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hundreds of small, midsize, and growth 
companies.  Brad completed his Ph.D. in 
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What’s New In This Book? 
 
� !�"��������� is a revision of � !�"��������� (our first 
e-book which has been downloaded thousands of times).  A 
hardcopy of this book is also available in the Topgrading 
Marketplace that can be found on our website at 
http://www.topgrading.com/marketplace.   
 
This book incorporates abbreviated explanations of many of 
the topics that are fully explained in � !�"�����������
�" &�����"���������" � $�����$� �����$��%"� ���"��#�
	 �!��(���"� "�����, the 3rd edition of the previous 
top-selling, book � !�"�����)��"#� ���. 
 
Among other innovations, the new 3rd Edition of 
� !�"����� includes: 
 

�� A much greater focus on small, midsize, and growth 
companies than on the Global 100 companies 
featured in the past.  Why?  The simple answer is 
that these companies create the most jobs; they can 
implement Topgrading and see great results in 
months; mis-hires are far more harmful to them than 
mega companies; the CEOs are fun to work with; and 
… my own company is one of those small / growth 
companies. 
 

�� Introduction of the Topgrading Snapshot, the picture 
(“snapshot”) of a person’s career that permits 
screening out weak candidates in seconds—with 
honest, complete, and verifiable information.  
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�� A new online version of the famous Topgrading 

Interview Guide with 100% of the Topgrading Career 

History Form and Topgrading Snapshot information 

already inserted in the Guide, making conducting the 

Topgrading Interview easier than ever. 

 

�� A much greater focus on entry-level jobs, with 

dramatic improvements in hiring using the shorter, 

simplified Topgrading methods. 

 

�� 40 case studies of companies of all sizes—perhaps a 

record number of case studies for a “how to” book.  

And get this:  the average improvement in hiring for 

all 40 companies is from 26% high performers (A 

Players) to 85% high performers.  Topgrading more 

than tripled their success hiring not just good, but 

truly excellent performers.   

 

For most case study companies, Topgrading was used 

not just for management jobs but all jobs including 

entry-levels jobs.  
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Introduction 
 
Whether you are an owner of a 10-person company, CEO of 
a Global 1,000 company, or a manager of a department, 
here’s a scenario you probably can relate to: 
 
You have a mixture of talent, and your marginal performers 
cause you the most frustration.  You’d like to spend more 
time helping your high performers achieve even more, but 
chronic low performers take up too much of your time and 
your high performers’ time … and those low performers 
drag down your entire organization.  You value talent … 
you really do, but you only have about 25% high 
performers.  You try to coach the poorer performers, but … 
it rarely works.  You occasionally replace one, but: 
 

�� Recruiters don’t send good enough candidates. 
 

�� Resumes are suspect—C Players hype their resumes 
to look like A Players. 
 

�� Your competency (“behavioral”) interviews are not 
very revealing. 
 

�� Reference checks are generally worthless. 
 

�� Too often the people hired disappoint you. 
 

�� All those mis-hires are VERY costly. 
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Welcome to the club!  Thousands of case studies of 
Topgrading companies show that before starting to 
Topgrade, typically only about 25% of the people hired and 
promoted turn out to be high performers.  That means that 
75% of average hires turn out to be disappointments.  

Sure, if managers are willing to live with “adequate” 
performers, many are “okay hires.”  But you know in your 
heart that “adequate” and “okay” are not good enough. 
Even a “good” performer doesn’t cut it if you expect a Very 
Good or Excellent performer—a true high performer, the 
best available, for what you are willing to pay.  

You want to hire only the best people available for every 
job—that’s what you’re paying for, right?  But most of the 
time you end up not getting the high performer you paid 
for, so your talent challenges are your biggest headache. 

Chapter 3 of this book will highlight 12 common sense 
Topgrading practices that have enabled thousands of 
managers in companies of all sizes and everywhere in the 
world to more than triple the number of high performers 
hired.  Many Topgrading companies hire and promote high 
performers 90% of the time.  
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Topgrading leaders state unequivocally that their 
companies are performing better because Topgrading 
helped their managers pick better people.  

What Exactly is a Topgrader? 

We define Topgrader as a leader who hires or promotes 
mostly high performers, the top 10% of talent available for 
the compensation level.  So, if there are 10 qualified 
candidates waiting at your door and eager to take the job 
at the pay you offer, you pick the #1 best candidate; if 
there are 100 candidates you at least hire one of the top 
10. 

What do high performers “look like?”  The chart on the 
next page is an abbreviated, representative summary (of 
competencies for an upper level manager).  You might find 
this hard to believe, but trained managers gain deep 
insights into 50 competencies for management jobs.  Yes, 
using Topgrading tools you really can do this, and gaining 
deep insights into so many competencies is the magic of 
Topgrading, what permits close to perfect hiring.  
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In every two-day workshop attendees start out lamenting, 
“What?  Fifty competencies?  I’d have trouble trying to 
keep track of 5 competencies!”  And on Day 2 of the 
workshop, they amaze themselves because indeed, by 
following the Topgrading system, they actually did rate 
their interviewee on 50 competencies.   
 
But what is the single most important competency?  It’s 
resourcefulness, a composite of energy, passion, analytic 
skills, and persistence wrapped into one.  In common 
terms, resourcefulness is getting over, around, or through 
barriers to success.  
 
A Players all exude RESOURCEFULNESS, in spades.  They 
just don’t give up, and when challenged by opportunities or 
seemingly hopeless setbacks, their mind is going, 24/7, to 
somehow snatch success out of the jaws of defeat.  
 
Does Topgrading sound complicated—following 12 
Topgrading hiring steps, new forms and guides, a long 
interview, and tracking dozens of competencies, 
particularly resourcefulness?    
 
To achieve 90% high performers hired you’ll need to learn a 
lot more that this book teaches, but the good news follows 
immediately in Chapter 1!                    
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Chapter 1 
� "$(��)*"+��$("��)��2��

If you’d like to become a Topgrader, you can actually start 
TODAY!  Really … even before you read the rest of this 
little book.  But, please read this entire short book because 
you’ll learn the essentials, which are easy to understand.  
Then, when you want to learn more and practice the 
methods, you can shoot for 90% hiring success.   

This book introduces you to the 12 Topgrading hiring steps, 
all of which contribute to better hires 
and fewer, costly mis-hires.  I’ll start 
by sharing the simplest steps that you 
can take today and improve hiring. 

1. Use the Topgrading “Truth 
Serum,” which for more than 
three decades has motivated 
all candidates, even the C 
Players, to tell you the whole 
truth in interviews.  It’s 
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incredibly simple.  At every step in the hiring 

process, remind candidates that a final step 

before receiving a job offer is for THEM to 

arrange reference calls with former bosses and 

others. 

