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Corridor:  
Acquisition

On the Strategic Talent Management continuum, the 
Acquisition Centers of Excellence (Recruiting, Selection, 
Onboarding) focus on bringing high-performing individuals 
into the fold, carefully vetting candidates by creating 
meaningful interview experiences, and optimizing efficiency 
when integrating new hires into the culture. Recruiting 
is about filling the pipeline of qualified candidates with a 
network-driven plan and bench-strength building mindset. 
Selection focuses on thoughtfully and scientifically 
evaluating candidates; and Onboarding is when new hires 
are effectively integrated into the culture so they can adopt 
a sense of ownership in the organization’s vision. 
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Recruiting:  
A Mission-Focused Approach

Talent Acquisition is one part candidate and ten parts 
company, which means the majority of the process is 

completely in your control. This is great news because if 
you’re doing recruiting well, it’s to your credit. And if it isn’t 
going well, you have the control to fix it. But the reality is, 
there is serious risk involved in recruiting, and the process 
should be much more rigorous than most companies expect. 

Recruiting involves putting together a hiring 
committee, coming to consensus on hiring criteria, screening 
applicants, and filling your company’s pipeline with qualified 
candidates. Recruiting is the launch pad to effective Strategic 
Talent Acquisition—next comes Selection then Onboarding. 
Recruiting is complicated because, in addition to filling the 
pipeline and qualifying candidates, it is the point in time 
when the business owner, who has been coached to own 
the process, must now transition that strategy and set of 
beliefs—that energy—to the team. 

As a business owner, it is your obligation, responsibility 
and privilege to guide the recruiting process in order to 
obtain talent that fits the culture and ultimately will drive 
your business toward its goals. Recruiting is a collaborative 
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process that is supported by HR or a similar resource. 
It starts at the top with a strategic direction. Recruiting 
requires prerequisite activities, including building a hiring 
committee of stakeholders who define the criteria of a right-
fit candidate. The hiring committee sets the strategic tone 
for the entire talent acquisition process, which houses the 
first three centers of excellence: recruiting, selection and 
onboarding.

Think first about your own recruiting process. Even if 
you feel like you’re at par in the recruiting game, that’s not 
winning. Anyone can hire poor or average performers. The 
mark of an effective recruiting process is that it is built to 
qualify top candidates, who are then developed into high-
performing employees. If this is not the case for you, it’s 
time to retool. It’s time to figure out what’s working, what’s 
not, and identify exactly why substandard performers are 
seeping into the organization. 

Again, recruiting focuses on filling the pipeline with 
qualified, talented candidates. That pool feeds the Selection 
process, which ultimately results in selecting top talent and 
onboarding them effectively—then training, developing 
and investing in them in the Strategic Talent Development 
corridor. 

Many companies have a set of hiring activities, but 
effective recruiting involves engaging the company’s leaders 
who are prepared to tease out the unique talents candidates 
possess. Your recruiting process is designed for your company. 
It is designed by the owner to foster the culture and drive the 
strategy. The owner sets the tone for how leaders go about 
bringing in talent with the skills, attributes and potential that 
will advance the company’s objectives. 

Acquisition: Recruiting



Stacy Feiner

37

What businesses must understand now is, yesterday’s 
recruiting doesn’t work in today’s highly networked, 
specialized and rapidly changing business world. 

A Talent Management Approach to Recruiting
Recruiting in the Talent Acquisition corridor should be 

strategic not tactical, transformative not transactional. This is 
the first step in a series of getting to know someone. You are 
inviting them to get to know your company. The standard 
you set is also a message you send to candidates and to 
existing employees. Who you bring in for interviews sends a 
message to your existing team. 

Consider how those conducting interviews on your 
company’s behalf feel if the candidates vying for positions 
do not meet their own standards? They might wonder if they 
will have to do all of the work at the company—if their talents 
are being overlooked because the business is entertaining 
candidates who seem less than adequate. There are a myriad 
of implications resulting from a weak candidate pool created 
by ineffective recruiting. Owners need to take a good hard 
look at whom they allow into that candidate pool in the first 
place. 

So, how long will this take, you’re wondering. As for 
recruiting being an efficient process—there is a difference 
between hasty and efficient. Once upon a time, there was 
no distinction made for Selection, or even Onboarding, for 
that matter. It was all lumped together under Recruiting. 
Lumping everything together has had terrible consequences, 
not the least of which is forfeiting authentic interactions 
for a drive-thru window. We’ve just confused efficient with 
haste, which has caused the hiring process to be too hasty 
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to adequately vet talent. It became a numbers game and 
recruiters believed the cream would naturally rise to the top. 
A recruiting process that is strategically designed to attract 
talent who meet criteria is efficient and effective. 

