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In review, Zedeck et al. defined employee selection as job analysis tasks, followed by a 

series of recruiting efforts and interview sessions (Zedeck, Tziner et al. 1983).  The culminating 

event ends in a hire or no-hire decision.  Given that some firms engage in other human resource 

related activities that fall outside of Zedeck et al.’s definition of employee selection, a broader 

view of employee selection should be taken.  Firms also engage in recruiting, performance 

management, and aligning company strategy to individual performance, sometimes called 

performance management.   

The entire spectrum of HR best practices in recruiting, job evaluation, interviewing, 

onboarding, and post-hire performance management can be better defined as an HR bundle 

(MacDuffie 1995).  The bundle concept was introduce in MacDuffie’s work on HR best 

practices in which he showed that HR bundles are interrelated to HR best practices that work 

together to create value for the firm by improving firm performance (MacDuffie 1995).   

MacDuffie provided justification for this bundle paradigm by citing previous works 

which showed that focusing on and measuring an individual HR tactic (i.e., hiring success rate) 

may produce misleading results when linking those observations to firm performance 

(Ichniowski, Shaw et al. 1993).  In other words, there can be a generalizability problem when 

trying to isolate the impact of a singular HR best practice, like interviewing method, to a macro 

measurement relating firm performance. 

Human resource bundles: What do we know about them?  

MacDuffie defined a human resource bundle as an isolated set of HR practices that 

cluster into work system or HR policies (1995).  He argued that that human resource bundles can 

be a primary source of competitive advantage in a firm, and he reviewed the three conditions 

under which HR bundles can be linked to firm performance.  The conditions that must be met are 
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Table 6 

Average Performance and Implementation Tenure by Case Category 

Long tenured 

implementation 

(=>7 years Topgrading) 

Performers 

Mis-hire rate: 21% 

Tenure (years): 13 

Masters 

Mis-hire rate: 2% 

Tenure (years): 10.5 

Short tenured 

implementation 

(<7 years Topgrading) 

Risers 

Mis-hire rate: 20% 

Tenure (years): 5 

Aggressives 

Mis-hire rate: 9% 

Tenure (years): 3.5 

 Moderate Results 

(=>10% mis-hire rate) 

Exceptional Results 

(<10% mis-hire rate) 

 

These average break points of the matrix were chosen purposefully.  The mis-hire break 

point for firm categorization is linked to Smart’s Topgrading prescription of hiring success rate.  

Smart stated that firms can achieve a hiring success rate of 90% or better, which corresponds to a 

10% mis-hire rate or less, if the firm uses the Topgrading process (Smart 2012 d).  

Taking a horizontal view of the matrixed categorization scheme in Table 6, performers 

and masters are located across the top vertical layer.  They have been implementing Topgrading 

for seven years or more.  Examining the bottom horizontal layer, the reader will notice that risers 

and aggressives have been implementing Topgrading for less than seven years.  When analyzing 

the matrix using a vertical orientation, the reader will note that masters and aggressives achieved 

mis-hire rates of equal to or less than 10%.  Comparatively, performers and risers achieved a 

mis-hire rate above 10%.  A visual representation of these data is found in Figure 4. 
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  Not surprisingly, the highest performing firms (i.e., lowest mis-hire rate) are also some of 

the most experienced in Topgrading.  The two categories of firms that achieved a mis-hire rate of 

10% or below were the masters and the aggressives.  The masters achieved a combined mis-hire 

rate of 2.0% with an accompanying Topgrading experience of 10.5 years.  The Aggressives, 

which only have 3.5 years of average combined Topgrading experience, achieved an average 

mis-hire rate of 9.0%.  The two categories of firms who did not achieved the 10% or lower mis-

hire rate, those being performers and risers, had an average Topgrading tenure of five years and 

13 years, respectively.  The total mis-hire rate reduction by firm category is shown visually in 

Figure 5. 