 

There are a dozen “Yes, but Brad that won’t 

work because …” concerns about this approach 

and I answer all of them in the 3rd edition of 

� !�"�����.  But, if you are going to start 

Topgrading today, you’ll have to trust me that 

when injected with the Topgrading “Truth 

Serum,” most C Players will drop out (because 

they likely faked their resumes) and A Players 

will happily arrange those reference calls. 

 

2.� Use the Topgrading Career History Form, which 

produces the Topgrading Snapshot (visit 

http://www.TopgradingSnapshot.com for two 

free ones).  Candidates fill out a Career History 

Form that has the truth serum and asks for full 

compensation history, honest boss ratings, and 

much more.  Then, a 5-second glance at the 1-

page, multi-color Topgrading Snapshot enables 

you to immediately screen out weaker 

candidates, saving you not only time but more 

importantly assuring that you’ll only interview 

sharp, well-qualified candidates. 

 

3.� Conduct a Topgrading Interview using a 

somewhat abbreviated version of the Topgrading 

Interview Guide (see page 58 in this book) a 
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couple of times and then use the full Topgrading 
Interview Guide that can be printed along with 
the Topgrading Snapshot and Topgrading Career 
History Form.  Just read the questions, take 
notes, ask follow up questions, and turn the page 
when it’s full.  By conducting the Topgrading 
Interview, you can possibly double your hiring 
success from 25% to 50%.  

 
4.� Also, recruit a tandem interviewer to do these 

interviews with you, because two heads (and 
minds) are a lot better than one.  You can learn a 
lot by watching a candidate while your co-
interviewer asks questions.  Conduct the Tandem 
Topgrading Interview with a trained tandem 
interviewer and you’ll probably achieve the 
results shown in the 40 case studies—85%+ hiring 
success.  

 
5.� Conduct reference calls with former bosses.  

Follow through on #1—ask the candidate to 
arrange the calls and you and your tandem 
interviewer talk with those former bosses. 

 
Why Topgrading Works Well 
(Actually Incredibly Well!) 

 
Topgrading more than triples successful hiring because just 
by practicing those five easy Topgrading steps that you just 
learned, you can solve the biggest problems in hiring, the 
problems that account for 75% mis-hires:. 
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�� ��'*�(-��$,#)( ,-2 by weak candidates who easily 

get away with fudging their resumes and faking their 
interviews 
 

�� �(,.!!$�$ (-�$(!)+'�-$)(, because most companies 
use superficial, 45-minute competency 
(“behavioral”) interviews to screen candidates.  
Forrest Gump could control such interviews and 
easily fudge weaker points! 
 

�� ���%�)!�/ +$!$��$&$-2, as most reference checks are 
practically useless.  Since most reference checks are 
either fact checks with Human Resources 
departments, are not done at all, or they are 
conducted with the candidates’ buddies as 
references, even the weakest of candidates can get 
away with problem #1, rampant dishonesty. 

 
Now, Here’s More Good News! 

 
There’s a treatment and cure for your talent headaches, 
and it’s not a pill. It’s the … you knew this was coming … 
Topgrading methods that are revolutionary in infusing 
hiring with honesty, thoroughness, and verifiability of 
candidate information, producing 75% and even 90%+ 
success. 
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High performers are generally truthful in their resumes and 
interviews, but low performers too often hype positives and 
hide negatives. Topgrading hiring has a “truth serum,” (#1 
above) that scares away weak candidates who had 
falsehoods in their resumes and would have tried to fudge 
their interviews. That “truth serum” makes sure candidates 
understand that THEY will eventually have to ARRANGE 
reference calls with former bosses.

The Topgrading Career History Form, Topgrading Snapshot, 
(#2 above) and then the Tandem Topgrading Interview (#4 
above) combine to cure the “lack of information” 
headache.  For example, the Topgrading Interview covers 
the candidate’s entire career—every success, failure, key 
decision, and key relationship (including boss ratings), for 
every job … and a lot more. 

Topgrading also cures the “lack of verifiability” headache 
by requiring candidates to arrange reference calls with 
former bosses and others you choose (#5 above).  Aah … 
Topgrading brings truth and honesty, complete information 
on the candidate’s career, and, as frosting on the cake, 
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everything a candidate claims will be verified through 

reference checks that the candidate arranges. 

 

This is how Topgrading will permit you to double, triple, or 

even quadruple your success hiring and promoting high 

performers.  That simple fact will then permit you to 

dramatically change your organizational culture—to raise 

the performance bar for everyone.  And Topgrading 

coaching methods will help you develop and retain top 

talent.  The result, as the CEOs of our case studies state, is 

improved organizational performance. 

 

On an individual manager level, Topgrading will pack your 

team with high performers, which will assure your 

improved personal performance and greater career success. 

And there is frosting on the cake for you personally: 

because you will be able to delegate to a higher 

percentage of A Players, you will be able to enjoy that 

elusive thing … that dream of … what is it called, oh yeah, 

work-life balance. 

 

 

 

  

  



Topgrading 201 – How To Avoid Costly Mis-Hires 

© 2012 – Topgrading, Inc. Page 19

Chapter 2 
�#2��$�%$("���& (-��,��).+��),-��+ ,,$("��

+.,-+�-$("��#�&& (" �

I don’t want to preach to the choir, because anyone 
reading this book is a member of the “choir” of talent-
oriented leaders.  You know talent is all-important, but if 
you are like most managers, you are frustrated with too 
many costly mis-hires.   

You’ve read the survey results—when CEOs or any managers 
convene, they say “picking the right people” is their 
biggest headache, most pressing problem, their most 
frustrating challenge.   

Why?  Because despite the importance of hiring high 
performers, most managers pick them only 25% of the time.  
Do you have a team of 25% A Players, 50% Bs, and 25% Cs? 
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Let me give you a little different slant on this—where I’m 
coming from.  I’ve conducted 65,000 face-to-face case 
studies that have made it glaringly obvious that the single 
most important factor in a manager’s success is the talent 
of the team assembled.   

I wish academicians would study this scientifically, but 
from these 65,000 case studies, the conclusion seems 
crystal clear:  Create a team of high performers and you’re 
likely to succeed, but keep a lot of low performers and 
you’re apt to fail.  Great leaders seem to agree with what 
my experience proves:  A Players might make a mediocre 
strategy successful, but C Players will almost always mess 
up a brilliant strategy. 
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“Duh,” you say.  Of course it’s possible to have a mediocre 

team that produces great results, because you have a 

monopoly, patent protection, colossally weak competitors, 

or lobbyists who (ahem) give you some “competitive 

advantage.”  And it’s possible to have all high performers 

but your team fails, because the CEO insists on the wrong 

strategy, the organization culture is in-bred and lame, 

someone steals your IP, or markets dry up with a burp in 

the economy.  But you know that most of the time, talent 

wins. 

For years I’ve studied the frustration associated with hiring 

low performers.  Every manager experiences that pain!  In 

this short book you’ll read studies that show the average 

cost of a management mis-hire to be 15 times base salary. 