Business owners have long realized that what they’ve 
been doing all along just doesn’t produce good hiring 
decisions. And they’ve given up on figuring out how to do it 
right. They explain a mediocre hire with weak justifications: 
No one good wants to commute to my office out in the 
boonies. No one is specialized enough. No one is willing to 
jump ship and come to a new company like ours—and so 
on. So, many owners have given up on even believing they 
can acquire top talent because if quality people existed, 
wouldn’t they have found them? Wouldn’t they have figured 
this out by now? That’s the type of thinking Strategic Talent 
Management turns around

But it doesn’t stop there. Hiring with old equipment 
produces mediocre results, whereas a Recruiting strategy 
yields top talent. 

Case Study: Setting the Table
The following insights are from a fine-foods supplier 

that began the Strategic Talent Management journey with 
recruiting—a “pain” that was holding back ambitious growth. 
The organization’s initial goal was to attract and hire more 
qualified, inspired candidates who were in tune with their 
mission. You’d think that’s what any solid recruiting process 
would yield, but that was just not the case. 

The people in our organization were an unwitting 
barrier to our ability to achieve growth. Our company 
desperately needed to upgrade talent in several areas 
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across the organization—our expectations for key 
positions were significantly higher than the results we 
were getting. 

Looking back over our first ten years, we were thinking 
short term and pinching our pennies. We were hiring one 
job at a time. We weren’t thinking about building a team. 
I mean, I knew we wanted smart, ambitious, committed 
employees, and we fully intended to hire them. I didn’t 
realize this then, but  our interviewing practices actually 
aided and abetted bad hiring decisions. 

Rather than ask candidates to answer questions, 
we seemed to tell them what we wanted to hear. In our 
effort to find out if the candidate could do the job, our 
questions inadvertently told the candidate what we 
were seeking in their answers. We had no way of gauging 
the quality or accuracy of the candidates’ answers. 

You can imagine that every single candidate 
“wowed” us! Before we knew it, we had a bunch of 
people with a bunch of titles, sitting at a bunch of desks 
underperforming. We had about three iterations of this 
until our product had reached a new level of customer 
for whom our team would NOT be able to perform. 

Our process was filled with holes. We thought, “These 
people aren’t working out.” We knew the repetition of 
our failed recruiting had become detrimental to our 
growth. We had to stop starting from scratch every time 
with our recruiting if we were going to continue meeting 
our 40-percent annual growth benchmark. 

We panicked, realizing we needed a radical overhaul 
and fast. But then we panicked again, realizing we 
didn’t know who to go to for help. We had a hard time 
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establishing a “hiring committee” because we were so 
anemic of talent.  So,  we  tried something different. 
We used this methodology, changed our mindset, 
completely altered the way we  engaged candidates, 
and hired three heavy hitters for key positions back to 
back. Now, we acknowledge that hiring and Strategic 
Talent Management is the most important thing we do 
as a fast-growing company.

Get Real with Recruiting: Stop Getting False Positives
Let’s say recruiting at your company is fairly basic—

you’ve done it the same way for some time. The hiring process 
seems efficient, beginning with rounding up candidates 
using a combination of online tools and a recruiter. Then the 
management team holds a series of interviews with a group 
of the most impressive candidates from your pool. From 
there, a few finalists are selected from the pick of the crop, 
and maybe a selection test is administered to help leaders 
choose who will ultimately win the position. 

This recruiting process has brought in some of the 
company’s top players; and, unfortunately, some of its low-
performing employees who are dragging down morale and 
inhibiting the entire organization’s growth potential. 

The recruiting process is efficient but not effective. 
Why? 

The candidates interviewing for open positions were 
qualified with a generic list of criteria, which couldn’t possibly 
be teasing out the “A players.” If you don’t start by qualifying 
top talent for your pool, you can’t expect to end with top 
talent when you get to selection. Where are the A players 
going to interview if not at your company? Remember that 
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the reverse is also true: A players look for A companies. Does 
your hiring process reflect an A company? These are not 
rhetorical questions. You should expect to be able to answer 
them. And you should be dismayed (and motivated) if you 
don’t have the answers you want. 

The source of the talent employed at your company 
today is a reflection of the candidate pool you created 
during the Recruiting process. Filling that pool with A players 
requires a strategic approach to recruiting—and time. 
Strategic recruiting is an intense process that requires more 
resources and personal involvement than most owners may 
want to commit. That is, perhaps, why recruiting goes awry. 
The irony is, hiring the wrong person is a huge expense of 
your money, time, resources and growth potential. Strategic 
Talent Management is an investment in all those line items.

