate’s skills, abilities and past 
work performance that you want him/her to 
answer. 

� Prepare a list of prioritized and measur-
able criteria, either in the form of a worksheet 
or other method, for analyzing and comparing 
the candidates. 

� Review the candidate’s resume prior to 
the interview. 

� Set specific appointment times and rea-
sonable time limits. 

� Be prepared to justify the use of any 
required employment test. Typically, the most 
legally defensible tests are those that involve a 
“piece of the job.” 

2.  COLLECT PERTINENT INFORMATION DURING  
THE INTERVIEW 

� Since past behavior predicts future 
behavior, look for the candidate’s behavior 
“patterns” as you collect information. For 
example, has the candidate enjoyed “big picture” 
work or detailed analysis more? Is he/she more of 
a generalist or more of a specialist? Oftentimes, 
by listening to how the candidate responds to 
your questions about previous jobs, you will be 
able to get a very good idea of what their behav-
ior will be like in the future. 

� Try not to offer too much detailed infor-
mation up front so that the candidate will be 
able to formulate answers that exactly fits your 
company’s needs. Don’t put the right words in 
his/her mouth! Remember, the candidate (hope-
fully) wants the job and will be looking to say 
the right thing to impress you. 

� Ask questions that focus on the candi-

date’s past performances. For example, if the 
job, such as an office manager, demands an 
individual who is well-organized and handles 
paperwork easily, you may want to ask, “How do 
you keep track of your own schedules and desk 
work in your current position?” 

� Ask specific, structured questions in 
regards to specific problems that the job hold-
er may face. Focus on past behavior and the 
results of the candidate’s actions in a particular 
situation. For example: “As the customer service 
representative, you may encounter a few unhap-
py campers who will yell and scream at you over 
the telephone or in person. Have you had any 
experience dealing with difficult customers? 
Who was the most difficult customer you had to 
deal with? What was the situation? How did you 
resolve the problem?” 

� Notice how well the candidate listens and 
responds to the questions asked. 

� Note the candidate’s choice of words and 
non-verbal behavior. Are they answering your 
questions clearly? 

� Listen to the questions the candidate 
asks. Clarify the reasons why the questions are 
being asked. Notice which questions he/she asks 
first as they may be his/her primary concerns. 

� Take detailed hand-written notes con-
cerning job related topics that will help you 
distinguish the candidates from one another 
(especially if you will be conducting several 
interviews). Help yourself remember each candi-
date and each interview clearly. 

� Record information pertaining to the 
set criteria that will help in the evaluation of 
candidates. 

� Organize and analyze the information 
immediately after the interview when memory 
is fresh. Don’t try to remember everything, it’s 
impossible. One idea is to “rate” each candidate 
on each of the criteria immediately following 
the interview. 

3.  LOOK AND ACT PROFESSIONALLY DURING  
THE INTERVIEW 

� Dress appropriately. 
� Avoid appearing bored and fatigued. 
� Set a businesslike atmosphere. 
� Structure the interview and inform the 

candidate of the structure. Let the candidate 
know you will be focusing on past results and 
that you will be taking a lot of notes. 

� Provide information on the company and 
the job to each candidate. 

4.  TREAT ALL CANDIDATES FAIRLY 
� Use your list of standard questions 

during each interview so that you treat the 
applicants the same and so that you can com-
pare apples to apples. 

� Refer to the criteria for analyzing can-
didates. Ask questions in regards to the job 
criteria. 

� Keep all questions job-related. 
� Do not ask discriminating questions. 
� Show a genuine interest in every candi-

date you interview. 
� If possible, have at least one other person 

meet and/or interview candidates who are 
“finalists.” They should also “rate” the can-
didates on each of the criteria; ultimately, all 
interviewers should compare their “ratings” and 
discuss any discrepancies. Having more than one 
interviewer helps control for personal biases. 

5.  BE COURTEOUS AND RESPECTFUL 
� Conduct the interview in a private place 

away from distractions. 
� Begin the interview on schedule. 
� If possible, conduct the interview without 

interruptions. 
� Allow sufficient time for the interview. 
� Appreciate the candidate’s accomplish-

ments. 
� Do not patronize the candidate. 
� Do not argue with the candidate. 
� Thank the candidate for his/her time and 

interest. 

THE SUCCESSFUL INTERVIEW - 
WHAT NOT TO DO

The following list is comprised of subject 
matter that is widely regarded as “off-limits” 
for discussion in an interview by employment 
experts. Most of these subjects relate directly to 
federal and state employment laws. Legislation 
covering equal employment opportunity is 
extensive and complex. Check not only federal 
laws, but also your own state’s laws and guide-
lines. Remember, state laws vary! Consult an 
attorney for legal advice (before you begin the 
search process for a new employee). 

In an interview, or on an employment 
application, do not ask questions... 