  

Why It Was Smart For You to Keep 
Some “Adequate” Performers 

For most managers not exposed to Topgrading, all that 

frustration, wasted time, lessened job performance, and 

high costs of mis-hires are very understandable.  What??  

Yes … let me explain.   
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Suppose your mixture of talent is similar to what thousands 
of managers I’ve interviewed described in their teams. 
 
If your track record is typical, and only 25% of the people 
you replace turn out to be high performers, it would be too 
risky for you to replace disappointing but “adequate” 
performers.  You are very sure they are not as good as the 
top 10% of talent available, for exactly the same pay, but if 
your hiring ‘batting average’ is only 25%, then there is a 
50% chance your replacements will be no better than your 
current “adequate” performers.  And, to make things 
worse, there is a 25% chance your replacements will be 
worse—low performers. 
 
So it was (and still is) smart for you to give your high 
performers a lot of support and coaching.  And it was (and 
still is) smart to replace your chronic low performers, the 
ones that cause the biggest problems and keep you awake 
at night.  And it was (until you learned about Topgrading) 
smart to retain your “adequate” performers because you 
were only 25% successful picking high performers and there 
was a 75% chance that a replacement would be no better 
than the person you replaced. 
 
Aah … but this scene changes when you’re a Topgrader.  
When 75% - 90% of the people you hire turn out to be high 
performers, it’s smart and rational to replace not only low 
performers, but those “adequate” performers.  Here’s 
what a Topgrader’s team looks like: 
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Why Commonplace Hiring Methods Are  
So Poor And How Topgrading Methods Became 

the Best 

Every week, more companies supplement their existing 
hiring and promoting methods by embracing Topgrading.  
Why?  Because the hiring and promoting practices 
embraced by most companies are so inadequate, they are 
demonstrably mediocre at picking high performers.  Here 
are some data points: 

�� I met with just the #1 human resources executives of 
Global 100 companies, and they completed a survey 
showing 80% of the managers they hire turn out to 
be disappointments.  And they said that 75% of the 
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people they promoted turn out to be 
disappointments.  How can Human Resources be 
respected, with such appalling results? 

�� McKinsey Quarterly published another article 
(“Making Talent a Strategic Priority”) in The War for 
Talent series, showing how the image of HR is 
mediocre and declining.  Line managers say the so-
called “best practices” of HR just don’t work, and 
they complain that HR is not accountable for quality 
of hires.  Worse yet, in the past 10 years the image 
of HR has declined. 
 

�� It’s the best way I know of for HR to become more 
highly valued in an organization. 
 

�� Two hundred CEOs reported to us that they felt they 
got their money’s worth from executive search firms 
only 21% of the time. 

�� On a conference call the head of HR at a 
pharmaceuticals company told me they use round-
robin competency interviews and achieve “97.5% 
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hiring success.”  Skeptical, I asked how the 
measurement is done, and he said, “The hiring 
manager is sent an email 30 days after the person is 
hired, asking, ‘Does the person hired have skills to 
do the job?’  It’s a yes/no question, with 97.5% 
responding yes.”  Note that the question didn’t ask 
about sufficient skills or excellent skills to do the job 
… just “skills.” 
 
Why not just ask if the person recently hired has a 
pulse?  So I asked, “What percent of managers your 
company has hired in recent years have turned out 
to be the high performers you expected—and the 
only other category is mis-hire?”  “Oh,” he said, 
“probably only 20% turn out to be high performers, 
and 80% are mis-hires.” 
 

�� I was Special Advisor to an American Productivity 
and Quality Center study in which 19 companies 
participated as case studies, sponsors, or both.  Only 
one company—a Topgrading company—stood out for 
both measuring success hiring and promoting people.  
And that company’s success using Topgrading hiring 
and promoting:  90% high performers. 
 

�� Go to any of the human resources benchmarking 
company websites, and see if they measure percent 
of high performers hired or promoted.  Bottom line, 
HR frequently measures hiring costs and time to fill 
jobs, so they hire the wrong people 75% of the time, 
but they do it inexpensively and quickly!   
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What’s Wrong with That Picture? 

Business today is run on metrics.  Everything under the sun 
is measured … except what is arguably the single most 
important factor, quality of people hired and promoted.  
Companies have embraced TQM, Six Sigma, re-engineering, 
a zillion financial metrics, Toyota methods, lean 
manufacturing, dashboards, and Black Belts, but only 
Topgraders systematically measure quality of those 
hired/promoted. 

Why?  I believe poor hiring is so widespread that the 
business world suffers from widespread self-deception.  No 
one wants to acknowledge that mediocre hiring/promoting 
is the huge pile of elephant poop that’s stinking up results.   

It’s like steroid use was (until recently) in many sports:  it’s 
widespread and everyone knew it but no one wanted to 
face it. 

Well, maybe it’s time to “face it,” to confront the reality 
that hiring practices in most companies are terribly 
ineffective.  Topgraders “face it.”  They rigorously measure 
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quality of hire and adopt methods that clearly improve 
hiring success … oftentimes achieving 90% high performers 
hired/promoted. 
 

What Are the “Best Practices” of Leading Companies 
That Result in Only 25% High Performers Hired & 

Promoted? 
 
Sadly, what passes for “best practices” often includes 
these steps: 
 

�� A cursory job analysis is created. 
 

�� That analysis usually yields a vague job description, 
which perhaps only identifies six competencies out 
of dozens that are crucial for success. 
 

�� These meager competencies are then investigated 
through a few (easily faked) round-robin competency 
(behavioral) interviews, each 50-minutes or less in 
duration. 
 

�� Then, conclusions are “verified” through cursory 
reference checks that are only marginally useful 
because most companies don’t allow managers to 
take reference calls and besides, reference sources 
are provided by candidates who “salt the mines” 
with buddies. 
 

If you look at the case studies featured on the websites for 
some of the companies that sell competency (behavioral) 
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interviewing tools and approaches, too often those case 
studies simply show that managers are happy with the 
interview training but give little data about the quality of 
hires.  While some of these case studies suggest there are 
more “adequate” performers hired than low performers 
hired, I have yet to see one case study from any company 
selling competency interviews that credibly shows a 
significant increase in high performers hired.  

In all my books I recommend keeping the job analysis, job 
description (with some improvements), and even the 
round-robin competency interviews I’ve criticized (because 
talented candidates want to talk to more than Topgrading 
interviewers, and competency questions are better than 
idle chit chat).  However, to improve from 25% high 
performers hired to 80% or 90% success, add the additional 
Topgrading steps, including the all-important Topgrading 
Interview. 

Topgrading methods are regarded by many respected 
leaders to be the best because they: 
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�� Require intellectually honest measurement of quality 
of hires/promotions 
 

�� Set the bar high—with the total focus on 
hiring/promoting people who turn out to be high 
performers, not just “adequate” performers 
 

�� Have proven, again and again, to double and triple 
hiring success   
 

Note: In Chapter 4 you’ll read about case studies in 
which companies improved from 25% to even 90% 
high performers hired, and please note:  the CEOs of 
the case studies signed off on the results published, 
and the names of the companies and CEOs are 
revealed. 
 

