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Adopt the  Five-  Star Fit

I had a “genius” idea. To streamline my vetting process and give 

more people a chance, I decided to “interview” them all at once. I 

was inspired by Survivor, the reality show competition that made 

reality show competitions famous. If you’ve never seen it, a bunch of 

strangers agree to live in a remote location where they must fend for 

themselves to, well, survive. Kind of like castaways. Each episode, 

they are also put through a series of tests, and then one of them is 

voted off. At the end of the series, the “sole survivor” wins a million 

bucks.

My  Survivor-  style process involved having all candidates for a 

position come in at once, telling them about our company and our 

mission, and then running a battery of tests. For grand effect I had 

torches representing each candidate burning outside our entrance. 

To be clear, this was nothing like a workshop designed to find the 
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candidates who had the most potential. This was a cutthroat reality 

 TV–  inspired competition, so I wore my  toughest-  looking outback 

costume, scuffed- up boots, khaki shirt, and all. I pitted the applicants 

against each other. If they won a comparative test, they “survived” 

another round. If they failed the test, their torch was extinguished 

and they were off my imaginary island. I thought my genius idea was 

so genius, even the applicants would think this was the best thing 

ever. Who doesn’t want to be on fake Survivor?

No one does. That’s who. The applicants did not appreciate it.

My concept wasn’t all that bad, in that I was considering many 

people, not just one, but it was unfair to people who are introverts 

and people who didn’t like public competition. They didn’t perform 

well, or opted out, and I missed my chance to find out if they were 

the best person for the job. But that wasn’t the worst  part—  oh, no.

As people failed the tests I gave them, I would “kick them off the 

island.” This made it even more intense for the remaining candi-

dates. And just as it happens on Survivor, that tension brought the 

worst in them. They formed quick alliances. They started to back-

stab each other. It got ugly. In the end, the “sole survivor” was me. I 

still hadn’t filled the position; I was alone on an island of my own 

making.

And those torches I set up? I ran downstairs to extinguish the first 

one, Jeff Probst style, when the first candidate was kicked off the is-

land, but they were all already out. Rain had passed through during 

round one and extinguished them all. Probably a divine indicator of 

the ridiculousness of my idea. And my attempt to relight the damp 

wicks was a demonstration of my bullheadedness. 

Thankfully Danielle Mulvey taught me how to get way better at 

assessing potential candidates. No torches needed.

AllIn_9780593544501_all_3p_r1.indd 69 9/12/23 11:41 PM



70 ALL IN

Danielle once had such a hard time hiring, she didn’t want to 

come in to the office. The founder of The Maverick Group, an ad-

vertising and marketing agency in Nashville, Danielle discovered 

talent the way many business leaders  do—  on familiarity. She took 

recommendations and referrals from colleagues and friends and fig-

ured they’d “work out just like me.”

Devon had a fresh design degree and seemed good on paper, but 

ultimately Danielle chose him for a graphic design position over an-

other candidate because he was the brother of a good friend of hers 

from college. Almost immediately, he caused problems. Devon was 

combative within his own team. He believed work should be done 

his way or no way. He was completely wrong most of the time, and 

a total ass about it. So much so that Danielle did everything she 

could to avoid him. Despite this, she kept him on board, allowing 

him to show up for work while she hid  out—  anywhere but her office.

“I realized when it came to hiring, I was winging it,” Danielle 

told me. 

She vowed to make a change. Around the year 2000, Danielle 

started using the much more involved categorization system of eval-

uating candidates, and it helped tremendously. Over time, though, she 

realized she wanted to both expand the process to include assess-

ments for an employee’s potential and make the vetting process more 

efficient. Interviewing every single candidate thoroughly is time con-

suming. She needed a way to weed out people before she invested time 

in talking with them.

The  Five-  Star Fit was born. This method finds the individuals 

who have the innate abilities, potential abilities, and necessary expe-

riential abilities that match the position you need to fill. Are they a 

good fit for the role’s  must-  have list?  Five-  Star Fits have intangible 

qualities that complement the company. 
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How is the  Five-  Star Fit different than assigning letter grades to 

employees? Think of the rating system on travel booking sites. After 

your stay at a hotel, for example, you give it one to five stars. And 

your ratings are completely  subjective—  they are based on your needs 

and preferences. The same hotel, delivering the same experience, to 

two different people with their own unique preferences will result 

in very different ratings. The same place on the same day delivering 

the same experience can still earn both a  five-  star and a  one-  star 

rating.