� ..concerning the age of the candidate. Be 
careful using the words “over qualified” with 
older candidates. 

� ..about their arrest record (this is different 
from convictions - in most states, it is permis-
sible to ask if the candidate has ever been con-
victed of a crime). 

� ..about race or ethnicity 
� ..concerning the candidate’s citizenship of 

the U.S. prior to hiring (It is permissible to ask 
“Will you be able to provide proof of eligibility 
to work in the U.S. if hired?”) 

� ..concerning the candidate’s ancestry, 
birthplace or native language (it is permissible 
to ask about their ability to speak English or a 
foreign language if required for the job). 

� ..about religion or religious customs or 
holidays. 

� ..concerning the candidate’s height and 
weight if it does not affect their ability to per-
form the job. 

� ..concerning the names and addresses of 
relatives (only those relatives employed by the 
organization are permitted). 

� ..about whether or not the candidate 
owns or rents his/her home and who lives with 
them. (asking for their address for future contact 
is acceptable). 

� ..concerning the candidate’s credit history 
or financial situation. In some cases, credit his-
tory may be considered job-related, but proceed 
with extreme caution. 

� ..concerning education or training that is 
not required to perform the job. 

� ..concerning their sex or gender. Avoid 
any language or behavior that may be found 
inappropriate by the candidate. It’s his/her stan-
dard of conduct that must be met. 

� ..concerning pregnancy or medical histo-
ry. Attendance records at a previous employer 
may be discussed in most situations as long as 
you don’t refer to illness or disability. 

� ..concerning the candidate’s family or 
marital status or child-care arrangements (it 
is permissible to if the candidate will be able to 
work the required hours for the job). 

� ..concerning the candidate’s membership 
in a non-professional organization or club that 
is not related to the job. 

� ..concerning physical or mental disabili-
ties (asking whether the candidate can perform 
the essential job duties is permitted). The ADA 
allows you to ask the applicant to describe or 
demonstrate how they would perform an essen-
tial function(s) when certain specific conditions 
are met. Check the law or consult with an attor-
ney before moving forward. 

Remember  – when in doubt, ask yourself if 
the question is job-related; if not, don’t ask! 

Information for this article was provided by the 
SBA.

The Interview Process –  
How to Select the “Right” Person
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Last month’s midterm election results will 
have a strong impact on workplace legisla-
tion, according to the Society for Human 

Resource Management (SHRM)—the voice 
of all things work. SHRM is invested in what 
those congressional and state changes will 
mean for employees and employers.

“It’s time for HR to get to work educating 
legislators about all matters work,” said Emily 
M. Dickens, SHRM corporate secretary and 
chief of staff. “With divided power at the fed-
eral level, the states will become more active 
on issues that impact work, the worker and 
the workplace. And the influx of female per-
spectives will bring to the forefront legislative 
agendas that address equity issues, sick and 
family leave, the minimum wage, pay equity 
and workplace culture.”

Among the issues: 

WORKFLEX AND PAID LEAVE
Momentum for paid leave continues to grow, 

signaling there may be room for middle ground. 
SHRM will continue to advocate for the Work-
flex in the 21st Century Act, which would offer 
both paid leave and workflex options and bene-
fit both employees and employers.

WORKPLACE IMMIGRATION
Immigration reform requires bipartisanship. 

With a split Congress, HR must highlight the 

need for having access to skilled workers, pro-
tecting U.S. workers, closing the skills gap and 
providing employers with the necessary tools to 
hire a legal workforce. SHRM will advocate for 
access to global talent, an efficient and predict-
able immigration system, and a fully electronic 
and integrated I-9 and E-Verify system.

WORKFORCE DEVELOPMENT
Look for Democrats to put emphasis on 

pro-union proposals, which will be met with 
opposition from Senate republicans and Pres-
ident Trump. This provides an opportunity 
for HR to educate decision-makers on policies 
that strengthen employer-provided education-
al assistance (Section 127 of the tax code), 
apprenticeship programs and other initiatives 
that help employers invest in workforce devel-
opment and training. 

WORKPLACE EQUITY
Legislation in the House will likely focus on 

gender equity, including pay equity and prohib-
iting the use of salary history in hiring. With 
momentum of the #MeToo movement, there 
likely be democratic proposals to limit the use 
of arbitration and non-disclosure agreements.

The Society for Human Resource Manage-
ment (SHRM) is the world’s largest HR profes-
sional society, representing 300,000 members 
in more than 165 countries. For nearly seven 
decades, the Society has been the leading 

provider of resources serving the needs of HR 
professionals and advancing the practice of 
human resource management. SHRM has more 
than 575 affiliated chapters within the United 

States and subsidiary offices in China, India 
and United Arab Emirates. 

