- [Announcer] - This is the Craig Groeschel Leadership Podcast

- Hey I'm honored you joined us again for another episode of the Craig Groeschel Leadership
Podcast. We are crazy passionate about investing in leaders because when the leader get
better, everyone gets better. If you are new with us we'll do this one time every single month.
We'll release a brand new podcast on the first Thursday of each month. And | wanted to say
thank you so much to those of you that are sharing it on social media. | really appreciate you
helping get the word out and also thank you for those of you who would rate or review this on
iTunes it actually makes a really big difference when you do it. And so | just wanted to say thank
you. | do love hearing from you. You can email me anytime. Ask questions, make suggestions of
topics you want to hear about. You can email me at leadership@life.church And the notes are
available as well. If you want to just let us know you want the notes we'll email those to you
before each podcast releases and you can follow along that way. Here's what were gonna do.
Each time | like to answer a couple of questions that you all send in. Then we're gonna get to
the heart of our teaching and were gonna talk about something very important about hiring and
recruiting. How do you identify and bring on the best people in your organization. We're gonna
talk about part one today. And then next month we're gonna talk about part two. Then at the
end of the time I'm going to review just to help drive the teaching and then give you a couple of
assignments that will be really important to prepare you for the topic in teaching next month.
So let's dive into questions. We're gonna start off with one from Casey and | thought this was a
good guestion. Casey asked this. Casey said | have a number of team members who essentially
need their hand held throughout a project. So how do | delegate to these staff members? So
you got some team members that really need a lot of supervision. How do you delegate to
them? So | see three possible options, Casey. Number one is perhaps you may need to be more
clear up front on exactly what's expected. If you're always having to hold their hands, it may be
cause they really don't understand exactly what's expected and so you might want to ask
yourself am | being crystal clear on the desired outcome. Second option might be this. You
might actually need more grace as your team members grow. In other words, for your team to
improve you might need to allow them to actually fail and this isn't easy, it's kind of like a parent
when your kid comes and says at nine o'clock at night can you help me on my homework for
tomorrow. You know you can and you may want to but actually the best thing to do is to let
your child face the consequences of not being prepared. And that may be the case. You may
need to allow your team members not to completely succeed one time so that they do improve
and get better over time so you may need to have a little grace as they're growing. Third option
Casey is this, you might actually need to upgrade your team. And | know that sounds harsh but
let's talk about it. If you've been clear on the expectations, if you've given them grace, if you've
given them every resource they need to be successful and yet they continue to miss the mark.
Then you might actually have the wrong people in those roles. I've said this before, but if over
and over and over again your people don't get it right then eventually your people are no longer
the problem at that point, you actually become the problem. So great question Casey. Let's deal
with Bryant. Bryant asked this, how do you give confidence to those who are still new on the
journey and kindly remind long haulers that they aren't always the smartest people in the room
with all the answers. So | think Bryant what you're saying is how do you empower new team
members at the same time get value from the veterans but not let them think they know it all.
And what we want to do, and this is really important, we want to just over and over again help
our team members understand that every player adds value. But not every player adds equal
value. A new team member has different value than a veteran. For example a veteran has the
gift of wisdom and there is no way, it doesn’'t matter how talented a player is. There's no
shortcut to achieving wisdom. So time in an organization tends to equal wisdom. On the other
hand, Andy Stanley says this. He says time in erodes awareness of. Time in an organization
tends to erode awareness of what's going on. In other words the longer you're in an
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organization, you tend to stop seeing the problems and just accept them. And that's where a
new team member can be so incredibly valuable. So you want to tell your new team members
man you are really, really valuable in the early days because you'll never be more objective then
you are now. In fact, | tell our new team members often that the first 90 days on the team is
when you're gonna be most objective before you start accepting things as they are. So what we
want to do is we want them to know every team member adds value. We're gonna learn from
the veterans wisdom. We're gonna learn from the rookies fresh perspective. And together,
everyone gets better. Alright let's dive into this weeks theme. And | want to talk to you about
hiring. How do you hire great people? What's crazy to me is this. | got a business major. | was a
business major in college. Then | received a masters of divinity. Basically a three hour masters
degree to help prepare me to be a pastor. And | didn't have one single class anywhere that
talked about hiring. And yet, the people in our organization represent the future. And the
possible strength. In fact one of the most important skills you can develop will be identifying,
empowering, and developing the right people. Let me say it again. One of the most important
skills you can develop will be identifying, empowering and developing the right people. In fact a
key thought is this. The potential of your organization rests on the strength of it's people. The
potential of your organization rests on the strength of it's people. In fact in the book Creativity
Ink, a book that | really enjoyed. The author asked the question, and they would pose this
question to big groups and ask, would you rather have the best product or great people? Would
you rather have the best idea or great people? And what's interesting is the crowds were
generally split. Well if we had the best product, you know half the people said we want that.