�� Solve (as you have read) the three biggest hiring 
problems—dishonesty, incomplete information and 
lack of verifiability. 

 
Topgrading ROI 

 
Unlike any other hiring approach, Topgraders produce 
analyses of ROI.  For example, most companies easily 
conclude that if they avoid even one staggeringly expensive 
mis-hire, their ROI of their investment in Topgrading is sky 
high. 
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If half the managers avoid JUST one mis-hire in the next 
five years, Topgrading costs will be paid for … for a 
hundred years! 

Another anecdotal approach to ROI is found in the 40 case 
studies summarized in Chapter 4.  CEOs correlated talent 
with business results every day, and you can get a good feel 
for the ROI perspective of CEOs by reading their case 
studies and why they say that Topgrading has made the 
company more successful.  No hiring approach we’re aware 
of has CEOs making such dramatic statements. 

Would you like more data?  In the book, � !�"������� "�
����#��� "���	��##��$� �#�$ ���$�"&��'����"�������
	 ����� !�����#���!"�#��$�$�&�#� which I co-authored 
with Greg Alexander in 2008, there is a conservative 
scenario that projects an increase in shareholder value of 
$75M (USD) for a $200M (USD) company.   

Here are the base financial assumptions for a company with 
400 sales people: 
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Pre-Topgrading 
Shares Outstanding 10,0000,000 
Share Price $22 
Earnings Per Share $1 
P/E Ratio 22 
Market Cap $220M (USD) 
 
If this company reduced its mis-hire rate from 40% to 20% in 
just the sales area, their financials could look like this after 
just one year: 
 

Post-Topgrading 
Shares Outstanding 10,0000,000 
Share Price $26.40 
Earnings Per Share $1.2 
P/E Ratio 22 
Market Cap $264M (USD) 
 
Rather amazing data, isn’t it?  Plus, there are many pages 
of data provided in that book, which support the data 
above and led us to this conclusion: 
 
Through the P/E leverage, Topgrading produces a 20% 
shareholder revenue increase, generating over $44M in 
shareholder wealth in the first year, and a total of 34% 
shareholder return—16% compound annual growth rate—
creating $75M in shareholder wealth, in the first two years 
of Topgrading deployment. 
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As more companies measure quality of hires, the costs of 
mis-hires, and measure the real business results from 
improving hiring, the more Topgrading methods stand out.  
 
I hope you appreciate the fact that Topgrading methods are 
not mysterious, but they are unique in their emphasis on 
hiring high performers and honestly measuring hiring 
success.    
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Chapter 3 
�0 &/ ��)*"+��$("��$+$("��- *,�

Entire books, articles, and video tapes have been created 
on the 12 steps in this abbreviated Topgrading manual, but 
there is enough “meat” here for you to “get it,” and to 
enable you to immediately hire and promote better 
performers.  You will probably want to do better than just 
“improve;” you probably want to achieve 90% success.  
Hey, first things first!   
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Everyone knows that in business if something is important 
it has to be measured … or the results will never be 
achieved.  But as mentioned above, most companies do not 
measure success hiring and promoting people.  We have 
created two simple tools to help you with this process.  
One helps you calculate your current Percentage of High 
Performers Hired and Promoted. 
 
Most companies estimate their teams to consist of 25% - 
30% “high” performers, 50% “adequate” (which usually 
means … disappointing), and the rest of their teams are … 
well, you already know that answer! 
 
The other tool is the Topgrading Cost of Mis-Hires 
Calculator. You can access these calculators and some 
other cool related tools at: 
 
http://www.TopgradingCalculators.com 
 
Using these calculators, in just a few minutes a team can 
conservatively estimate the costs of a typical mis-hire in 
any job.  Our Cost of Mis-Hires form, used in the 
Calculators, is by far the most quoted and utilized tool for 
measuring mis-hire costs.  And our decades-long research 
shows the average costs of mis-hires to be: 
 

4 times annual salary for supervisors 
6 times annual salary for sales representatives 
8 times annual salary for mid-level managers 

15 times annual salary for vice presidents 
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To go into a bit more detail, let’s examine a typical sales 
representative with a $100,000 base salary.  The costs for 
that job break down like this:  

Sales Representative 

Hiring Costs $23,500 
Compensation $151,000 
Maintenance $14,000 
Severance $25,000 
Opportunity Costs $250,000
Disruption Costs $100,000 

======== 
Total $563,500

These numbers always produce a rather emotional 
response, a feeling in the gut that we must improve our 
success hiring and promoting people. 
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Exit interviews show that neither hiring managers nor 
candidates typically understand enough about the job to 
avoid confusion and, too often, poor performance.  That’s 
because job descriptions (containing responsibilities, 
budget, competencies) are too vague. 

Topgrading companies know that costly mis-hires are 
avoided when one extra step is taken, and that is to nail 
down the measurable accountabilities that turn the 
confusing job description into a very clear job scorecard.
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A proper Job Scorecard spells out everything that must be 
accomplished:  “Achieve these measurable accountabilities 
and you are an A Player.” 

Topgrading Job Scorecards include templates for something 
unique—color-coded competencies.  Below, we’re only 
showing 3 of the 50 competencies we feel are critical in 
determining a candidate’s fitness for a management 
position.  

Note: If your copy of this book is not printed in color, the competencies shown 
below in white are ones that Topgrading professionals agree can be developed, 
the very dark ones are almost impossible to change, and those in gray are 
somewhere in-between … harder, but doable.   
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Note that the Job Scorecard has spaces to enter the 

Minimum Acceptable Rating as well as a space to record 

Final Ratings, after all the interviews and reference checks 

are completed. 

 

“Floss daily.”  “Diversify your investments.”  And to 

recruit, call on your network of (a) high performers you 

know, and (b) “connectors,” who know a lot of high 

performers.  All are obvious truths. 

Every manager knows recruiting from Networks is much 

better than hiring recruiters or running ads, because it’s 

faster (email them today, talk with high performers within 

days), cheaper (no recruiter fees), and better (candidates 

are pre-screened high performers). 

Topgraders are using social media and email lists to recruit, 

because it works.  Staying in touch with 100 high 

performers is time consuming, and social media can save 

you time.  
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For example, if you have a social media group for recruiting 
sales reps, and it includes top sales reps you’ve worked 
with and heard about, plus sales managers who know high 
performing sales reps, you can stay in touch by 
simultaneously sending all of them an interesting article on 
new technology that helps sales reps (or whatever) and 
calling them a couple of times each year. 

In � !�"��������"��
��$� � companies share creative ways 
to motivate people to recruit from networks, and it’s not 
just with money.  Team competition and earning Best 
Company Awards get results, too. 