 

 

 

62.0% 

80.0% 

73.5% 

63.5% 

21.0% 20.0% 

9.0% 

2.0% 

0.0 

2.0 

4.0 

6.0 

8.0 

10.0 

12.0 

14.0 

0.0% 

10.0% 

20.0% 

30.0% 

40.0% 

50.0% 

60.0% 

70.0% 

80.0% 

90.0% 

Performers Risers Aggressives Masters 

Y
ea

rs
  
o

f 
T

o
p

g
ra

d
in

g
  

E
x

p
er

ie
n

ce
 

M
is

-h
ir

e 
R

a
te

 (
%

) 

Mis-Hire Rate 

Before 

Topgrading 

Mis-Hire Rate 

After 

Topgrading 

Number Years 

Of Topgrading 

Figure 4. Pre and post-Topgrading mis-hire rates by category. 
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Analysis of Topgrading Hiring Success Rate: Ownership Type 

Firm size and ownership type are two additional perspectives that were used to analyze 

mis-hire rates.  Regarding firm size, three out of four case study firms were small businesses.  

All three small businesses were privately held.  All three large businesses were publicly owned.  

For the purposes of this study, small businesses are defined as having less than 250 employees.  

See Table 7. 
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Figure 5. Post-Topgrading percentage decrease of mis-hire rate by category. 









127 

 

 

 

Supervisory Authority: Fulfill Supervisory Duties (as outlined in Manager Responsibilities Manual)? No 
If yes, with regard to the following positions: However, serves as Matrix Manager for Business 
Coordinators, Assoc Business Managers and Business Managers working on assigned accounts. 
 
 
I have reviewed and understand the contents of this job scorecard.  I have been provided a copy of this 
document. 
        

Employee Signature     Date 
I have reviewed this job scorecard with and provided a copy to the Employee. 
     

Supervisor Signature    
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Appendix K 

Sample Topgrading Job Scorecard for Store Director 
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Appendix L 

Sample Topgrading Job Scorecard for Home Health Care Giver  

Accounta

bility 

 

Metric Standard Rating  

(A, B, C) 

Comments 

Administrative/Reliability/Punctuality 

 Starts shift +/- 8 min. from 

schedule 

100%   

 Uses call-in time clock 

    

100%   

 Follows handbook policies 100%   

Communication 

 Communicates any 

emergency or changes in 

client immediately 

100%   

 Returns messages within 60 

min.  

100%   

 Min. 4 hours’ notice for call-

offs 

100%   

 Communicates schedule 

changes in advance 

100%   

Customer Service 

 Service Continuation Cancellation of service 

other than for death, 

relocation, health 

change, financial, or end 

of assignment 

  

 Customer Complaints Receives no customer 

complaints 

  

Upholds Home Instead/North Shore Senior Care’s values 

 Competency ratings Average rating of 4, 

with no competencies 

rated “1” 

  

Availability 

 Able to work, sometimes on 

short notice 

75% “yes” when request 

was during stated 

availability 

  

Training 

 Training completed on time Initial training within 90 

days. Ongoing training 

within 1 month 
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Competency Rating System 

 

Rating Scale:  5-Excellent; 4-Very Good; 3-Good; 2-Only Fair; 1-Poor 

 

Green:  Easy to Improve; Red: Very Difficult to Improve; Yellow: In-Between 

 

 

 

Competencies Definition Rating Comments 

Compassion  Sympathetic to client needs 

 Focuses on the client 

 Truly cares about the client 

  

Rapport and 

Relationship Building 
 Sets the client at ease 

 Engages the client in 

conversation 

 Acts like a guest in the client’s 

home 

 Can “win clients over” 

  

Likeability  Warm and friendly 

 Able to relate to their clients 

 Makes the client feel as though 

the client is in charge 

  

Professionalism  Physically presentable 

 Does not involve client in 

personal affairs 

 Does not share personal 

information that may burden or 

stress the client 

 Does not share personal contact  

information with the client 

 Does not have contact with the 

client outside of work hours 

  

Adaptability/Flexibility  Adjusts behavior to client 

behavior mood 

 Able to change shifts at last 

minute 

 Allows client to live life the way 

the client wants to 

 Responds quickly and effectively 

in emergency situations 

  

Communication  Proactive communicator 

 Able to understand clients 

 Consistent message to client, 

office, and family 

 Asks questions when they don’t 
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understand or are unsure 

 Consistent communication with 

the office 

Integrity  Trustworthy 

 Refuses inappropriate gifts 

 Does not try to “get away” with 

things 

 Keeps promises to office 

personnel and clients 

  

Initiative  Perform necessary tasks without 

needing to be asked  

 Finds things to do that helps the 

client  

 Recognizes that they need to 

"earn their keep"  

 Actively does things that help 

the client's situation 

  