On a trip to Florida, my wife, Krista, and I stayed at The Break-

ers in Palm Beach. We wanted a special once- in- a- lifetime getaway 

where we could relax and enjoy time together. The hotel is  over-  the- 

 top swanky, so we didn’t feel comfortable there. My wife said, “We 

were country mice in the big city.” We gave it four stars because it fit 

our needs too much. Yes, too much.

While resting in our room, we had knocks on the door at least 

three times in just a few hours: once with the delivery of a special 

treat from the bakery, another when the manager stopped by to en-

sure everything was perfect, and another when room service offered 

to turn down our bed. The place is “great,” but it wasn’t my defini-

tion of relaxing. Plus, I didn’t even know that “turning down” a bed 

was a real thing until I did some internet research.

On that same trip, we stayed one night at a Motel 6 in between 

destinations. We needed a clean, safe, no- frills place to sleep. We 

snoozed like logs. The hotel was quiet, no one knocked on the door, 

and they gave us two free bottles of  water—  all for $87. We gave the 

motel five stars because it delivered on our expectations on all counts.

I wouldn’t be surprised if The Breakers received multiple  five-  star 

ratings from other guests the same day we gave it a four. My defini-

tion of “over-  the-  top swanky” is simply mine. For those who expected 
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to be catered to at every turn, The Breakers nailed it for them. Simi-

larly, Motel 6 might have forgotten to leave the light on for a guest, 

and that could be enough for a guest to slam them. The ratings are 

based on not just experience but the intersection of expectation and 

experience.

Just as a  five-  star hotel rating does not mean you will have a  five- 

 star experience, an A- player may not be an A- player for each role at 

your company. This is where the  Five-  Star Fit recruiting process 

comes in. 

Typically,  Five-  Star Fits produce at least three times the invest-

ment in their payroll. They often require the least  hand-  holding (but 

do like to be engaged with and supported by management). Because 

her entire staff are  Five-  Star Fits, Danielle scaled her companies to 

more than $50 million in annual revenue while spending less than 

ten hours a week overseeing operations.

I like to tour offices. I have been to cookie factories, audiology 

operations, funeral homes, real estate firms, security stores, law prac-

tices, play set manufacturers, software  shops—  the list goes on and 

on. I always pay the most attention to the employees. What is their 

behavior like? How engaged are they? How connected are they to 

their team, their mission, their company? Of all the places I have been 

to, and it is well into the hundreds, Danielle’s company had it all.

I’m not shy, so when I realized Danielle had the team of teams 

and was helping assemble them for other companies, I jumped on the 

obvious. I said, “I see what you have done here. I know people con-

stantly ask you for your help building their teams. What if we part-

nered to create a business to serve anyone in need?” 

Helloooooooo The ALL IN Company. If you want help in this 

process, you can get started by downloading your own copy of the 

 Five-  Star Fit overview at allinbymike.com.
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THE  FIVE-  STAR FIT PROCESS

As we dig into this process, we need to agree to a principle. Everyone 

is an A- player. They simply need to be put in a role that allows them 

to express their full potential. Again, I am not saying that everyone 

is an A- player for you. And in the same breath, I am not saying only 

a select rare few are A- players for you. Everyone has potential. Every-

one has A- potential. Your job, as a great leader, is to empower peo-

ple to express their A- potential during the consideration process and 

determine if you have a fit for that potential in a way that it can be 

maximized.

Here’s how the  Five-  Star Fit hiring process works:

Phase 1: The ALL IN Assessment. If you aren’t ready to run workshops 

yet, this tool is another streamlined way to find the best candidates. 

In the job posting, applicants are informed that the vetting process is 

in five phases. The first step is to fill out the ALL IN Assessment, 

which takes roughly  thirty-  five minutes to complete. Essentially, you 

are saying, “Don’t apply if you’re not going to take the time to do 

this.” According to Danielle, roughly 60 percent of applicants do not 

complete this step, and of those who do, 50 percent score low enough 

to drop out, which means you can devote your time to the top candi-

dates. Similar to the effort of attending a workshop, the ALL IN 

Assessment requires a demonstration of true desire to follow through. 

This requirement is the second-most effective way to gauge desire, 

with workshops being the first.

