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A Case Study on Hiring and OnBoarding

Let me set the scene.  I’m working with a terrific team of people that has a very dynamic business.  The team is only 10 in number right now, but with all the growth projected over the next year the team will double or triple in size.  One of the team members is the Lead Link for a project, “Hiring and OnBoarding.”  Her project is to set up a process for hiring and onboarding all those new people.
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My intention as the outside consulting to this project is to help the Lead Link to use the Four-Quadrant Model from Integral Theory to work on her project.

So here is the Four-Quadrant Model again, and a link to the most recent work being done by Linda Berens.  You will remember, she is the co-author of the book on the MBTI – 16 Personality Types.  The link is below.  Linda is using Ken Wilber’s Four-Quadrants just as I am, to coach people to take all four perspectives. “Her current passions include applying all she has learned to behavior change technologies and integrating Integral Theory and developmental models into the mix of helping individuals to be more agile.”  Oh… look at that word.  “Agile.”  This is the same stuff that Leadership Agility is after.  Remember, I gave you all a handout on that, too.  Here is the link:
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http://www.integraltype.com/integral-map
I’m also using the Action<>Reflection<>Inquiry model.  There are some actions in the Hiring and OnBoarding process that should be taken, and then some Reflection and Inquiry to follow in that never-ending loop.

I’m actually sending this doc to one of the wonderful people I work with at this terrific company.  So this is pretty real.

HIRING 

UL – WHY I DO

UR – WHAT I DO

LL – WHY WE DO

LR – WHAT WE DO

UPPER LEFT – WHY I DO

· We should develop some ways to assess candidates to find out what their passions are.  What really excites them and energizes them?

· We could use some assessment tools like the Strengthsfinder and the Myers-Briggs to understand someone’s strengths and temperament.

· We could engage candidates in conversations about their life-story, their history, and the high points, and low points, to learn about them and their journey.  Where is their energy?

· Based on their strengths we could mutually explore those times when they really played to their strengths and what they were doing in life or at work.

· Same with temperament.  We could read through the one-page description from Linda Berens’ book and ask for stories and amplifications.

· We are doing this because we want to understand the candidates motivation, drive, passion, desires, interests… the direction of their life.

UR – WHAT I DO

· History.  There has to be experience to go with this perspective.  What have you done?  I’d want to review their resume, remember that most people fudge it.  I’m looking for living and learning, for Action<>Reflection<>Inquiry that has led to growth.

· Let’s have a terrific set of questions that help to identify the tasks done, the reasons why, the benefits gained, etc.

· Does this person have a history of doing what we want him or her to do in the present or future?  

· What does the candidate want to do in the future?  Next week, month, year, 3 to 5 years… longer?

· What training and education have they had that has helped them to do what they do?

· Does the candidate have a history of being a leader?

· All the while I’m wondering if there is alignment between the WHY and the WHAT or their already lived life???

LL – WHY WE DO

· We talk about our WHY all the time as a business.  It is on our website, in our conversations, on the wall, but alas, not everyone gets it.

· We have to articulate our purpose, our passion, our WHY and measure if the candidate “gets it” with as much energy as we do.

· Has the candidate worked in other environments with a similar WHY?

· Let’s get others from the team to use their intuition about where they candidate gets our WHY.

· Maybe we could come up with a cool exercise, as has been suggested, of having the candidate research and write about our WHY.  They have to get it.  Just have to.

· We could talk about values – we have some that we are identifying and we could and should work harder at this now so that we can share our values with future candidates.  We are NOT this, and we ARE DEFINITELY this.  Let’s be honest here.

LR – WHAT WE DO

· We are an interesting group of specialists, of subject matter experts.  Each of us has our niche, our area where we are the go-to SME, and that means we are the Lead Link on a bunch of projects.

· We each lead at times, and we each serve and support at times.  Can you do both?

· There is a particular role the candidate is being asked to fill, to grow into, to be the SME for, to be the Lead Link around.  

· So, is the candidate a SME?

· Is the candidate willing and able to be a Lead Link for his or her projects?

· Do we have a process, step-by-step, for interviewing this and all candidates?

· Action<>Reflection<>Inquiry.  Will we continuously improve the hiring process?  You bet.

ONBOARDING
UL – WHY I DO

1. Stories.  It would be good to have a variety of people share their stories about why their WHY so that the NH, new hire, can connect up with each member of the team one-on-one. 

2. OnBoarding seems to be a months long project, so let’s re-connect with the NH over and over again, looking for alignment between the NH’s soul and the soul of the organization.  Let’s not forget to do this.
UR – WHAT I DO

1. Each person on the team is an SME, and a Lead Link on some projects.  Each could share that with the NH.

2. There should be a defined process of orienting the NH to the specific role he or she is to fulfill.  Do whatever has to be done to give the NH the tools and training to do the job well.

3. Orient the NH to the meetings we have – Operational and Governance – In the business and On the business.  Ore on this below.

4. If “I” am the Lead Link on the OnBoarding process – Monitor this whole process faithfully and daily/weekly.
LL – WHY WE DO

1. The Tribal Leader needs to share the story of the WHY that we all share – our Shared Purpose and the Core Values that drive us and keep us in line.

2. It would be wonderful if we could have others share that story, too.  Others with whom the NH is going to work directly, or indirectly.

3. Watch the Simon Sinek video again.

LR – WHAT WE DO

1. Orientation to the processes and procedures of the company.  Stuff like the handbook, protocols, templates, jargon, rituals, etc.  This list should be formalized.  It is like an HR functions that we will do ourselves.

2. Orient the NH to the meetings we have – Operational and Governance – In the business and On the business but from a WE perspective.  This is what WE do as distinct from the NH’s role and function on the team.

3. Take the NH out around the business and let them see and experience different locations and the work that each member of the team does.  First hand stuff.

4. We should stop at 30, 60, and 90 days and do an Action<>Reflection<>Inquiry debrief of the whole OnBoarding process so that we can learn and adapt and tweak as we learn.

Reflection right now – I need to talk this through with the folks at the company that is the topic of this Case Study.  Let’s make sure we have a good process that includes all Four-Quadrants.

That’s it for now!
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