Every book on how to get a job teaches C Players how to 
write an A Player resume.  Every HR professional knows 
how exasperating it is to spend hours in interviews and 
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finally realize that the candidate’s resume was full of hype, 
and omitted many negative facts. 
 

Topgrading Career History Form 
 
The Topgrading Career History Form gets the best 
candidates in the door for interviews.  The form you see 
below looks like an application form, and companies that 
license these copyrighted tools usually convert it into their 
company application form.  It is a powerful pre-screening 
tool because it contains: 
 

�� The “truth serum” you’ve learned about—a 
statement that just before a job offer the candidate 
must arrange personal reference calls with former 
bosses, peers, and subordinates.  C Player 
candidates drop out.  Good!  A Players are eager to 
arrange those calls. 
 

�� Requests for information about all jobs:  full job 
dates (so short jobs can’t be hidden), full 
compensation history, estimated boss ratings of 
overall performance, estimated boss ratings of key 
competencies, true reasons for leaving employers, 
likes and dislikes of jobs … and much more. 

 
The following page shows a screen shot of the online 
version of the Topgrading Career History Form: 
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The Topgrading Snapshot 

The Topgrading Snapshot corrects three hiring realities: 1) 
weak candidates fudge the truth, 2) excessive time is 
consumed sorting through resumes, and 3) mostly weak 
candidates are interviewed. 

As you know, resumes are incomplete and too often are 
deceptive, so you waste a lot of time studying zillions of 
resumes, trying to figure out which are truthful and wishing 
they contained more of the information you want.  C 
Players are good at fudging the truth, so you end up 
interviewing way too many candidates and hiring way too 
many mediocre performers.   

How The Topgrading Snapshot Works 

It can be deployed in several different ways—all of which 
work well, but here are two common approaches: 

�� Option A:  Prospective candidates often respond to 
an opening in your company or to an advertisement 
for a position by emailing (or mailing) their resume 



Topgrading 201 – How To Avoid Costly Mis-Hires 

�

�
© 2012 – Topgrading, Inc. Page 43 

for consideration.  When that email or paper resume 

has been received, you simply use the Topgrading 

Snapshot's built-in emailing system to send them a 

pre-formatted invitation email containing a link to 

fill out what looks much like a standard application 

form, but is actually the Topgrading Career History 

Form.  

 

This link will take your prospective candidates either 

to an optional pixel-perfect clone of your current 

website that is designed specifically to host your 

organization's version of the Topgrading Snapshot, or 

to the Topgrading Snapshot website—both of which 

function identically. 

 

�� Option B:  On your organization's website, you can 

provide a link for prospective candidates to use 

(usually in the "Careers" section of your website) 

that allows any candidate to "self-start" the 

Topgrading Snapshot process without requiring you 

to send them an email in advance.  Using this 

approach, the Topgrading Snapshot's built-in Career 

History Form becomes your organization's application 

form and any prospective candidate may use it. 

 

�� Other Options:  There are several other methods 

you can use to deploy the Topgrading Snapshot to fit 

your organization's needs and circumstances.  We'll 

be happy to discuss a "best-fit" approach tailored 

specifically for your requirements. 
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Regardless of the deployment method that you use, your 
applicants will be completing the Topgrading Career 
History Form, which turbo-boosts the screening process and 
gives you the best possible information about prospective 
members of your team, allowing you to make far better 
hiring decisions.  Remember—the Topgrading Career History 
Form/Topgrading Snapshot system asks for full 
compensation histories, boss ratings, true reasons for 
leaving jobs, likes and dislikes in jobs, a self-appraisal, and 
many more revealing questions, and you read truthful 
information because the Topgrading truth serum is so 
powerful.  
 

How the Topgrading Snapshot “Works” 
 
Suppose you ran an ad for an opening and you received 300 
resumes. The Topgrading Snapshot’s automated emailing 
system will send the 300 “thank you” notes, asking 
candidates to apply by filling out the Topgrading Career 
History Form (typically converted to the company 
application form). 
 
The truth serum (“you’ll have to arrange calls with bosses”) 
scares away 80 C Players, and 240 others complete the 
Topgrading Career History Form.  As soon as a candidate 
pushes the Submit button, you receive both the completed 
multi-page Topgrading Career History Form and the 
Topgrading Snapshot.  
 
A staffing person in HR, with a little experience, can zoom 
through all 240 candidates in an hour—NOT by reading 240 
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Career History Forms that are each 9 or more pages long, 

but by quickly screening out job hoppers, people whose 

comp is way too high or too low … and people with poor 

boss ratings and people who were fired from jobs.  If you 

determine a candidate is worth further exploration, then 

it’s worth your time to read the full Topgrading Career 

History Form.  

 

Let’s look at two “real” Topgrading Snapshots, with names 

changed, to see how just the most important information 

you need is shown.  

 

First, let’s look at a likely A Player—we call him Erik 

Dorsman.  Then we’ll look at a likely C Player—we call him 

John Doe.  Both are actually real people, with names and 

company info changed. 
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Note in the Dorsman Topgrading Snapshot that the years go 
across the bottom and show that he was with the same 
employer from 1997 until 2011.  This shows solid 
longevity—Erik is certainly not a job-hopper! 

Compensation is on the vertical axis, and shows Erik’s 
compensation moving higher across his career, starting at 
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about $38,000 and increasing to about $250,000.  He has 
steadily earned more and more money—one mark of a high 
performer.  We can see from his current compensation 
whether Erik is in about the right compensation range for 
the job being filled.  If he was way too high or too low, he 
might be an A Player, but just not a good candidate for this 
job. 
 
The Topgrading Snapshot also shows you the reasons for 
leaving an employer.  Erik's chart indicates that he has left 
two employers, and both are shown as an A—100% his 
choice.  This is, of course, another mark of a high 
performer and he also left two jobs with the same 
employer because he was promoted—another good sign! 
 
The Topgrading Career History Form requests boss ratings 
and Erik says that his first boss, the school principal, would 
give him a “Very Good” overall performance rating, and 
that all the bosses since 1997 would give him an Excellent 
rating.   
 
For years Topgrading companies have known that the truth 
serum, informing candidates that they will be asked to 
arrange personal reference calls with bosses and others 
just before a job offer, works!  The best candidates would 
tell the truth anyway, but the truth serum motivates others 
to be more honest than they might otherwise be, or better 
yet, withdraw as a candidate! 
 
Now let’s look at a very different Topgrading Snapshot, 
John Doe’s.  
 



Topgrading 201 – How To Avoid Costly Mis-Hires 

© 2012 – Topgrading, Inc. Page 48

At a glance, you can see that John Doe is quite a job 
hopper, looking to join his 6th employer in a decade.  You 
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can also see that he thinks his bosses would give him low 
overall performance ratings and there are too many 
questionable reasons for leaving.  In contrast to Erik 
Dorsman, John Doe would probably not be a good fit for a 
company seeking A Players. 