During an ALL IN training, one of the students said, “That’s 

such a pain for anyone applying. I know, for one, I wouldn’t fill this 

out unless it was a job I really wanted.” Exactly the point! We only 

want people who want it. Not the people who are doing blanket, 
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click, and move- on responses to every job listing. When an applicant 

scores at least 70 percent on their ALL IN Assessment, they move on 

to Phase 2.

Phase 2: The screening interview. This is a baseline evaluation of no 

more than twenty minutes, done via phone or video. Most of the 

questions relate to the candidate’s résumé, such as, “Why did you 

leave your last position?” “What do you like about your current po-

sition?” “What made you want to look for a new job?” Here, you are 

looking for interest and passion for the job they applied for. Al-

though the max duration is twenty minutes, a screening interview 

could be as short as ninety seconds. No potential = no fit. Note: As 

you learned in the last chapter, running a workshop can be an effi-

cient way to find the best candidates with the most potential. If you 

opt to run one, it replaces Phase 1 and Phase 2, so you can jump right 

to Phase 3.

Phase 3: The demonstration. In this phase, applicants take a skills 

test related to the responsibilities of their job. So if they are applying 

for a bookkeeping position, they would take a test to show their ap-

titude for debits and credits, another test for specific software, and a 

few tests where they have dialogue with and provide information to 

an individual posing as a client who has common problems real cli-

ents often have.

Phase 4: The Deep Dive Interview. By now, you have filtered out 

most of the  one- ,  two- , and  three-  star matches. You have a good 

sense for a candidate’s abilities. In this interview, ask about their 

future. What do they see for themselves, personally and profession-
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ally? What do they want? What are their dreams? Is there a future 

together? No one works for a company from the day they are born 

until the day they die. And even if they are  long-  term, they still have 

a life outside of work. So we walk the path of life together. Work life 

and  life-  life are commingled. Your job, should you hire this person, 

is to support to the best of your ability their life goals through the 

achievement of their work responsibilities.

After the interview, make sure to check references. Most inter-

viewers neglect to call references, and that is a mistake. When they 

do call, the reference is afraid to say anything that could impede the 

candidate or introduce bias. So usually you just get the dates worked 

and maybe a title. I have a simple hack for this. Instead ask, “We 

have many different roles the person can serve in our organization. 

Assuming they can do anything they want to do here, what role (job/ 

tasks) do you feel this candidate would excel at most?” This one 

simple question opens the door for candid feedback on their A- player 

potential.

Phase 5: The shadow day. Candidates now have an opportunity to 

spend a day at your organization meeting the team and learning about 

the culture and how the job works. This is a paid offer. A shadow 

day may also involve additional skills tests in the form of small proj-

ects or assignments. If a candidate does well on their shadow day, 

you may then decide to offer them the position. It also exposes the 

candidate to your work community. They get a sense for what is 

expected from them and the vibe. And they can in almost all circum-

stances do the shadow day without having to quit employment else-

where. They usually just take a day off. The candidate can decide if 

they want the position, just as you can decide to offer it.
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You may be thinking, “Mike, I need to fill vacant positions ASAP. 

This process takes too long!”* My response is twofold: It takes roughly 

the same amount of time to start filling up your workshop event as it 

does to schedule your calendar for interviews. And the cost of bad 

hires is big. So slow your roll. And start looking for matches before 

you need to. 

When you feel you are ready to get married, you don’t start look-

ing for someone to head to the altar with you tomorrow afternoon. 

Instead, you typically go through multiple experiences together to 

ensure you are both happy, then you get engaged, and then you later 

get married.

According to CareerBuilder, three out of four employers say 

they’ve hired the wrong person for a position, and 30 percent of them 

said this was because they felt pressured to fill the position quickly. 

Don’t rush the execution of the process. But get the process started 

now, so you aren’t rushed then.

The  Five-  Star Fit method weeds out all but the top 15 percent of 

 best-  matched applicants, so by using this approach, you are already 

ahead of the game. Kasey Anton, one of our all- in students, refers to 

the vetting process as “the gauntlet.” It works. And it is  light-  years 

better than the typical “fog test” many panicked leaders  use—  as in, 

if you can fog a mirror with your breath, you get the job.