Business owners need to look at talent acquisition just 
as they would look at acquiring a business for expansion. 
High-level due diligence during recruiting yields the right 
hire. Picking the right candidate to grow your business is 
like picking the right company to expand it. Due diligence 
reduces risk and increases reward, and should be one of the 
most important aspects of a leader’s job since it is the process 
of bringing new blood, ideas and skills into the business. 
And if that isn’t enough, Recruiting is intricately linked to 
succession planning, to promoting talent and beating the 
competition.

• Acquiring talent is a basic, and critical building block 
of a business—the foundation. You need outstanding 
players to survive—to achieve. That’s how serious 
recruiting is to the Talent Management process.

• You’ll begin by agreeing on the recruiting criteria, 
screening the applicants, teasing out uncommon 
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talent, and then gleaning valuable intelligence during 
the Selection process with authentic touchpoints. The 
more time you spend with candidates, the better. These 
refinements are the difference between a method for 
due diligence and a rote, off-the-shelf hiring schedule. 

• You’ll challenge old assumptions that weaken your 
organization, such as: we’ll lose the best candidate if 
we take too much time; we’ll scare off quality people; 
we’ll make the process too demanding; we’ll frustrate 
our own employees if we keep the job open too long; 
and so on.

Recruiting Touches Everything that Follows 
Recruiting is the foundation of the Strategic Talent 

Management process because without the infrastructure—
the pipeline to filter out and usher in qualified prospects that 
will fill your pool of applicants—you’re basically fishing in a 
swamp. Before recruiting is launched, a hiring committee 
must be formed. This committee essentially acts as the 
gatekeeper of the recruiting process. They, along with the 
owner, collectively set the hiring criteria for the recruiter, 
who fills the pipeline with candidates. Then, the Acquisition 
process unfolds into the Selection center of excellence with 
some or all of the following key elements:

Recruiting: Filling the pipeline with highly qualified 
candidates.

• Hiring Committee is assembled to set specific hiring 
criteria to be used in the steps that follow. 

• Preliminary screening of candidates by the hiring 
manager or Human Resources.

• Qualifying online candidate survey. 

Acquisition: Recruiting



Stacy Feiner

43

Selection: Multiple, diverse and varied interactions with 
candidates, along with thoughtful and rigorous exchange of 
intellectual capital among the hiring committee.

• Structured interviews
• Unstructured interviews 
• Group or panel interviews
• Selection assessments conducted by an external 

assessor
•  A host of other steps to verify well-qualified candidates

Onboarding: Taking everything you learned about the 
candidate you selected (or promoted) and translating the 
data, insights and observations into a thorough Onboarding 
plan for his or her first 90 days.

Start with a Hiring Committee
A strong, diverse hiring committee that is dedicated to 

the process is necessary for recruiting qualified prospects, 
and properly vetting them during the Selection process to 
reveal top talent. Before a job is even posted, you assemble 
a hiring committee of individuals who participate in the 
process. 

First, let’s talk about the role of the hiring committee 
before and during Acquisition. The hiring committee’s job 
is: 1) to define hiring criteria before the search is launched; 
2) conduct various types of interviews during the selection 
process; 3) compile meaningful data for rigorous discussion 
with the committee; and 4) select a top candidate or continue 
the search with a new pipeline of qualified candidates. Each 
individual on the hiring committee should be dedicated 
to upholding the integrity of the recruiting and selection 
processes. 
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Who’s involved in the hiring committee? It should 
include key stakeholders: human resources and managers 
from within and outside of the department hiring. Beyond 
that, it can be a good idea to include an employee who is 
outside of the department for which you are hiring, in a 
panel-discussion-style interview with a candidate. Consider 
including a colleague whose work may be impacted by the 
role of the new hire, but who is not necessarily responsible 
for overseeing their work. Think about who will often interact 
with this new hire. These are stakeholders, and by getting 
them onboard during the talent Acquisition process, you 
give your team an opportunity to share their expectations 
and hopes for a new hire. You will also minimize the risk of 
having competing objectives among stakeholders, who all 
want a piece of the new hire. Once the hiring committee is 
assembled, and comes to consensus on hiring criteria, the 
process is turned over to either an HR resource or someone 
from the hiring committee who will conduct the preliminary 
screening, and design a candidate survey to qualify 
candidates for the pool. Then during the Selection phase, 
collective involvement provides a more diverse perspective 
of a candidate’s leadership capabilities than a one-on-one 
interview with a single executive.