With no more training than having studied these two 
Snapshots, you could cut 50 Snapshots down to 5 people of 
interest in 15 or 20 minutes, and do so with honest, more 
complete, and verifiable information than you’ve had in 
the past. 

You'll save hours and hours of studying resumes and 
application forms, and prescreening candidates on the 
phone.  Not only do you save a lot of time, but more 
importantly, you will invite only the very best candidates in 
for interviews.  By screening out C Players and attracting A 
Players, you will definitely hire more high performers. 
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Companies vary widely in this step, but the common 
interest is this:  When you invite candidates in for 
interviews, and those candidates wash out, you’ve wasted 
a lot of money and time.  The Topgrading Career History 
Form and the Topgrading Snapshot it produces (Step #4) 
are powerful pre-screening tools that save a lot of time.  
The next step is to talk with candidates, and typically it’s 
on the phone.  

The Telephone Screening Interview Guide suggests 
explaining the job in more detail, and if the candidate is 
still interested, take 45 minutes to ask about the most 
recent 2 jobs (successes, failures, key decisions, key 
relationships, estimated ratings by bosses), reasons for job 
changes, goals, and some competency questions.  It’s a 
short, mini version of the Topgrading Interview, but 
“enough” to effectively screen candidates.  
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This phone interview moves quickly since the completed 
Topgrading Career History Form and Topgrading Snapshot 
are at hand.  For technical jobs, there sometimes is a 
series of technical questions or even a separate phone 
screen interview.   

The combination of Steps #4 and #5 results in almost every 
candidate who subsequently comes in for interviews is Very 
Good or Excellent.

Most companies, including most Global 100 companies, rely 
mostly on competency (behavioral) interviews to screen 
candidates and the result is only 25% high performers hired 
or promoted.  Topgraders know that Step #7, the 
Topgrading Interview, produces 1000% more valid insights 
into candidates than competency interviews. 
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More than 100 current books on job hunting advise 
candidates, including C Player candidates, how to fake 
competency interviews.  It’s easy.   
 
For example, any managerial job requires teamwork, so 
they say, “�#$(%�)!���-$' �2).�0 + ���"+ �-�- �'�*&�2 +�
�(��*+��-$� � 1�"" +�-$("�2).+�- �'0)+%�,%$&&,����).6&&�
�&,)�*+)���&2�� ��,% ����).-���-$' �2).�0 + �()-�,.�#���
"))��- �'�*&�2 +����)�-#$(%�)!���-$' ��)+�'�% �)( �.*��(��
,�2�$-�)��.++ ��&)("��")���(�� 1*&�$(�-#�-�2).�0 + �
��-.�&&2�*+ --2�"))�� / (����%�-# (��(��,$(� �-# (�2).6/ �
� �)' �"+ �-�5�0$(%�0$(%�” 
 
Even some outplacement counselors provide the same sort 
of “wink-wink” fabrication advice to conceal negatives and 
hype positives. 
 
So, why conduct competency interviews?  There are some 
very solid reasons: 
 

�� Doing five 50-minute interviews focused on one or 
two key competencies in each interview will usually 
produce some useful insights. 
 

�� Also, as Ann Smith points out in the quote above, 
these competency interviews also give A Player 
candidates the opportunity to meet more people and 
ask more questions. 
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This is the “silver bullet” of hiring.  Every manager we 
know of achieving 90% hiring or promoting success, 
conducts the Topgrading Interview, using the Topgrading 
Interview Guide.  
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The Topgrading Interview is a chronological interview, 
starting with the educational years, coming forward to the 
present, covering every job, and concluding with the usual 
sections on Self-Appraisal and Plans and Goals for the 
Future.    
 
It asks 16 questions about every job, including successes, 
failures, key decisions, key relationships, boss ratings, and 
reasons for leaving.  The Topgrading Interview Guide is 30 
pages long, but is not as onerous as that sounds.   
 
When candidates click Submit to send you their Topgrading 
Career History Form, it becomes possible for you to click to 
get the Topgrading Interview Guide pre-populated with 
100% of the Career History Form information.   
 
Just read (to yourself) what the candidate filled out about 
a job, read and ask the built-in questions, take notes on 
the responses, ask follow up questions, and turn forward to 
the next page until you’ve completed the interview.   
 
It’s not only super easy, but more importantly, using the 
Topgrading Interview Guide makes absolutely certain that 
you are conducting the most thorough interview possible 
using the tested and proven Topgrading questions. 
 
On the next page is a sample of just a few of the many in-
depth questions that the Topgrading Interview Guide 
provides about each job: 
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Would you like to test an easier, simpler version just to try 
out a Topgrading Interview?  New Topgrading interviewers 
should get a little practice using a simpler “Starter 
Version” of the interview guide a couple of times.  After 
trying this abbreviated approach, you should watch our 
FREE online video training on the use of the full interview 
guide (visit www.Topgrading.com, click on Getting Started, 
and then click on the video).  Here is a portion of a 
“Starter Version” Topgrading Interview Guide: 

 
Work History 

 
Start with your first full-time job and come forward to your 
present job.  For each job, please tell us: 
 

1.� Why you took the job; 
2.� About your successes and accomplishments (and how 

you achieved them); 
3.� About your mistakes and failures;  
4.� What you liked most and least about the job;  
5.� (If for a management job) How many A, B, and C 

Player direct reports you had when you entered the 
job and at its end; and what happened to change the 
talent mix—hiring, firing, coaching, etc.;  

6.� The name of your supervisor, and that supervisor’s 
strengths and weaker points;  

7.� Whether (or not) you agree to arrange reference 
calls for us, keeping in mind that in order to receive 
a job offer, we may ask you to arrange reference 
calls with supervisors you’ve had in the past 10 
years; 
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8.� Your best guess as to what that supervisor would say 
were your strengths, weaker points, and overall 
performance;  

9.� The reason(s) you left that job.  

You are probably thinking, “But it’s too time consuming for 
two interviewers to take three hours for a chronological 
interview.”   

Let’s run some numbers.  Suppose you calculate a mis-hire 
costs $400,000 and you and others waste a total of 300 
hours on each mis-hire.  And suppose you mis-hire three 
sales reps, and fire all three, before hiring a good one.  
After all, your hiring success is average—one success in 
four.  Your results are typical for sales managers.  You 
waste $1.2 million plus 900 hours with your three mis-hires.  
Six hours for a tandem interview with 90% success would, 
according to your own calculations, save $1.2 million and 
about 900 hours.  

 
The sentence that makes absolutely zero sense is, “I don’t 
have time for a three-hour tandem interview that will at 
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least triple my chances of hiring a high performer … but I 

can afford to waste $1.2 million and over 900 hours.” 