THE THREE KEY QUALITIES

Have you noticed that some travel booking websites have advanced 

rating systems beyond the overall five stars? They also have ratings 

for different  categories—  cleanliness, amenities, customer service, 

* For help with the hiring process, visit allincompany.com to learn about services.
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and so on. If I had spent a bit more time looking at those ratings, I 

might have figured out that Krista and I would feel like country mice 

at The Breakers and would be blown away by a  middle-  tier Hamp-

ton Inn. This is the overlap of expectation and experience.

In chapter 2, I asked you to come up with your  must-  have lists 

for your team. That list includes the qualities you need for each po-

sition. You may have different qualities for some of the positions be-

cause you have different expectations for those roles. And you likely 

have some of the same qualities for each position, qualities that match 

your company values.

I’ll bet there is at least one  must-  have quality we all want in a 

hotel or motel: cleanliness. Read through the reviews for most hotels 

and you’ll see that comments about  cleanliness—  good and  bad—  are 

the most common. There are some qualities that every role needs, no 

matter your company values. When I asked Danielle about this, she 

gave me the absolute  must-  haves for any role: limber, learn, and lis-

ten. If a candidate doesn’t test well with these key three abilities, 

they are likely going to struggle to excel in your business, particu-

larly in dynamic roles. 

1.  Limber. A candidate must demonstrate that they are ready and 

able to adapt to change. Can they adjust to changes? Are they 

ready and willing to be where they are needed? Will they serve 

the company in any way they can? A limber employee doesn’t 

demonstrate their value through authority. They show their 

worth through contribution. For example, during the early 

months of the Covid- 19 pandemic, MIT Endicott House,  

a conference center in Dedham, Massachusetts, had to shut 

down. Their entire hospitality staff of thirty maintained  

their salaries, because they were flexible about their jobs.  
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The cooking staff, maintenance, and housekeeping services all 

kept working. They became drivers who delivered takeout to 

MIT students who no longer had access to cafeterias. They 

became painters and renovators as they revamped the properties. 

They did whatever needed to be done when it needed to be done.

2.  Learn. A candidate must demonstrate that they are willing  

to learn, that they are constantly looking to improve them-

selves through acquiring knowledge. They feel comfortable  

challenging their own beliefs. For example, my daughter, 

Adayla, studied biology in college. Now she is learning some-

thing completely different in her role at Penned with Purpose,  

a company that helps authors create, optimize, publish, and 

market their books using the methods that worked for me. 

Publishing is out of Adayla’s wheelhouse, but because she’s  

a learner, she has become quite the strategist. She closed her 

first deal with a major publisher within her first month on 

board. Yeah, Papa is proud.

3.  Listen. Candidates must be good listeners. They must be able  

to take direction, but more than that, they must be able to  

listen for direction. Good listeners do not listen to reply or 

react. They listen to understand. They don’t have an agenda; 

they are not in a rush to add thoughts. They summarize their  

understanding of what they’ve heard and conclude what was 

discussed. Good listeners follow up on the status of commit-

ments. They seek to improve.

Effective listening is not passive, in one ear and out the 

other. It is learning, digesting, participating, and building on 

through response. Listening is key to any discussion, even in 
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intense negotiations. As Chris Voss, author of Never Split the 

Difference, reveals in his book, empathy and understanding 

happen when you listen and understand more than just the 

other party’s point of view, but their emotions too.

These three key qualities are innate abilities. They can’t be 

taught. Candidates either have these abilities or they don’t. You may 

have other  non-  negotiable intangibles for your candidates. It’s im-

portant to think about what matters most to you and your organiza-

tion, the abilities your business can’t live without.

TEST FOR KEY QUALITIES

And old friend of mine, Becky Blanton, put me in touch with Jule 

Kucera, an adjunct instructor at the University of Cincinnati. Becky 

and Jule took a course together, and Becky, whose mind is a steel 

trap, suggested I talk with Jule about concepts I was testing for this 

book. In her former job at the University of Chicago Medical Center, 

Jule was responsible for designing the candidate selection process for 

a new department, and Becky recalled a  mind-  blowing recurring pro-

cess Jule oversaw for the medical center back in the 1990s. It brought 

in the best group of candidates the organization ever recruited. And 

it was the most equitable process to boot.

I started off our conversation with the usual perfunctory question. 

You know, a warm- up. “What do you think about the job interview 

process most people use?”