Setting Hiring Standards
While the hiring committee meets to determine hiring 

criteria, its participants should consider the questions that 
each will ask during structured interviews, and how they 
will take notes during the structured interviews so that the 
intelligence captured can be shared in a useful and consistent 
manner. How will they come to consensus to agree on a 
final candidate? What questions will the hiring committee 
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ask individuals, and how must candidates respond to be 
considered a “fit” for the job? Set the rules from the outset in 
terms of each individual’s expectations for the hire. Establish 
a common ground. 

Here are some points the hiring committee might 
consider as the qualifications for the position are defined, 
and while filling the candidate pool.

• What type of people matter to our business?
• Where are we falling short with talent? 
• Are there people already working in the organization 

who can be developed or is the well dry? How do we 
determine this?

• What have been a few of our company’s biggest hiring 
mistakes? 

• What qualities do and do not work in our culture?
• What are the core competencies of this position? 
• What skills are required to produce in the job?
• What attributes are required to fit the culture? 
• How might this position change in three years, and 

what competencies will be needed for the future?
• What types of new opportunities in the company could 

this position lead to?

The answers to these questions shape a list of 
characteristics and values you’ll seek in the individuals you 
hire. When properly executed and tailored, your Recruiting 
process—and the entire talent Acquisition corridor—will 
give you the confidence to trust your gut completely because 
your instincts will be backed by a system of due diligence 
and accurate reporting. This list of points will help the hiring 
committee come to consensus on the hiring criteria. 
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Consensus and the Hiring Committee
During Recruiting, you are using agreed upon criteria 

to fill the pool with qualified candidates. These criteria 
will determine candidates’ general fit, including assessing 
biographical data, functional skills and professionalism. It 
will also gauge interest and motivation. Additionally, you 
might add a qualifying survey to further assess commitment. 
The purpose: to ensure the candidate meets basic standards 
and requirements before progressing to the next steps in the 
Selection process. Anyone who falls out now is self-selecting 
out, and that’s a win.

Coming to consensus is hard work. As a team comes to 
consensus, they must first recognize they have differences 
of opinion. Unpracticed teams revert to defending personal 
views rather than expanding the group’s thinking. However, 
if the committee deflects from the hard work of coming to 
consensus with their peers, the burden will be deflected to 
the candidate. 

The risks of not having agreement are new hires have 
multiple masters who lead with competing agendas. This 
is what it means to set someone up for failure. Consensus 
is a convergence of implicit and explicit thinking—making 
sure what everyone expects from a candidate aligns with 
what everyone knows through interviews, reference checks, 
assessments and other tools. Benchmarking surveys may 
be used to facilitate consensus and gather information 
about what hiring committee members think. Then, those 
responses are compared and discussed to determine what is 
required to come to a consensus. Without true consensus—
that means no settling—there is risk of hiring someone who 
eventually will fail at the business. This is as much a team-
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building activity for your leaders as it is teaching them to 
accept accountability for the people they hire.

The more the hiring committee interacts with the 
candidates, the better. The more varied the interactions with 
candidates, the better. The more touchpoints and authentic 
experiences your team has with candidates before a hire, the 
better. Remember, the goal is for each interviewer to gather 
information that is then shared, compared and discussed 
during debrief meetings. 

Case Study: Lessons Learned
As for the fine-foods company we introduced earlier, the 

CEO and his leadership team learned a few valuable lessons 
pertaining to mistakes they were making with Recruiting 
and how they learned to do it right using Strategic Talent 
Management. 

1) Agree on the Criteria. The first time through the 
new process, we agreed on the criteria for qualifying 
candidates. We took the time to refine the job description 
and set clear goals for the position we were hiring for. 
We agreed on exactly the skills required to fulfill that role 
and the interpersonal attributes that would fit into our 
culture. Skills + attributes = a sure win. 

We scoured through résumés, closely screened 
qualified candidates, and critiqued our short list of 
top candidates. We were pretty much ready to pull the 
trigger on the better of two great candidates, when we 
decided to look back over our new process to make sure 
we had adhered to each step. That’s when we realized 
we forgot to evaluate the capacity these candidates had 
to grow in the organization, to learn new things and 
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take on a broader scope of responsibility someday. We 
assessed skills and aptitude. We assessed the attributes 
for fit. But we missed assessing for potential. 

