ASK SCORE

What will he or she do on a daily basis?

By John C. Kelly, PhD, SCORE Counselor

Egad, he smokes like a chimney! It was 1980, and I had just hired my first employee. I couldn’t believe I didn’t ask him if he smokes when I interviewed him. After one week, I had to ask him to leave. That was my first hiring, my first firing, and my first company policy, all in one week. From that point forward, I would have a non-smoking company. This little mistake cost me thousands of dollars and tens of hours of wasted time, but it taught me a valuable lesson. Before you advertise for a job or interview a candidate, have a clear idea of what you are looking for in an employee. This is important for any size company, but for a small business, the fallout from a hiring mistake can be devastating. At best, it is expense, time consuming, and disruptive.  Remember, your first employee represents fifty percent of your business. That person had better be good, so take the time to do it right.
Doing it right means beginning with a written job description. It should be written for the same reason that your business plan should be written. Writing forces you to think deeply about your situation and to organize your thoughts more precisely than you would with a simple verbal discussion. It should be written so that you can show it to the job candidate and avoid any confusion about what will be expected of him or her. It should be written so that you have a starting point for the interview process. I am not talking about a long bureaucratic document, but rather a short one or two page list of what your employee will do on a daily basis and what expectations you have of anyone who works for your company. A typical job description might contain the following sections:

· Job Title

· Expectations

· Description 

· Examples of Work

· Desired Qualifications

The Description section is a narrative explanation of the tasks and the responsibilities of the job. The Expectations section should include something about your corporate culture or the culture you are trying to establish, and your desires about personality, attitude, integrity, and morals. As your company grows in size, your expectations section might become a separate document so that it does not have to be repeated in each job description. For your first few employees it is just as easy to include it in every job description. This section can also include unique policies such as non-smoking. 
The Examples of Work lists very specifically the types of tasks that the employee will perform. Your goal is to eliminate any ambiguity of what the employee will be expected to do on a daily basis. Care should be taken not to over inflate or glamorize these tasks. You have a job to be done; make sure that your candidate is willing and able to do it. 
The final section, Desired Qualifications, is where you list the education, knowledge, experience, and skills you feel are needed to perform this job well. They will not be absolutes, but they will representative a profile of the ideal job candidate. 
Hiring new employees is very time consuming, and anything you can do to speed up the process is desirable. The well written job description will make it easier for you to rapidly eliminate candidates which do not meet your minimum requirements. Perhaps most importantly, a well written job description will be the starting point for preparing a thorough evaluation interview, and avoiding employees who do not fit your corporate culture.
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