Jule’s response floored me. She said, “Job interviews are the per-

fect way to find someone whose job will be taking job interviews. 

Otherwise, interviews are useless.”

My gosh. One question. One stinkin’ question, to which I expected 
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her to respond with something like, “They could be improved,” or 

“Here’s a great question to use.” Nope. Not even close. Instead, Jule 

punched my question in the face, and threw in a little  eye-  poke as a 

bonus.

She went on to explain that when someone does well in an inter-

view, all we really know is that they are great at interviewing, not 

that they would be great at any specific job (minus taking inter-

views). And she wasn’t saying this hypothetically. She had the data. 

She went on to lead a  real-  world experience of running the same can-

didates through both the traditional interview process and testing 

just as I outlined above. 

Jule told me about Chicago Medical Center’s “Fit for Hire” pro-

gram, which they launched in 1991. They needed twelve new clinic 

coordinator positions for the high-profile department. At the time, 

CMC was undergoing a downsizing. The union feared that the new 

positions would be disproportionately given to candidates who were 

white, given that the hiring manager was white. The hiring manager 

feared that the candidate pool would be filled with poor performers 

who were weeded out in the downsizing process. The union and the 

hiring manager asked Jule’s department to come up with a better 

approach than traditional interviews. 

For the Fit for Hire program, the hiring manager interviewed  fifty- 

 four applicants. She ranked the candidates and recorded her evalua-

tions of which candidates to hire. But she held them in confidence 

until the next stage was complete.

Each candidate was then invited to participate at a series of sta-

tions that tested six key competencies such as accuracy, interaction 

with patients, and teamwork. Most stations could be completed in 

ten minutes, and the team-building station took thirty minutes. The 
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testing took place over two days. Of the  fifty-  four candidates, all 

signed for up for the testing day.

At one station, applicants were tasked with checking “patients” 

in. The recruiting staff played the role of patients. For Jule’s role, she 

chose to take on the characteristics of someone with cerebral palsy 

(CP), which she knew well, because her roommate had CP. She 

would take a full sixty seconds to get her clinic card out of her wal-

let. Some applicants waited patiently, others offered to help, and one 

person yanked the clinic card out of Jule’s wallet in frustration. Two 

people angrily walked out, taking themselves out of consideration.

Upon completion of the testing day, the hiring manager revealed 

her interview rankings, which were then compared to the scenario 

rankings. Sure enough, the people who interviewed well didn’t test 

well for the most part. The people who demonstrated the necessary 

patience and kindness needed for  check-  ins didn’t do so well with 

(the job of) being interviewed. In fact, the  number-  one-  ranked job 

interviewee was one of the people who walked out.

CMC hired based on the results of the skills test. And it just so 

happened that the twelve people they hired were all African Ameri-

can. It was the most equitable process the CMC had ever deployed; 

people were selected on demonstrable skills, and the best got the jobs. 

One year later, all twelve were still employed and categorically top 

performers in their roles, which had never happened before at CMC.

Who’s the great leader here? Was it Jule? Maybe the union? I 

think the answer is yes to both. But there is one other person who 

showed the greatest leadership of  all—  the hiring manager. She had 

the courage to challenge her own assumptions and the confidence to 

believe she had a potential alternative to finding great people through 

interviews. She had the strength to participate in an activity that might 
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just have proven her process wrong. And when it did, she embraced 

the new and better process. The hiring manager is the very definition 

of a great leader. And collectively, everyone showed great leadership.

TEST FOR FRUSTRATION

I’ve been the host for a couple of pilot shows that didn’t get picked 

up. Shocking, I know. One was for the Discovery Channel, called Go 

Big or Stay Home. In the show, I worked with a couple who had 

lifelong dreams of being entrepreneurs. They wanted to own a  bed- 

 and-  breakfast, but to do that, they would need to give up their cur-

rent lives.

The husband, a car salesman, and the wife, a schoolteacher, had 

three children. They had a nice home, two cars, and a bit of savings. 

They represented a typical  middle-  class American family. I was about 

to give them the opportunity to turn it all in to live the entrepre-

neurial life. The episode started with me whisking them away for a 

few days to experience what it would be like to operate a  bed-  and- 

 breakfast. This was an opportunity for them to really know what 

they were committing to.