Here’s how to make the Topgrading Interview even easier 

and be sure to improve your hiring result.  Conduct a 

��(� ' Topgrading Interview, meaning this:  have an 

interviewing partner, an A Player, and the two of you make 

up a “tag team” in which you smoothly cover for each 

other.  Many companies doubled their hiring success from 

25% to 50% with the solo Topgrading Interview, but you’ll 

read all the case studies in which they achieved 85%+ with 

… you guessed it … Tandem Topgrading Interviews. 

In almost every study, perhaps including surveys you’ve 

conducted in your company, new hires say their 

interviewers were not very good at … um … interviewing.  

Most managers attend one 1-day interviewing workshop in 

their career, and that’s it—they never receive further 

training or coaching.  When they interview, they talk too 
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much, “lead the witness,” fail to take notes, forget to use 
the candidate’s name and … you get it. 
 
Managers in Topgrading companies attend Topgrading 
workshops, but a key to continued improvement is Step 
#8—immediately following the Tandem Topgrading 
Interview, the interviewers take just five minutes and give 
each other feedback, using a checklist of 40 interviewing 
techniques they learned in the workshop.  Basically they 
tell each other, “Of the 40 interviewing techniques, you 
were particularly good at these (five), and you could 
improve at these (three).”  Over time the interviewers get 
better and better.  After conducting over 6,500 in-depth, 
chronological interviews I still mess up; people sit in on my 
interviews and then give me feedback and I always could 
have done better. 
 
Fortunately, the Tandem Topgrading Interview is amazingly 
robust.  Both interviewers can make mistakes, but they 
cover for each other and in the end, rapport is very high, 
and the interviewers get terrific insights into the 
candidate. 
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This is another “common-sense” hiring step—it’s the rigor 
of systematically analyzing all the available hiring data and 
writing a draft executive summary.   

Don’t bet on changing a candidate’s innate behavior, even 
if the candidate “promises” to do better.  Topgraders 
routinely scrutinize 50 competencies and experience shows 
that some can be changed, some can’t and others are in-
between.  Only assume that a candidate may be able to 
overcome weaker points when the Topgrading Interview 
shows a consistent pattern of overcoming weaker points.   

The chart below shows some examples of competencies and 
the ease or difficulty in changing them.  
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Three decades ago I was devoting all my professional time 

to finding the very best practices in hiring and someone 

said, “Ask candidates to arrange the reference calls.”  I 

doubted that would work, since most companies prohibit 

their managers from accepting reference calls. 

But it does work.  High 

performers are delighted to ask 

former bosses and others to 

accept “personal” (not business) 

reference calls from a 

prospective employer.  And 90% 

of former bosses accept the 

calls, knowing there is zero 

chance their former A Player 

would sue them if they didn’t 

get the job. 

 

Note that there are more than 

two dozen Topgrading 

professionals, and not one of us has heard of even one legal 

or ethical incident arising from Step #10.  (That goes for all 

of the Topgrading steps, by the way.) 

So, for a mid-manager candidate, the Tandem Topgrading 

interviewers might ask the candidate to arrange personal 

reference calls with three former bosses, two former 

peers, and three former subordinates.   The candidate does 

all the work (not HR recruiters!), and within two days the 

candidate emails the interviewers, “Yes, they will all be 

happy to talk, and here are their mobile numbers and 

availability.” 
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Coaching a new hire is perhaps the most powerful and the 
easiest coaching a manager will do.  With a huge amount of 
information about a newly hired A Player, what a shame it 
would be to wait for a routine annual performance 
appraisal to begin the coaching process.

With Topgrading, candidates are promised coaching within 
a couple of weeks for three purposes:   

1.� Onboarding 
2.� Turbo-boost immediate performance 
3.� Development for future positions. 
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The Tandem Topgrading interviewers simply meet with the 
new hire, and review their Executive Summary, and they 
already know that their A Player has good self-awareness, 
recognizes strengths and areas for improvement, and 
probably already has a history of following through on 
Individual Development Plans.  

The Tandem Topgrading interviewers have done their 
“heavy lifting,” so the new hire is the one to absorb the 
feedback, ask questions, and carve out an Individual 
Development Plan that addresses the three purposes.   

This is easy … and this is fun!  With high levels of trust and 
mutual respect, and with a new hire eager to perform well, 
this coaching session is typically light-hearted, purposeful, 
and very productive. 
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Many new Topgraders tend to think of this step as so far in 
the future that they don’t need to think of it.  But CEOs 
easily connect this step to Step #1—Measuring the 
percentage of high performers hired (and promoted), and 
the costs of mis-hires.

The purpose of it is major:  It keeps the whole team 
focused on what is important—the quality of talent hired 
and promoted.  Without annual measurements fed back to 
the organization, Topgrading will be “just another 
program, a flavor of the month.”  Every successful 
Topgrading company integrates talent strategy with 
company strategy.  Topgrading drives superior talent, and 
that high-performing mindset becomes integral to the 
company culture, “part of our DNA,” as is commonly 
stated. 
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How do you conduct those annual measurements?  It can be 
simple or more complicated, but 1) estimate costs of every 
mis-hire, using the Topgrading Cost of Mis-Hire Form (Step 
#1), and 2) fill in the Topgrading success chart: 

Showing this chart to managers once per year will reinforce 
Topgraders (“I’m doing it right!”) and inspire laggards to 
embrace Topgrading.

Topgrading Sounds Great But  
12 Steps Sounds Complicated! 

Good point!  If a CEO drives Topgrading, then everyone 
participates in 2-day Topgrading Workshops and HR 
coordinates all the individual steps.  But for small 
companies and individual managers, if you’d like to get 
started by doing only the essentials, please go back to 
Chapter 1 (Begin Topgrading Today), page 1 .3
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Chapter 4 

	���)*"+��$("���, ��-.�$ ,�

In the 3
rd

 Edition of � !�"�����, 40 case studies 

demonstrate the success that all sizes of organizations are 

experiencing in hiring not just “ok” performers, but true 

high performers in positions ranging from entry level jobs 

to CEO.   

On the following two pages, you will see a listing of all of 

the great companies whose case studies are featured in the 

book: 
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In the 3rd Edition of Topgrading there are 40 half-page case 
studies and eight full length ones.  You can also visit: 
 
http://www.topgradingcasestudies.com 
 
and read the long versions for all of the case studies that 
are available.  This bit of online innovation: 
 

�� Saved a lot of trees (the book is 300 pages shorter 
than if the long case studies were in the book) 
 

�� Gives you the details of HOW spectacular results are 
achieved, enabling you to emulate an approach, 
perhaps without even talking with the company 
 

�� Provides hundreds of examples of advice and wisdom 
from CEOs and heads of HR 
 

�� Assures a perpetually updated set of case studies.  
This website will be constantly updated.  In 2022, if 
a reader of the book is intrigued with a case study, 
they can go to the URL and get the recently updated 
case study … as long as the company updated it and 
it was approved. 

