
The challenge with applying traditional interviews when taking on new people is that they do not 

give guidance as to the desire for the position or how hard a person will work. You cannot rely on 

just CV’s (curriculum vitae).

Put simply  you want to know that the 

person you are hiring wants the job you 

are offering and has the work ethic to do 

what is required. They may not understand 

what the job entails but that can be trained 

into the right person.  

When a business is building it needs to ensure that every  member of the team is bringing something 

of value and strengths that are complimentary to you and the rest of your team. Character and 

disposition are not discovered in career resumes or in constricting application forms. Questions on 

competency and experience will not ascertain whether someone shares your vision. 

References, and particularly whom people know with 

their Network, are important, of course. But  checking 

out references will not ensure loyalty, compatibility  or 

optimism. The only  science in selecting people should 

be chemistry. This is true of any relationship but in an 

entrepreneurial small business it is important that 

everyone is willingly working, risking, creating, 

implementing, driving and  following through together. 
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You have to like the people you are going to work with. People may be better for getting to know, 

but not always. Entrepreneurial leaders should recruit people that  have a chemistry that matches 

their own.

Identifying and Fostering

I earlier made the point that in identifying the right people there are three categories they  fall into. 

People either work against you, for you or with you. For the sake of clarity: if people are working 

against you there is only one option and that is getting rid of them. 

There have been numerous times when clients have rationalised not to get rid of colleagues only to 

have to in the end when the pain became too great and usually  after the company  had greatly 

suffered. Irrespective of the situation, you know when another is working against your interests and 

I am not talking about politicking or credit-seeking. When an initiative, for example, is derailed 

because of a hidden agenda there is a difference between constructive criticism and guerrilla tactics. 

‘Work againsts’ must go.

‘Work fors’ accept what they have to do but will 

not consider alerting you to any difficulties and 

certainly not when they are unhappy. They  will let 

everyone else know and always have an available 

ear for others who are also unhappy. Theirs is a 

form of loyalty but often they are unsure as for 

what or for whom but  they still have a functional 

role within your business. 

Most of the time they  don’t say  anything about problems because they don’t like to get involved; 

they just want to do the job they receive money in return for doing.

‘Work withs’ do what they’re supposed to do because they  want to and because they understand 

why it is important. Understanding what your business is about, and out to achieve, they feel 

responsible for working towards it. New people starting to work at growing businesses must be 

‘work-withs.’ They will share their thoughts and ideas and handle yours effectively. 
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Treating work-fors like work-withs can overwhelm them. Conversely, you will offend work-withs 

by treating them like work-fors. Both are valuable but you need to identify  and foster the work-

withs because they will develop entrepreneurial attributes under your leadership. 

When identifying the right people it is important to develop a clear mental model of the successful 

candidate. Know exactly  the sort of person you are looking for. Too many people rely on the 

relationship  myth that  you will know them when you meet them. The fact is that you will recognise 

them because you know what you are looking for. 

Too often when you ask another person what they want in a relationship they 

will be quick to tell you what they don’t want. Similarly, you ask another 

what they  are looking for in a job and they  will be adamant about what they 

don’t want. What good is that? Be absolutely  sure of the people you are 

looking for and then you will be quick and adamant that they are the right 

ones.

There are ten characteristics to identify in fostering the right people. You may not find them all 

but you should expect more than less, otherwise keep looking.

1. Chemistry:   You will enjoy working with that person

2. Optimism:   They will lift the spirit of your business

3. Dedication:   They will help towards achieving your mission

4. Enthusiasm:   That will grow into a passion for what they do

5. Compatibility:  That will ensure harmony and team strength

6. Character:   A fearlessness to do what ever it takes 

7. Loyalty:   To work alongside you through thick and thin

8. Humorous:  The ability to keep things in perspective

9. Industrious:  An abundance of physical and mental energy

10. Desire:   Their energy is fuelled from their commitment

Remember not to rely  on career resumes but ask more personal questions that  assist in getting to 

know the real person. Such questions will help you to rely more on your intuition than on your 
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logic. Remember to be more subjective than objective in your selection. Ultimately you are looking 

to work with the right people. Anyone can develop the right skills and experience when given the 

right support. But they must start out with the right traits. Ask any questions that you consider 

appropriate. 