That’s when the hook of the show was revealed. While the couple 

was away, a liquidator came to their house and wrote a check to take 

immediate possession of everything they owned: their home, their 

cars, their clothes, even the food in the  cabinets—  everything. When 

the couple and I returned from the practice experience they were 

offered a choice: to go all in on their dream business by accepting the 

check and saying goodbye to their past life, or to rip up the check 

and return to life as they knew it.

To give the couple a real feel for running a B& B and to make the 

show as TV- showy as possible, the production crew intentionally 
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presented problems to the couple. They switched keys, so that when 

it came to cleaning the rooms, they couldn’t get into them. They 

clogged a toilet, which the couple had no idea how to fix. The couple 

seemed to handle those problems well. Where they lost it was break-

fast. They had to cook for five couples visiting the  bed-  and-  breakfast, 

and the stove burners stayed stuck on high. They burned the eggs. 

And the pancakes. True story: in a panic they finished off an omelet 

with powdered sugar. No, that problem was not staged. And, yes, 

that scene absolutely made it into the final cut.

After the experience, the couple decided not to go big, and in-

stead stayed home. They gladly tore up a big old check when they 

saw how frustrating their dream work would be. Their curiosity was 

quenched, and the desire died. Frustration is the ultimate test of po-

tential. It will arise for everyone, that is without question. The great 

leader observes how they respond. Does the frustration result in per-

manently giving up, or does it result in a break, reorganization, and 

trying again? And if necessary, trying again, again, and again. The latter 

indicates desire or even thirst; the former shows less or no potential.

You also need to run frustration tests with your candidates, since 

they reveal so much about their potential. Have people undergo an 

experience where there is a possibility of problems. Or compounding 

problems. The goal is to see how people respond. Do they give up? 

Do they get angry? Or do they rise to the occasion?

What is the leader’s role? There is a popular video that circulated 

on the web called “Little Girl Determined to Jump the Box” or “Power 

of Not Giving Up,” depending on where it is hosted. It shows a young 

girl, probably four years old or so, trying to do a standing leap to an 

elevated platform that is belly high. She tries again, and again, and 

again. Every time she fails, stumbles, and falls, she resets the plat-

form and tries again. After nine failed tries she nails it. On her tenth 
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attempt, she lands on top of the platform and screams in happi-

ness at her success. Her father runs in and hugs and kisses her, 

cheering with her. An athlete in the making? Heck  yes—  potential 

revealed. Frustration managed. Dad’s leadership? Pretty darn great. 

How can you tell? The joy they both express about her success. Great 

leaders support through frustration and celebrate overcoming ob-

stacles.

The most revealing part of the video is something you won’t see 

if you blink. When the dad comes in to celebrate his daughter’s ef-

forts, they go for a double  high-  five and miss. She almost falls off the 

platform, but he catches her. The celebration continues unabated with 

hugs, kisses, and cheering. This is the greatest part of  leadership— 

 there is not an expectation for perfection throughout. Great leaders 

allow the mistakes that don’t really matter and celebrate the achieved 

outcome even, or especially, if the path there is fraught with  micro- 

 mistakes, failures, and setbacks. That is how great leaders cultivate 

potential and celebrate progress.

ASK ABOUT THEIR DREAMS

In Phase 4 of the  Five-  Star Fit method, the Deep Dive Interview, you 

will determine if a candidate’s goals for their future line up with 

your company’s goals. What does the candidate want for themselves 

and their lives? What are their big and/ or little dreams?

Everyone has a dream. Some have grand dreams, some have small 

dreams, some have pipe dreams. But we all have a vision for our lives. 

The secret to an unstoppable team is to align the goals of the busi-

ness as much as possible with the goals of the individuals. I am not 

saying to necessarily change the company goals around what everyone 

wants. What I am saying is to do your best to empower the achieve-
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ment of individual goals and dreams, while collectively marching 

toward the company goals.

The goals of an organization are typically the goal of the primary 

leader or leaders. I know in my own business that when I set revenue 

goals and other objectives, it is first and foremost about my own de-

sires. What those numbers mean to me. What those goals, when ac-

complished, provide me. That is all good. But to think that my team 

will have the same thirst to achieve those goals as me doesn’t make 

sense. They are on their unique life’s path, just as much as I am on 

mine, and you are on yours.

By knowing a candidate’s personal goals and aspirations, in addi-

tion to their work goals, you can effectively plan a path toward their 

goals as you collectively move toward your corporate goals.