Patience/Stress 

Management 
 Interacts positively with 

coworkers (in the office)  

 Calm under pressure; does not 

show a temper with the client  

 Able to separate work and 

personal life  

 Ask for help when necessary in 

stressful situations 

 

  

Track Record (hiring)  Evidence that they can stay with 

a client  

 No significant career gaps  

 Good references/relationships 

with previous supervisors  

 Minimal call-offs 
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Appendix M 

Sample Topgrading Career History Form 
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Appendix N 

 Sample Reference Check Call Script and Form 

Reference Check Conducted by: 

Date: 

Name of Applicant: 

Home Phone: 

Office Phone: 

Individual Contacted (i.e. former boss of candidate): 

Company Name: 

 

General Principles 

 These in depth reference checks should be done by the Hiring Manager or one of the 

Tandem Topgrading interviewers. 

 Reference checks should be performed after the Topgrading Interview. 

 Contact every supervisor in at least the last ten years 

 Ask the candidate to arrange all reference calls. 

 Promise those contacted total confidentiality 

 Create a tone in which you are a trusted colleague, a fellow professional who knows 

(candidate’s name) very well, and that I might hire (candidate’s name), and I would be 

much more apt to manager (candidate’s name) much better if you would be kind enough 

to share some insights. 

 Keep record of these calls for at least 12 months. 

 

 

Script to use when you call: 

 

“Hello (name of former boss).  Thanks so much taking my call.  (candidate’s name listed you as 

a reference) and setup this reference calls with us.  As (candidate’s name indicated) we are 

considering hiring him/her and I would very much appreciate your comments on strengths, areas 

for improvement, career potentials, and how I might best manager him/her.  Anything you tell 

me will be held in the strictest confidence so you can feel safe that nothing will ever be repeated. 

 

Are you ready to chat for a few minutes?  (assuming concurrence) 

 

Great..thanks so much… 

 

(candidate’s name) and I have spent ______  hours together.  I have thoroughly reviewed his/her 

career history, and I was particularly interested in his/her sales record when he/she reported to 

you.  If you don’t mind, why don’t we start with a very general questions: 

 

What would you consider (candidate’s name) 
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Accountabilities 

Would you please clarify what (candidate’s name)’s responsibilities and accountabilities were in 

that position?  What was his/her actual performance in relation to those accountabilities? 

 

Overall Performance Rating 

On a scale of excellent, good, fair, or poor, how would you rate (candidate’s name) overall’s 

performance? 

 

Why? 

 

Reason for leaving? 

 

Would you rehire (candidate’s name)? 

 

Confirmation of Dates/Compensation 

Just to clean up a couple of details…. 

 

What were (candidate’s name) starting __________          and final   _____________  

employment dates? 
 

(Candidate’s name) has given me permission to ask about their compensation.  Might you tell me 

what  were (candidate’s name) starting and compensation rates? 
 

 Starting Ending 

Base Salary   

Bonus/other   

Other compensation   

Total   

 

How did (candidate’s name) rank amongst other folks in the same position? 

 Top 1% 

 Top 10% 

 Middle of the pack 

 Bottom of the Pack 

 

 

Strengths, Assets, Things You Like and 

Respect About (candidate’s name) 

Shortcomings, Weak Points, and Areas for 

Improvement? 
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Description of Position Applied For 

Let me tell you more about the job (candidate’s name) is applying for.  (Describe the job) 

 

Good/Bad Fit 

Now, how do you think (candidate’s name) might fit in that job?  (Probe for specifics) 

 

  

Comprehensive Ratings 

Now that I’ve described the job that (candidate’s name) is applying for and you’ve told me quite 

a bit about (candidate’s name)’s strengths and weaker points, would you please rate (candidate’s 

name) on eleven skills, six aspects of sales knowledge, and eight general competencies?  It 

sounds like a lot but we’ll go very quickly.  We’ll use a 1-6 scale (1= very bad; 6=excellent). 

 

(go through all cells that have grey cell and write down what former boss says) 

 

Advice For Me as Hiring Manager 

What would be your best advice to me as to how I could best manager (candidate’s name)? 

 

 

Final Comments 

Have you any final comments or suggestions about (candidate’s name)? 

 

 

Thanks! 

I would like to thank you very much for your insightful and useful comments. 

 

 

 

 

 

 

 

 

 

Good Fit Indicators Bad Fit Indicators 
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