And the answer is crystal clear. You always, always, always, always want the best people. If you
have the best people, the best people will come up with the best product. The best people will
have the best ideas. The potential of your organization rests on the strength of it's people. If you
don’t have the best people, you're always going to be limited. | love Jim Collins quote. Jim
Collins says this, people are not just your most important asset, the right people are your most
important asset. Give you a little bit of example. In our church, actually meets in 26 different
locations. As of right now. In 8 different states. And so whenever someone comes in and visits
and says alright so what's the key to doing church in multiple sites. Here's what they almost
always ask. They ask well is it the location? You know, the buildings. Is it technology. Is it the
pastoral care, they way you take care of people. Is it the systems. And | tell them all the time.
The key is the right people. The key is the right people. Why? The right people find the right
locations. The right people bring the right systems. The right people care for people. It's always
about the right people. Zig Ziglar says this, he says you don’t build a business, you build people.
Then people build the business. You don't build a business, you build people. Then people build
the business. Now some of you are gonna say or think in your organization perhaps you're a
start up. You're just getting going or your not a big organization. You might think well we can't
get the best people. We can't pay enough, we don’'t have the benefits or whatever. This is really
important. You don't need a large and successful organization to attract great people. You need
a vision worth following. Let me say it again, embrace it and believe it. You don't need a large
and successful organization to attract great people. You need a vision worth following.
Principles of hiring, we're gonna talk about four. Let's talk about two this month and two next
month. How do we hire and onboard the best people? Number one, begin with the end in mind.
Begin with the end in mind. This may sound obvious but so many people over look this. What do
you want the person to do and oversee? Not just want | want you do to, but | want you to
oversee. And what are the outcomes that | want from you in this role. So we're gonna write a
job description and we're not just gonna put duties, but we're gonna put oversight and desired
outcome. Not just what you do but what do you oversee and what are the desired outcomes.
What does this do? This helps us become crystal clear on the type of person that we want. You
may write this down. A general idea of what you want, doesn't help you fill a specific role. A
generally idea of what you want doesn't help you fill a specific role. The clearer you are on what
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you want, the easier it is to spot it when you see it. So in your organization, you're gonna want
to use some different type of personality identifier. At our organization, we use Myers Briggs.
And some of you will be aware of that some of you won't. | recently added an assistant to my
team and since I'm a crazy thinker. And on Myers Briggs you can contrast thinking versus
feeling. I'm a ten thinker, I'm a zero feeler. So for me, | need an assistant that's a feeler that
softens me, helps balance me. At the same time, there's the contrast between J and P, judging is
an organized person. P is more flexible, open ended. | have to have a J. So immediately | know |
need an F and J. | need a feeler and someone who's very organized. What that does is that
eliminates half the people before we even look to move to on. We're identifying specifically the
type of person that we want. So begin with the end in mind and also what | want to encourage
you to do is hire for the future not just for the present. Let me say it again. Hire for the future,
not just for the present. In other words if you're a church that has 120 people in your student
program but there's a lot of momentum. You want to ask yourself, can this leader be effective if
there's 250 students coming. We're not just filling the job that's necessary today, but we're
filling a role with a person that has the capacity to grow tomorrow. If you have a sales team and
you know you just have some people hitting the local market but you know it's gonna go
regional. Does this person have the capacity to go regional? Don't just hire for the present, hire
for the future. Let me take a brief moment and talk to church leaders because | know a lot of
you are church leaders. | would advise you whenever possible to hire from within your church
more than looking outside your church. | love to hire great business people who are faithful
spiritually from within the church membership and I'll tell you why. Because you can teach skills
but it's really hard to impart values. When you have people within your church that have the
same values, you can teach them to do certain things and it's a lot lower risk then bringing
someone in from the outside. Now there would be an exception to this and that is if you don't
like the culture of your church. If you don't like the culture, then you most likely won't want to
hire from the inside. You'll probably want to bring somebody in from the outside because you
want some external force to help you change the culture. The same would be true if any kind of
business. Whenever possible, | would recommend you hire and you promote from within.