Honestly, as a team we were split. Half said, “Pull the 
trigger; hire one of the two.” The other half said, “Follow 
our new standards; interview both candidates further.” 
Finally, we agreed to extend the selection process. While 
our two candidates were ready to be selected, they 
seemed to appreciate our explicit desire not to make a 
mistake—after all we were protecting them as well. 

When we fail to tailor the recruiting process and launch 
it as part of an overall Talent Management initiative, then we 
hire for the now vs. hiring for the future. We bring on people 
who can do the job today rather than ushering in talent with 
the capabilities to grow and forward our company’s mission. 
We fill holes rather than fill roles.

2) Screen the Applicants. Our approach to hiring and 
interviewing was just wrong. It was not going to achieve 
the real goal, which is to know and to understand the 
person, to know and to understand if they have the core 
competencies to do the job, and to know and understand 
whether they fit in the role and in the company, into 
our culture. None of that was happening. Candidates 
seemed good, sounded good, had the right background, 
and we made hiring decisions right away. We didn’t 
know what we were looking for, and we wouldn’t have 
known how to uncover it. Our process was weak. 

Leaders should take great care when selecting the 
interview questions they pose to candidates. Go beyond the 
basic, calculated questions that generate practiced generic 
responses. This results in prompted responses, canned 
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answers. Simply put, off-the-shelf interviews are ineffective 
for gathering authentic insight during Talent Acquisition. 
They are great at bringing out the robot in your candidate. 
They do nothing to initiate spontaneous responses—to 
spark authentic dialogue. You’ve got to get real before hiring 
people into your business if you expect them to perform.

3) Tease Out Uncommon Talent. We narrowed our 
candidates to two finalists, both of whom were highly 
qualified for the position. We started with 50 résumés, 
screened those to 20 candidates and whittled that group 
down to seven who had on-site interviews. And then we 
picked two, who took online assessments, returned for a 
panel discussion and more unstructured conversations. 
These two were the stars. 

As the team talked more, we shared more impressions, 
more thoroughly analyzed the online assessment results 
and the writing samples, we saw glaring red flags. In the 
end, we hired neither candidate, and went back to the 
recruiting process again smarter. We dodged the bullet. 
We could have made a huge mistake that would have 
cost our company a lot of money, time and resources. 
How do you backup and re-do a hire like that? You 
don’t. It just fails and you feel stuck and, well, your entire 
organization feels the drain and drag. 

We found an immensely qualified VP in the next 
round. Not only with aptitude, attitude and potential, 
but entrepreneurial at the core, and a foodie to boot!

Your company doesn’t settle on sub-par materials or 
deliver mediocre services. You don’t promise customers 
just an OK experience. So why should your hiring mentality 
be accepting of “what’s out there” because you’ll take what 
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you can get? How does that recruiting attitude help your 
company realize growth potential? It doesn’t. 

Owners must take an approach where they connect 
with candidates and peel away the layers to find out what 
they’re getting before you buy in. Isn’t that the way you’d vet 
any vendor? 

Enrich the Recruiting Process: The ROI 
Why is recruiting the most important job you have 

as the leader of your company? Well for one, the cost of 
doing it poorly could put you out of business. The total 
cost of recruiting the wrong employee including hiring, 
total compensation, severance pay, time, resources, morale, 
reputation, customers, confidence and other factors like 
legal fees, can total up to $840,000 for a mid-level manager 
who works for 2.5 year and then is terminated and replaced 
(J. Sundberg, The Undercover Recruiter). 

Dun and Bradstreet says it costs as much as 150 percent 
of salary to replace a management position. Hiring the 
wrong person is costly, and then you’re starting from scratch. 
If the recruiting process is no different than last time, you can 
expect the same results. It’s the old, “If you always do what 
you’ve always done, you’ll always get what you’ve always 
got.” 

Now, consider the revenue you could have generated if 
you had hired the right person for the role. 

Strategic Talent Management provides more value, 
more return-on-investment for an owner’s recruiting 
dollars. Meanwhile, Recruiting is supported by a strong 
Training initiative, which we discuss in Strategic Talent 
Development beginning on page 87. When leaders can 
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Talent Insight:

The hiring committee is, in essence, scouting for 
top players. If the hiring committee feels like they 
are involved in something as exciting as the NFL 
draft, or are judges on American Idol, then you’re 
on to something. But if they feel it is perfunctory, 

or worse a waste of time, then you’re leaving 
money on the table.

show candidates that they have a learning organization that 
creates opportunities for successful employees to grow and 
move beyond their positions into new roles—a ladder that 
employees can climb because of your company’s training 
initiatives—an organization will attract premium candidates.