Learn more at shrm.org 

How Election Results Could Impact Workplace Issues

By SEAN SCOTT

Are your employees truly prepared for a 
natural disaster? In the event of a cata-
strophic event, how resilient will your 

employees be?
In light of the devastation brought on by 

recent natural disasters, including the horrific 
wildfires experienced in Southern and North-
ern California last month, it’s apparent that 
the current disaster preparedness message of 
“Get A Kit, Make A Plan, Be Informed” is 
missing something. If you take a close look 
at the disaster preparedness information that 
is typically promoted, you will find that it is 
almost entirely focused on personal safety and 
survival. Although these topics are extremely 
important to prevent loss of life and should 
not be downplayed, there is a critical piece 
missing that is crucial to the long-term effect 
and outcome of disasters. 

Have you ever wondered why so many 
homes that are damaged or destroyed by disas-
ters never get rebuilt? Or why there are so 
many foreclosures and families who become 
permanently displaced? What happens when 
you don’t have adequate insurance or FEMA 
can’t give you enough to make your home 
livable again? What if your life savings is in 
the equity of your home and you can’t afford 
to pay for repairs out of your pocket? What if 
you can’t afford to pay your mortgage and tem-
porary housing or if your mortgage company 
withholds your insurance proceeds? What if 
your home is contaminated with flood water, 
sewage, mold, asbestos, or other hazards? 
These and a wide range of other issues are 
likely to hinder employees from returning to 
their homes  –  and simply having a kit or 

knowing how to survive will be of little value 
in terms of their ability to rebuild their lives. 

Most business emergency plans exclude 
employees and the focus is on IT, cyber secu-
rity, supply chains and other infrastructure 
details. However, these plans aren’t much 
good if the employees’ homes are destroyed 
and they can’t go to work because they are 
stuck trying to figure out how to take care of 
themselves and their families’ needs.

“Resilience” is supposed to mean the ability 
to recover, rebound,  and come back to a state 
stronger than before. However, most if not all 
of the current preparedness messaging is about 
safety and  survival, which is really more about 
disaster “resistance” rather than resilience. So, 
getting a kit and stockpiling supplies, making 
a plan to evacuate, and knowing what to do if 
separated from loved ones, etc. has little to do 
with rebuilding your life. So, what can we do 
to enhance the current preparedness message 
to better promote resiliency? One thought is 
to help people map out a strategy and plan for 
recovery in advance.

Here are ten ways you can plan for recov-
ery and strengthen your employees’ resiliency 
to disasters:

1)  Have employees assess their risks to 
fire, flooding, trees falling on their homes, etc. 
and take steps to protect their property by cor-
recting drainage problems, creating defensible 
space, etc.  

2)  Whether an employee owns a home 
or rents, they should make sure they have 
adequate insurance to replace the home and 
contents.  

3)  If possible, anyone should open a home 
equity line of credit that can be used in the 
event they need to borrow money to make 

repairs. Banks typically won’t loan money on 
a home that is heavily damaged or destroyed, 
so having this money available ahead  of time 
can really help, especially in cases where the 
damages are not covered by insurance or when 
FEMA can’t help. 

4)  Make a list of vetted local contractors, 
roofers, and other disaster restoration service 
providers so your employees will  know who to 
call when they need one.  

5)  Everyone should have a plan where 
they will stay in the event their homes become 
unlivable or destroyed.  

6)  Find out what it takes to get utilities 
restored if electric or gas is shut off or the 
meters are  removed.  

7)  Learn what the recovery process entails 
and what could keep employees from rebuild-
ing. Talk to those who have  gone through a 
disaster before and jot down the lessons they 
learned so your team can avoid mistakes oth-
ers  have made.  

8)  Everyone should make copies of the 
building plans of their homes and get esti-

mates of what it would cost to rebuild, if 
needed.  

9)  If your employees have insurance, they 
may run into problems with the claim  pro-
cess. Visit United Policyholders and their 
Claims Help Library at http:// www.uphelp.

org/resources/claim-help to find out what chal-
lenges might be faced.  

10)  Encourage employees to make copies 
of important or irreplaceable items such as 
family photos, awards or citations, recipes, 
etc., and store them in the cloud or in a safe 
place off site. 

Sean Scott is the author of ‘The Red Guide to 
Recovery – Resource Handbook for Disaster 
Survivors.’  A comprehensive reference designed 
to help property owners before and after a natural 
disaster, the Red Guide is now used by fire depart-
ments, relief organizations, government agencies, 
and communities across the U.S.  The Red Guide 
to Recovery is helping countless people prepare for 
and recover from disaster events. To learn more, 
visit theredguidetorecovery.com

As We Recover From the Latest Wildfires,  
It’s Time to Change the “Preparedness” Message

‘Most if not all of the current preparedness 
messaging is about safety and  survival, which  

is really more about disaster “resistance”  
rather than resilience.’
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