The 10 questions I use are below, my favorite being no 4: 

What movie part would you most like to play. I once took 

on a Personal Assistant that had answered Scarlet  O’Hara 

from the Legendary Movie Gone With The Wind. Within 

90 days I had to let her go. And indeed her favourite 

expression during those 90 days when asked to do a 

particular task was: I’ll think about that tomorrow - just 

like the movie!

1. If you were financially independent what would you do?

2. What do you hope to be doing in five years from now?

3. What is the biggest risk you have ever taken?

4. What movie part would you most like to play?

5. What was the last/best book you read?

6. What TV shows do you like to watch?

7. What is your favourite recreation?

8. What music do you like?

9. What five words do others use when describing you?

10. Why do you want to work here?

The first 90 days

Take your new people on for a trial period of 90 days. This time allows both parties to confirm that 

they  are right for the position. But you do not just  let the time pass – this is the time that it  is 

incumbent upon you to train the new person. And with new people being trained there is a rule: 

there are no bad students, there are only  bad teachers. At the hiring stage you will have explained 

fully the purpose of the position you are offering. 
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During the first week you must explain the functional responsibilities of 

the role as you see it  yourself. Define the expectations and discuss with 

them how you expect the person to achieve them. Ask for their 

feedback and ideas as to how they see it. This will clarify to you that 

they  do understand what you want and provide the opportunity for them 

to come up with suggestions themselves. 

Develop  between you a 90 day strategy for fulfilling the role to the full satisfaction expected: What 

needs to be done; what  training level is required; what initiatives are to be taken; and what level of 

decisions are to be taken. 

In this way the 90-days changes from being just a trial period to a learning and development 

opportunity for both employer and employee. This investment is important because even if it  does 

not work out as expected it has the benefit of confirming to you as the employer where you went 

wrong. Because if it does not work out as hoped for or expected it is your fault – you were the 

person that hired them in the first place. Should it work out as expected then you will have trained a 

person that  will be able to duplicate what you have done for them, as you continue to expand and 

take on more people. At  the end of the 90-day training review the purpose, expectations and 

strategy and refine it for the now fully engaged employee. Doing this process will save you 

immense pain and frustration. It  is an investment in the third most important asset in your business, 

with your customer being the first and you being the second.

Too many new employees are unclear about their functional position and responsibilities, both at 

the commencement and implementation. The termination of a position is because the role had not 

been fulfilled as expected. Most  work relationships fail because of misunderstandings and lack of 

communicating. Indeed, most job insecurity is related to lack of role clarification.

Clearly, it is important that people understand what it is they have to do and what is expected of 

them. Performing a role on the basis of ‘let’s see how it goes’ is not a good way to start. 

This is the route of false promises, misguided expectations or misunderstandings. 
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Developing a functional brief of duties does not mean replacing flexibility with rigidity. That is just 

an excuse for not having one, because such a detailed brief should include primary, secondary  and 

additional expectations. In addition to people’s specific roles, there should always be the 

expectation to help with all general work and whatever is required in an emergency. 

Every person connected with a business either increases or decreases profitability. Some 

people may have no visible effect on profits, but no effect actually  translates into a loss because 

business is about making profit, not treading water. Everyone must know what is expected of them. 

If you are seeking to recruit, develop and retain the right people then you have to treat them right; 

and start as you mean for them to continue. 

Most families know their roles because of high communication. It is, of course, relatively easy to 

maintain a family-like atmosphere when a company is small. As the number of personnel increases, 

however, a business tends toward bureaucratization and human relations grow formalised. The key 

to overcome this is interpersonal relations based on defining roles that people perform with mutual 

trust and respect. 

The entrepreneurial leadership of Sam Raynor has turned a family  business, Lakeland, into the 

UK’s most popular shop outranking Marks & Spencer and John Lewis (Which Magazine Survey). 

Working with his two brothers, Martin and Julian, Sam 

has guided the company to an annual turnover of £135M 

and open 47 stores, in addition to its core mail-order 

products, by  applying interpersonal relations based on 

mutual trust and respect and ensuring that every  member 

has detailed roles. 

Award-winners for customer service, Lakeland’s success is based on continuous in-house training to 

ensure clarification of what is expected. Despite their growth from local plastic bag supplier to 

national business with over 4,000 high quality practical products, the camaraderie reflects a warm 

family atmosphere. 
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A time-honoured approach in finding the right people  for the right role is to hire on attitude 

before aptitude. It  will always be possible to train people with the aptitude that is required but it  is a 

hard task to instil the right attitude. Someone with the right attitude is a pleasure to teach and how 

much he or she knows initially about the business is not important. 