TRIAL PERIOD

During your assessment process, consider a short hire. Once a can-

didate has passed your tests, don’t offer  full-  time employment. Offer 

a trial period instead, beyond the shadow day. It could be one week 

or up to ninety days. They will get paid and experience the daily 

operations of the company, and if at any time they realize it’s not a 

fit for them, they can leave without notice. During this trial period 

you can get a realistic sense whether they are a good fit for your com-

pany. If they are not, you can end the employment after the end of 

the agreed upon trial period.  Win-  win.

MAKING THE OFFER

Payroll is the largest expense for most companies. It is generally a 

fixed cost. Whether you have a bad revenue month or a good revenue 
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month, you still have to cover payroll. Before you make an offer to a 

candidate, you need to know compensation and expected return on 

payroll (ROP). You likely have heard of ROI (return on investment), 

but have you heard of ROP? If not, know this: ROP is a key metric to 

measure the health of your company and the strength of your team. 

This is what your company can afford and expects in return. ROP 

translates to the profitability and sustainability of the business. And 

it also reflects happiness. People can only produce at the highest lev-

els on a sustained basis if the work is fueling them.

To calculate ROP, divide your total business revenue by the total 

wages. A fiscally healthy business has a minimum of three times re-

turn on wages. So if your company’s annual salaries are $100,000, 

you should have at least $300,000 in revenue. 

Compensation is not a motivator, but it surely is a demotivator. 

Meaning, yes, you can attract people with more money than the 

competition offers, but it won’t make them work harder or smarter. 

They will do their best if they feel they are being treated fairly and 

you have an environment where they can explore and develop their 

potential. But if you pay less than they feel they are worth, they will 

be demotivated. You are taking advantage of them, in their eyes. Use 

what we learned from Kip of The Container Store. Pay 1.25 times to 

1.5 times the industry average and it will be a rare occasion when 

someone leaves you due to a money decision.

To be competitive, you are best served to be “in the ballpark” on 

foundational expectations and  needs—  health benefits, vacation and 

other paid time off,  training—  but it is in the unique/ extreme benefits 

where you will stand out. For example, flex time, personal time, the 

ability to take a sabbatical or work a  four-  day week. 

Beyond time off, profit sharing, the ability to work from home, 

time to pursue creative interests, opportunities to grow in the job, 
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and access to company resources sweeten the deal. Consider all you 

learned about your candidate in the Deep Dive Interview. How can 

you help them get more of what they want through their job? How 

can you further facilitate their personal dreams and intentions? 

(More on this later.) 

Also, don’t save the recognition and awards for a “surprise” once 

they are hired. Let them know you have a reward system in place 

when you make the offer. And have you considered the people they 

will work with as a benefit? Not just coworkers, but vendors, clients, 

mentors, and teachers who provide training? 

Once you have an offer ready to present, don’t oversell the role. 

The nice thing is, if you followed this process, it is nearly impossible 

to oversell. The scenario testing, skill testing, and shadow day expe-

riences give them a full sense of the job and its requirements. A 2022 

survey by The Muse found that of  twenty-  five hundred US employ-

ees who left their job for an offer from another company, 72 percent 

said “their new role or company was very different from what they 

had been led to believe, and more than half of them regretted leaving 

their former job.” Someone who regrets coming on board is an em-

ployee who will never produce optimally, and surely won’t have their 

heart in the game. But if they have already had hands- on experience 

from workshops all the way to shadow days, they will be prepared 

for any problems or frustrations, that present themselves. And their 

heart will be in it.
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GOOD AND GREAT LEADERSHIP

Good Leaders Great Leaders

Inquire About Skills

Some candidates claim to have skills 

-

Conduct Skills Assessments

Even honest candidates may not have 
an accurate assessment of their skills, 
and references may not know the 
depth of skill required for the role you 

candidates have the skills they need 

First

interview as many candidates as 

Conduct ALL IN Assessments First

Not every candidate should be given 

apply for many jobs and don’t have a 
genuine interest in working for your 

workshops, and when they opt not  

Calculate Salary Affordability

Traditional budgeting treats employ-

consider, “Can we afford to make the 
hire?”

Calculate Return on Payroll (ROP)

leaders know there must be an 
expected return on their investment, 
since it is the only way the business 
can ensure it earns more than it 
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