 
Conclusion 

 
The 12 Topgrading Steps will help you hire and promote 
better performers within your teams, and they will make 
your career soar, and (depending on the size of your 
company) your shareholders and/or your family and your 
entire organization will be very pleased. 
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This small book began with a typical hiring scenario.  Let’s 
revisit it, but show how Topgrading transforms “typical” to 
a much more effective process, with much better results: 
 

Pre-Topgrading Hiring Post-Topgrading Hiring 

Recruiters don’t send good 
enough candidates. 

Your Virtual Bench produces 
many excellent, 
prescreened candidates. 

The resumes of candidates 
are usually incomplete and 
packed with hype. 

The Career History Form 
adds the facts you need to 
efficiently and effectively  
pre-screen candidates. 

Your interviews are not very 
revealing. 

The tandem Topgrading 
Interviews, using the 
Topgrading Interview Guide, 
are extremely revealing. 

Reference checks are 
generally worthless. 

Candidate-arranged 
reference calls are revealing 
and motivate the candidate 
to be honest in the 
interview. 

Too often the person hired 
disappoints you. Your results 
are:  only 25% High 
Performers Hired 

Your results, after deploying 
Topgrading are:  90% High 
Performers Hired 
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Of all talent management practices, the single most 

important, by far, is hiring and promoting high performers.  

Companies consider themselves “Topgraders” when they 

have 75% - 90% high performers and they report that the 

other parts of talent management become relatively easy: 

 

�� Reducing turnover is a breeze when Topgrading 

assures a close-to-perfect job fit. 

 

�� Coaching high performers is fun; coaching 

underperformers is a pain. 

 

�� Succession planning is easy with a solid “bench.” 

 

When entire companies soar in revenues and profits, 

growth opportunities open up, people earn more money, 

and—as an added huge bonus—Topgraders have such strong 

teams they can delegate a lot of tasks and enjoy a 

significantly better balance in their lives! 

 

Good Luck On Your Journey! 
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Topgrading Resources 
 

�))&,��)�� -��).��(���).+��+"�($3�-$)(�
�-�+- ���)*"+��$("��)��2�

 
All of the following resources can be found on our website 
which is located at: 
 

http://www.Topgrading.com 

 
 

�)- 
��#$,�.(.,.�&�"+�*#$����)/ �$,��������.$�%�� ,*)(, ��
�)� �-#�-��&&)0,�2).�-)�., �)( �)!�-# �'�(2�,��(($("�
�**&$��-$)(,�)(�2).+��'�+-*#)( �)+�)-# +�')�$& �� /$� �-)�
$(,-�(-&2�,��(�-#$,�$'�" ��(��)* (�-# �0 �����+ ,,�$-�
+ ! + (� ,�)(�2).+�')�$& �� /$� 6,�0 ���+)0, +��

 
How to Get Started 

 
1.� Sign up for (free) Topgrading Tips on the Home 

Page.  This free , sent weekly via 
email, helps you implement Topgrading 
successfully.  If you downloaded this eBook, 
you’re already automatically signed up to receive 
Topgrading Tips. 

newsletter bi-
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2.� Read the latest discussions of Topgrading from 
media all over the world and recently published 
articles mentioning Topgrading in our Press & 
Articles area, located at:  
 

http://www.topgrading.com/press 
 

 
 

3.� Begin Topgrading today! Follow these steps as 
your Topgrading skills increase: 
 
a) Implement the five key “Getting Started” 
recommendations described in Chapter One of 
this book. 
 
b) Try out our breakthrough online tool, the 
Topgrading Snapshot which combines the Career 
History Form, the Topgrading Interview Guide 
and the one-page color graphic Topgrading 
Snapshot (and other tools) via the FREE TRIAL on 
our website at: 
 
http://www.topgradingsnapshot.com 

 



Topgrading 201 – How To Avoid Costly Mis-Hires 
�

�
© 2012 – Topgrading, Inc. Page 75 

c) After your free trial, if you’re ready to move 
ahead with deploying Topgrading in your 
organization, we’ll be happy to discuss your 
licensing and branding options and we’ll be 
monitoring your process to make sure we are 
there to help and answer any questions you may 
have.   
 
However, if you’d like to do a more extended 
trial using all of our tools on an unlimited basis 
for all jobs for two full months, we have a special 
“Topgrading Corporate Starter Kit”.  You can 
learn more about this option at: 
 
http://www.Topgrading.com/startertkit 
 

By following this simple 1-2-3 process above, you’ll quickly 
see for yourself how to avoid expensive mis-hires and how 
Topgrading can dramatically improve your organization. 
 

More Advanced Topgrading Resources  
 

Visit the Topgrading Marketplace on our website at: 
 

http://www.Topgrading.com/marketplace 
 

In the marketplace, you can learn about such things as: 
 

1.� Our Two-Day Topgrading Workshops—In addition 
to thoroughly learning and practicing the basics, 
you’ll get the latest insights and case studies.  
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become capable of truly leading your 

organization to Topgrading success. 

 

2.� The 7-Hour Topgrading Toolkit—This toolkit 

features DVD versions of the Topgrading 

Workshop and is designed to train managers in 

Topgrading.  The toolkit includes the 3
rd

 Edition 

 

3.� Second Opinions (and other services)—Our team 

of Topgrading Professionals is always available to 

conduct “second opinion” interviews for finalists 

for senior executive positions.  If your 

organization is making a change in the “C Suite” 

positions, you should consider having us conduct 

final interviews to further assure your 

organization that you have selected the right 

person for a position of leadership. 

 

4.� Speeches—Our team of Topgrading Professionals, 

including Brad Smart and others, are available to 

make speeches (keynotes, organizational 

kickoffs, etc.) for your company, organization, 

association, or elsewhere. 

 

5.� Use the (free) Topgrading Calculators at: 

 

www.TopgradingCalculators.com 

 

You’ll get all your questions answered and 

with me. 

audios of the DVD, and quarterly conference calls 

of Topgrading and other books, workbooks, 
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These calculators are designed to help you 
calculate the real costs of mis-hiring in your 
organization.  Use them with your company’s cost 
data and the numbers will absolutely stun you.  

 

 
 

Get Your Questions Answered 
 

1.� Email questions to Brad.Smart@Topgrading.com 
and we’ll get back to you promptly. 
 

2.� Call 847-244-5544 and we’ll be happy to talk in 
person.  

 
�#�(%�2).�!)+�2).+�$(- + ,-�$(��)*"+��$("��(��!)+�+ ��$("�
-#$,�,#)+-��))%�����#)* �$-�# &*,�2).�$'*+)/ �-�& (-�$(�2).+�
)+"�($3�-$)(��
�
�$(� + &2��
�
�+����'�+-�



Topgrading 201 – How To Avoid Costly Mis-Hires 

© 2012 – Topgrading, Inc. Page 78



Topgrading 201 – How To Avoid Costly Mis-Hires 

© 2012 – Topgrading, Inc. Page 79



�


