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By Victoria L. Rayner

High-stakes Hiring

Everyone knows that the most crucial challenge

in skin care is staffing.

Business owners and managers need to consider
the enormous impact that hiring decisions

have on the iong—term financial success ofa
commercial operation today, tomorrow and in
years to come. Ask anyone who owns or operates
an esthetic faciiity, and they will cell you that

itis not casy to recruit the best peopie in chis

profession.

Finding a pearl
Most individuals charged with recruiting

believe thatitis extremeiy difficult to pinpoint
instantiy who the top job candidates are froma
seaof seif—prociaimed “A-list” talent, all of whom
profess to be the best fic for the job. Due to the
far—reaching effects oi'—corporate downsizing,

massive iayoffs and the current economic

environment, a new pooi of intelligent

high—wage earners is available to

www.SkinInc.com

consider. However, aithough a candidate may
interview well, cthe person may have very limited
expertise, further complicating the hiring issuc.

Cieariy, no one in business these days can
afford to hire unquaiiﬁed professionais who
become unproductive and unproﬁtabie. New
hires also have both an internal influence on
pre-existing staff and an external influence on
clients. The abiiity to identify candidates who
communicate well and work coiiaborativeiy with
others in the business enterprise isan important,
non-negotiable skill for recruiters engaged in
hiring only the bestand the brightest.

When sifting through atowering stack of
appiications, follow seven breai{through rules for
high—stakes hiring to choose the best fic for the

position, your team and your spa.

Create the best ﬁt. Undeniabiy, great
peopie are the backbone of any esthetic
operation that bases its business transactions
on extremeiy intimate one-on-one contact with
the pubiic. Sometimes it’s necessary to pass ona
seemingiy exceptionai candidate with extensive
knowiedge and skills because the individual
doesn't fitin with your existing team. Fighting
among co-workers is nonproductive and
nonproﬁtabie, and when empioyees do not get
aiong, it costs owners clients and even valuable
team members. Thus, before making any
hiring decision, aiiowyour empioyees
to spend some time with the final

candidates who are up for
consideration. Encourage
them to ask their own
questions and report back
toyou with their thoughts

and concerns.
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the Working INnterview
strategy to evaluate an applicant’s
knowledge instead of Conducting

the traditional in-office interview.

Avoid being mystified. Take care not to fall into the trap set by
charismatic job seckers. Its casy to establish a rapport witha plcasant and
friend ly candidate who is interesting and convcrsationally stimulating.
However, a plcasing pcrsonality may not get the job done. An interviewer
casily canbe swaycd by an applicant and ncglcct to take into account how
well suited the person rcally is for the position. [ralsois casy to favor an
individual who appears to like and admire us. Most poor hiring choices
can be avoided if recruiters understand some of the complcxitics involved
in the liiring process, including the most common problcms: poor
planning, inadcquatc hiring criteria and hastiness to fill job opcnings
with likable candidates. Always look bcyond your initial contactwith a
candidate, and be aware that first impressions can be mislcading and even

may mask possiblc prol:cssional shortcomings.

Test a candidate’s skills. Utilize the working interview strategy to
evaluate an applicant’s knowlcdgc instead of conducting the traditional
in-office interview. Give the person a tour of the facility to getan idea of
how the skin care operation runs. Then wander into a treatment room
and ask the job candidate to demonstrate some aspect of the service or
to operate a certain piece ofcquipmcnt that would be utilized on the job.
Orther candidates interviewing for positions in management or in retail
should be asked to engageina rolc—playing exercise to give the interviewer
asense of how thcy close asale or display merchandise. Arrangc avariety
of mock activities in order to truly assess talent and skill. Make certain
that the actions rcqucstcd of the applicant represent functions that, if
hired, actually would be pcrformcd on the job.

Identify superstar talent. When lool(ing for new team
members, be on the lookout for applicants with remarkable potcntial.
These profcssionals often are more self-assured, learn quicl(ly, possess
good listcning skills and are stimulated by new challcngcs. Thcy also

are suited to jobs that extend cheir lcai‘ning curve and increase their



carning potcntial, and thcy are famous for
working long hours and sccking commission
in licu of conventional salaries. Don't discount
these candidates out of fear that thcy may be
recruited by the competition. To determine if
acandidate isa high pcrformcr, use appraisal
methods o assess the person’s full potential
with questions that elicit responses that reveal
behaviors, attitudes and tendencies toward
collaboration and policy compliancc. Fora
less-skilled candidate who is highly motivated,
you may choose to overlook inexperience in favor
of an ambitious nature and an overall prospect
ofbccoming highly successful. Additional
attention and mentoring can encourage
pcrformancc dcvclopmcnt.]ust be certain

to protect your facility by implcmcnting a
probationary pcriod, should you choose to hire
sucha person.

Plan compensation carefully. Betore
bcginning the hiring process, itis important to
dcsign acompensation packagc that works for

all partics. Ifthcjob is based on commission,

balance the cxpcctcd income with the base salary.
Adda percentage for the first three months to
make your offer ﬁnancially feasible. For examplc,
an additional 20% of the carned commissions

can be included for the first month, followed by
15% the second month and 10% the third month
to ﬁnancially assist the new cmploycc. Once the
person is worl(ing full time, che cmployer no

lOI’lgCl‘ nccds to COI’ltI'lbUIC.

the

hiring process, 1t i1s important to dcsign

d compensation packagc that WOrl(S

for all parties.

Establish contractual agreements. It
isimportant to create a contract for any new
team member in order to protect the spaagainst
the possibility of the person lcaving to work for
your competitor. lnvcsting in the training and
advancement of any new hired profcssional
is always somewhat of a gamblc. A contract
providcs all parties witha lcgal record of the
Cmployment details discussed, in addicion
to what was agrced upon verbally. Youalso
may want to include a noncompete and/or
conﬁdentiality clause for certain job positions
thatare privy to confidential information, such
as management team members. If applicablc,
the contract should stipulatc the terms of the
candidate’s probationary pcriod and any other

rclevant Cmploymcnt factors.

Conduct orientation and training.
When intcgrating your new crnploycc into
your facility, issue a copy ofyour policy

rnanual and any hands—on pI'OCCdLl[CS to
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promotes confidence
in a new hire and will

Scrvecasa I‘CCOI’d

that the person was
trained appropriately

for the position.

review prior to the start
date in order to preventany
misundcrstandings. Insist on
testing the CIﬂplOYCC)S skills
progress. An examination
promotes confidence in the
new hire and will serve as a
record that the person was
trained appropriately for the
position. Should the need ever
arise to defend your training
methods, a copy of the test can
be produccd on your behalf.
Also, when training, avoid
testing the new hire with any
“trial«byfirc” tasks that create

UHdLlC stress.

Hiring success
Following these rules can
increase the success of the
hiring process and minimize
your chances of hiring an
applicant who is not right for
the job‘ Italso may climinate
any misundcrstandings or

assumptions thWCCH yoursclf

’dl’ld ancew CITIPIOYCC. )
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