Promote from within those who already understand the culture. It's so difficult to bring an
outsider in to a top level position. Promote from within as often as you can. Begin with the end
in mind. Here's a job description, not just what they're gonna do but what they're gonna oversee
and the outcomes that we desire. We know the personality type. When we're really clear on the
type of person that we want, it makes it easier to identify them when they see them. The second
point and I'm just gonna camp out here for awhile is this. Be ruthlessly selective. Be ruthlessly
selective. Begin with the end in mind and be ruthlessly selective. The best time to fire is before
you hire. The best time to fire someone is to not hire them at all. And I'm gonna tell you all day
long that no hire is better than a bad hire. No hire is always better than a bad hire. The cost of
hiring a bad team member is greater than the cost of missing a good one. In fact if you're
building an organization you have to embrace this, that wrong hires early make it more difficult
for great hires later. If you have the wrong people on your team early on then when you're
interviewing and trying to recruit great people later one, they're gonna look and say | don't
really want to be a part of this team. You have to get it right early. Wrong hires early make it so
much more difficult to get great hires later. Now some of you are gonna see someone who's
amazing and great and think well they're too expensive. If you think that someone is expensive
when you hire someone who's great wait until you hire someone who's bad. When you hire a
weak player, a divisive player, a troubled player you don’t know expensive until you make a bad
hire. At our organization we've been told that we have one of the most rigorous hiring programs
around. In fact, some people call it like borderline hazing. And we're actually a little bit proud of
that. Because we believe in what we're doing. And we want to do everything we can to be
ruthlessly selective. In fact when we talk about beginning with the end in mind and being
selective | want to quote several leaders that | respect and | want you to notice how specific
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they are on the types of people that they want in their organization. I'm gonna quote Bill Hybels,
Warren Buffet, Patrick Lencioni, and Brad Lomenick. And listen to what they're looking for. Bill
Hybel says in courageous leadership he says hire for character, competency, and chemistry.
Character what do they stand for? Competency do they have the skills and the tools to get the
job done? Chemistry do | like this person? And let me tell you, chemistry. Do not ever under
estimate the value of chemistry. You may have someone who, yes they've got great character.
Yes they've got amazing skills. But if you don't like them, and you have to work with them. Don't
make the hire. Chemistry matters. Character, competency and chemistry. Warren Buffet says
this, when hiring look for integrity, intelligence and energy. Without the first one, he says the
other two will kill you. Without integrity, intelligence and energy will kill you. Patrick Lencioni in
the book "The Ideal Team Player"”. He says | want people who are hungry, humble and smart.
