
TEAM HIRING 

TOOLKIT



You know that 
hiring is the most 
important part of 
your business.
The right hire, especially at your stage, can send 
your company into the stratosphere. The wrong 
hire can send you the same way as Fyre Festival.



Hire the Right People 

Delegate so you are freed up to work on the business = Mo’ Money!

Reduce overwhelm for you and current team 

Never worry about an employee bailing on you

Introduction of new ideas and perspective #innovation

Why is this kick-ass?



Step 1 
Know your vision for team

To get the right people on your team, you need a crystal clear 
vision of who you are, what you’re trying to accomplish, and 
what you can offer.

To get this clarity you should:

 Create a list of business values 

 Create a list of future positions you want to fill 

 Define your budget for hiring 

 Decide how you are you keeping track of candidates 

 Distill how you are different from the competition



Step 2 
Understand goals and define  
your metrics
To help you plan your business, you’ve got to get some baseline 
metrics for hiring and employment. 

That includes:

Average lifetime of employee in your business  — length of when the team 
member starts to when they leave

Employee turnover — the rate at which employees stay and leave 

Cost of team member acquisition — cost of all of your team member salary 
and expenses over a given period of time



Step 3 
Tracking the Hiring Process
Get every step of the process in a system so that you always  
have a snapshot of the process available.

Eg. Asana  — workflow in a project manager



Step 4 
Optimizing the Hiring Process
Understanding ROI of Team Members
Do you know what you’re hiring someone for? Do you have that documented 
anywhere? Hold yourself and your team accountable by defining key metrics 
that will help you track progress towards achieving key business goals. 

What are your business KPI’s (key performance indicators)?
What are the tasks projects that this person is going to accomplish to help 
improve those KPIs?
Do you need someone full time, part time, contractor?
What training or resources do they need to accomplish these goals?
What will make them stay with your business?

Understanding your personal working style and culture so you know which 
employees are easier and better to work with, what kind of employees you 
are trying to attract, and what about your business will attract them. 

List out the reasons for lost employees in the past. This will help you see 
the patterns of why you are losing talent in the past. When you’ve identified 
these patterns, you can quickly work to address them. 

Did you hire a team of friends and acquaintances?
Did you not hire the right candidates?
Was the environment not the right fit for the people who left?
Did they get poached for higher paying jobs?

Organization of candidates 
Defining how you’ll receive, manage, and evaluate new candidates will make 
hiring as easy as saying yes to free tacos.

What email do applications get sent to?
How are you rating candidates?
How are you keeping track of candidates?
How are you assessing the trial period?



Step 5 
Delegating Hiring
Testing for performance. Talk the talk. Walk the walk.

Applications are indicators of a person’s past performance.

Interview process gives you a person’s potential performance. 

On the job gives you insight into actual performance.

How do you find team members? Activity checklist: 
 Referrals
 List of referral sources 
 Which job posts for your industry
 Conferences
 Networking Events 

What is your hiring budget? 



Process, Documents and Materials:

Job post — This is the first impression a candidate gets of your business a 
candidate. It’s a great tool to filter out unwanted peeps. Ask for submissions 
beyond Resume/ Linkedin profile, including: 
Digital Portfolio 
Work product 
Video submission 

 Phone/Video screening questions — filter the riff raff 
What are your top 3-5 deal breakers for this position? Wage, availability, specific 
credential, start time, etc? 

Interview types 
Are they conducted on video or in person?
How many interviews?
Are you conducting 1-1 or group interviews?
Will they be interviewing with different team members? (how does operations 
adjust for interviewing process) 



Process, Documents and Materials  
(Cont.):
Interview questions - can they talk the talk?

Go Beyond “why do you want to work here and walk me through resume?”
Ask behavioural questions — questions that tell you how they behave in different 
situations ie. conflict with teams, managers, dealing with stress, missed deadlines, 
crazy clients etc. 
Ask fit questions — how do you know that this person is going to be a cultural fit 
for your growing team?
Ask crystal ball questions — insight to how they would deal with current or future 
problems that your business is dealing with in reality. 
 

Give them a trial assessment — can they walk the walk?
Test project 
Technical assessments
A day in the office working with team for inhouse trial
 

Offer letter 



Click here to get in touch or email us at juliana@scaletime.co

We hope you enjoyed this free guide! 
Here’s the pitch to let us do this for you...

Ready to make more money, work for better 
clients, free up your time, and finally enjoy running 
this businesses you’ve poured your life into?

ScaleTime is a consulting company that helps small agencies like yours run 
your business without you, like a well oiled machine.

We help you quickly scale your business in a controlled, seamless way—
allowing you to do more of the work you love, and delegate the work  
you don’t.

With ScaleTime, we dig into your business to identify bottlenecks and unleash 
them one-by-one, putting simple, effective, scalable systems in their place.

And our clients see some insane results.

Michael reduced client time by 80% to focus 
on lead generation.

Jean increased her recurring revenue by 7x.

And AJ worked with us to create a sales 
engine that increased his sales by 350%.