Conversely, suppose a person knows your business better than you do, understands the industry 

exceptionally  well and comes to you with a resume that indicates that they are able to carry out 

exactly  want you want them to do, yet they are also adept at seeing negativity, unable to get on with 

anyone, and quick to complain about everything. Irrespective of credentials, they will very quickly 

adversely influence your fellow colleagues, customers, prospects, suppliers and whole network 

similar, to the proverbial bad apple that in time rots the whole barrel.   

Asking questions and listening to your employees you can learn to appreciate where the 

employee is coming from. The secret to good employer-employee communication – indeed any 

relationship  worth investing in – is making the person you are talking to feel valued. In the way you 

currently talk with your employees as yourself:

• Do you listen without interruption?

• Do you take on board what others say?

• Do you listen with full attention or ‘tune out?’

• Do you advocate proposals or create inquiries?

• Do you consider all ideas that arise from discussion?

Question to ask of your employees for example, are:

• Are you 100% clear on what your work involves?

• Are you able to articulate its essence in one sentence?

• Are you able to ascertain that others fully understand you?

• Are you able to answer any question relating to it?

• Are you able to sincerely enthuse about it?
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Whatever a new employee’s attitude, it will be communicated by as much as what they don’t say, as 

what they  do say, because communication is much more than just words. It follows that having the 

right attitude ensures the right communication. 

The right communication is essential for right teamwork. Imagine, for example, that an advance 

scout sent from a group of pioneers discovers a hostile encampment. If the scout resented being 

chosen, disliked the pioneer leader and most of the team, he may  just decide to bypass the camp and 

let the group following him fend for themselves. He may, of course, choose to hurry back to the 

group and warn them, but if the pioneering leader had no confidence in the scout why should he 

deploy  defensive action. If perhaps the leader believes the scout but is unable to organise his people 

in time to take appropriate action, then the group would be highly vulnerable to slaughter. Of 

course, should the scout’s report be immediately accepted by  the leader and acted on by the whole 

group an alternative route can be successfully  embarked upon. It is clearly obvious that for a team 

to work right it must work as a team. 

There are three main elements for a team to work right.

First, the whole team working together must be greater than the sum of the individual members. 

Each member must be chosen because of their strengths and diverse thinking that will compliment 

other members, and not because they are the best at what they do. A top  specialist who prefers to 

work alone will not make for a good team member. Such a person can be valuable in presenting 

ideas to a team that will lead to greater effectiveness but ‘loners’ within a team reduce both their 

own and the team’s effectiveness. 

Secondly, a common and shared purpose for the team’s existence must be unanimously and 

enthusiastically  bought into. Every team member understands that ‘Together Everyone Achieves 

More’ when working towards the same goal. It  is alarming how many teams have no clear idea of 

what their common goal is or indeed their intended function. 

Thirdly, continuous development with reward and recognition are essential for a motivated and 

effective team. Groups of people that  periodically meet to only  discuss what is on the agenda are 

not teams. Right teamwork involves hard work and commitment from every member. In this way, 

trust and mutual respect are simultaneously strengthened and mistakes are openly and readily 
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discussed because they are viewed as an opportunity to learn and grow. It  is not that  people are 

wrong; it is that teams are wrongly put together.

The best teams in sport have coaches consistently ensuring that the above three elements are 

adhered to. Most teams in business, however, are consistently run more as committees seemingly 

intent on not being able to act as a team. Questions to ask in building the right team are:

1. Are you a part of an effective team?

2. Does your team adhere to the 3 elements above?

3. Are you a good team member?

4. How would you describe your team’s spirit?

5. Does your team know why it exists?

6. Has your team got the right people?

7. Do the members know their roles?

8. Have all members got the right attitude?

9. Is the communication good, average or poor?

10. Does your team generate innovative ideas?

It is asking questions that makes the difference when taking people on. You are intent  on growing 

your business, therefore you need answers and the best way is to always ask questions. If you do 

not receive the answers that satisfy you then something is wrong and you have to address it. The 

worst headache an employer can have is having a difficult employee. 

The responsibility  for having the wrong employee 

whether in the wrong role with a bad attitude, an 

inability to communicate or be a team member is 

100% down to you. And you must always address 

the situation without delay. Do not leave it for 

another day – because the problem will not go 

away, it will get worse. Review your training and if 

that is found to be okay then fire the person. Accept 

that you have made a mistake and recruit another.
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