And by smart he doesn’t just mean intellectually smart he means relationally smart. Hungry,
humble and smart. Brad Lomenick in H3 Leadership says | want people who are humble, hungry
and those who have hustle. You come up with your own standards. Begin with the end in mind,
say this is what we need and be ruthlessly selective. There's two times you never ever want to
settle in life. Do not settle when marrying someone and do not settle when hiring someone. Be
ruthlessly selective. A rule, and this is really important, never hire out of desperation. Please
listen to me, I'm begging you. I've made this mistake so many times. Don't hire when you're
desperate. You'll learn it the hard way if you don't listen to me. What's gonna happen is at some
point you're gonna need help, you're gonna be exhausted you're gonna feel like you can’'t make
it another day. At that point you're incredibly vulnerable to making a bad hire. One of my first
hires, | was interviewing a person and he was like well | don't really like people. My wife said |
don't have a good feeling. I'm like well I'm desperate and | hired this person. And it took literally
a long time to undo this mistake. Never ever hire out of desperation. Here's a note, and put this
in the front of your mind. Be really careful anytime you're trying to talk yourself into hiring
someone. Anytime you're trying to talk yourself into it, you need to ask why in the world am |
trying to talk yourself into it. It's not that you won't, you know, you'll never be 100 percent sure
because there's always a risk. But if you're trying to say here's why. Yeah it may be because you
know this and it might work and if this and if you're trying to talk yourself into it | would try to
talk you out of it. You want to go into it when you have strong confidence you're bringing in the
right people. If you see something that concerns you, dig in. Any small red flag in the interview
process is worth diving into it. Dig in deeper, dig in deeper, dig in deeper. If the right person
isn't there, it's not time. Don't make a bad hire if the right person isn't there it is not time. You
could have the best product, the best vision, the best strategy but without the best people.
You're going to be limited. Let's review all the way through. Big review. You don't build a
business you build people then the people build the business. Zig Ziglar, how do we do it? Begin
with the end in mind. Be clear on the type of person you want. A general idea doesn't help you
fulfill a specific role. The clearer you are on what you want, the easier it will be to spot it when
you see it. Begin with the end in mind. Hire for the future, not just the present. Number two be
ruthlessly selective. The best time to fire is before you hire. No hire is better than a bad hire. The
cost of hiring a bad team member is greater than the cost of missing a good one. Wrong hires
early make it more difficult for great hires later. If you think for a moment that it's expensive to
hire someone great, wait until you hire someone bad. Why are we going to be so rigorous?
Because we believe in the mission of what we're doing and we will not settle for anything less
than the best people. We select, identify, develop and empower and set people free to do what
people do. They lead towards the desired result. We never ever hire out of desperation. If the
right person isn't there, it is not time. This is the foundation. In the next episode, we're gonna get
really really practical on the how's of hiring. To be ready for it, | want to ask you to do two
things that are really important. Number one, I'm gonna ask if you haven't already done this to
define your core values. What do you stand for in your organization because what you value
determines what you do. What you value determines how your team behaves. Values create
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culture. And before you add to your team, you want to be clear one what you value. If you want
a little bit of extra coaching on this you can go to episodes five and six where | talk about
creating a value driven culture. In episodes five and six there's some teaching there. Number
one define your core values. Number two, list your top behavioral values. Not just core values,
but behavioral values. This isn't what we believe, but this how we behave. How do you identify
your top behavioral values? Well | would encourage you to look at your top five performers. Or
your top five volunteers. Or the people that you really say hey this is, these people perform in
the way that we want to perform. Look at them and ask yourself what qualities do they have in
common? And you might write down they're driven, or they're creative or they're fun or they're
passionate or they're flexible or they're focused or whatever. And you'll want to come up with
four or five, six, seven, eight values that are consistent in how people behave. If you have those
two things ready for our next episode that will really make it even more valuable next month.
Core values and behavioral values. | can't wait to share next episode with you it is really
practical, | think it will make a difference. Thank you again for rating or reviewing these
episodes. Thank you for sharing on social media and thank you for investing 20 or 25 minutes
with me a month. | promise to value your time. And try to bring content that's helpful because
when the leader gets better, everybody gets better. Remember be yourself as a leader, bring
your game. People would rather follow a leader who's always real then one who's always right.

- Thanks for joining us at the Craig Groeschel Leadership Podcast. For access to show notes or
resources, just go to www.life.church/leadershippodcast And if you enjoyed the episode, please
show your support by subscribing and rating the podcast on iTunes. As many of you know,
Craig is the pastor of Life.Church, a multi site church meeting across the United States and
across the world at Church Online. We would love it if you and your family would join us for
Easter starting April 14th. You can go do www.life.church/easter for locations and times. Until
next time, thanks for joining us at the Craig Groeschel Leadership Podcast.
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