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Getting Help - Part Two

Once you decide where you'll source the staff, the next step is to post a job ad. I'll provide you with the
detailed job descriptions we’ve used for our staff admin positions. I'll also provide you the job
descriptions we’ve used to hire clinicians for when you get to that point. You can use these as templates
for your own job descriptions, and | encourage you to be as thorough and detailed as possible.

Once you post an ad it’s very important to include a screening process for applicants. We do this in

two ways: we provide specific instructions that candidates must follow when submitting their
applications, and secondly, we ask them to do an audition. Here is how that works:
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From the ad, you link to a Wufoo form, or any form—SurveyMonkey—there are a lot of different
software applications that provide forms, or even Google Forms, which is free. Page one, at the left
on this slide that you’re looking at, is the job description, and then page two collects their basic
information such as name, address, phone number, and email, and page three is the application
and audition. In part one of the application, we ask for a cover letter. The instructions say to write a
cover letter explaining why you’re interested in this position and why you think you’d be a good fit.
Then we have specific instructions that say “use Arial 12-point font with single spacing and do not
exceed 800 words, upload in PDF format only.” In part two, we ask for the resume, and we ask
them to save the file with a specific naming convention: the word resume followed by underscore,
your last name, another underscore, then your first name, another underscore, and the year. We
provide an example of what that looks like.
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You might be shocked, but | would say that over 85 percent of applicants do not follow these
instructions, and we would eliminate them right off the bat because, if someone cannot pay
attention and follow instructions during an application for a new job, then it’s very likely that
they’re going to do that on the job itself. In the past, when | first started using this process, we’ve
gone against our better judgement in a few cases and hired someone who didn’t follow these
instructions because they had a great resume or cover letter—we were impressed with them in
some way—and in every case, we wished we didn’t do that, and we had to let the person go pretty
quickly. Your mileage may vary, but this has been a really important and helpful part of the process
for us in narrowing down the potential pool of candidates.

The third part of the application process is the audition. We typically give two to three tasks for
prospective employees to perform that are representative of what they would be doing in the
position and require the skills and qualities that we’re looking for. We’ve found that this is a much
better predictor of future performance than a resume or a cover letter, or even an interview. The
tasks that you ask people to perform will vary depending on the position, but these two are what
we have used recently for hiring patient coordinators:
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Assignment #1

Go to Genova Diagnostics' website (http//gdx.net). Find the Nutreval FMV test, and review the
kit Instructions for patients. Answer the following questions from a hypothetical patient:

For how long prior to collecting the test sample should patients
avold MSG? *
© 24 nhours

48 hours

4 days

The urine sample should arrive at the healthcare provider's office
frozen. *

True

False

The patient Informs you that they are taking an antihistamine.
What would you do? *

Instruct the patient to go ahead and take the test

Instruct the patient to stop taking the antihistamine 4
days before collecting the sample

Ask the prescribing physician for guidance on what the
patient should do

Assignment #2

What is the vendor item code for the supplement called Thorne Methyl-Guard Plus at
EmersonEcologics.com?

Answer *

We will be in touch with selected applicants for the first round of interviews soon. If you do not
hear from us, that means we have chosen not to pursue your application at this time

Thank you for your interest in working at CCFM!

Assignment number one is go to Genova Diagnostics website, find the NutrEval FMV test, and
review the kit instructions for patients. Answer the following questions from a hypothetical patient:
“how long prior to collecting the sample should patients avoid MSG?”, and we give them a few
options. “The urine sample should arrive at the healthcare provider’s office frozen, true or false?”
“The patient informs you that they are taking an antihistamine, what would you do?”, we give them
a few options here. We’re looking for an ability to be able to go and find, first of all, the NutrEval
FMV test at Genova, to find the kit instructions for patients, to review them, understand them, and
then be able to answer questions from a patient based on those instructions. So, pretty relevant to
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what they would be doing in their position. We’re not making this super difficult, but again, you
might be surprised how many people don’t answer these questions correctly.

Assignment number two is: what is the vendor item code for the supplement called: “Thorne
Methyl-Guard Plus” at EmersonEcologics.com? Again, pretty straightforward. They just go to
Emerson, search for that supplement, and find the vendor item code. We’re not really trying to
trick people or trip them up here. We’re just making sure that people can follow simple directions.

There are a couple ways you can do the audition. You can do it as we have typically done it, as part
of the application process, or you can wait and do it after you’ve already screened applicants, and
you’ve done the initial interview. The former strategy makes sense if you have a large number of
applicants for the position and a lot of people who are excited about the position and want to
work for you because they will be willing to jump through a few more hoops, and you’ll need
additional criteria for screening and narrowing down the candidates. So, because of the size of my
email list and online platform, we typically get a lot of applications for each position. We need
ways of narrowing down those applicants.

However, if you are just starting out, and you don’t have a lot of applications coming in, and you
don’t have name recognition and people who are really excited and interested in working for you,
then it may be a better idea to wait and ask people to do the audition after you’ve done the initial
interview. They’ve met you, and they are serious about the job because when a lot of people are
applying for jobs, they’re applying to many, many jobs at once. Whether or not that is a good idea,
that is how it often happens, so they may just see something like this and move on to the next
position. You might think that would disqualify them, but there are probably some qualified
applicants. They haven’t met you yet. They’re not sure whether they want to invest that time and
energy, especially since they are not getting paid. In that situation, it might be better to have the
in-person or Zoom video interview first with the applicant, and then at the end of that interview,
you can say “we’d like you to complete this audition.” We’ve found that it is a better indicator of
future performance than anything else, including a cover letter, a resume, or even an interview.
We’ve never had someone say no to that.

Another possibility is using a more detailed audition that is harder and more complex, which gives
you an even better indicator of their performance. In most cases when we’ve done that we’ve paid
people for those auditions because | don’t think it is a good idea to ask people to do too much free
work. That generally doesn’t sit well. You want to show them that you’re serious about them, and
you value their work. That would obviously increase the cost of hiring someone, but in that
situation, you would only do the audition after you’ve narrowed it down to two or three
candidates. Even if you have to pay each of them to do the audition and you end up spending $100
or $200, it will be well worth it. We’ve found, again—as I've said now a few times—that it is by far
the best indicator of future performance.
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Audition

Please complete the following requests below. We have found that asking potential employees
to complete a few representative tasks is a far better indicator of how they are likely to perform
in their position than a cover letter or resumé.

1. Scenario: Chris uses iCloud calendar. He would like to be
notified (via Notification Center in OS X, not email) when
you schedule an event for him so he can approve or
decline, and/or add a reminder to the event. He uses
Fantastical 2 as his calendar app. Please determine
whether this functionality is offered by that application.

2. Scenario: Chris would like to do a 2-day personal retreat
to focus on developing content for a new program he is
working on. Criteria for this retreat: within 75-min drive of
Berkeley, in beautiful/natural area, relatively close to
natural/health food store and/or farm-to-table
restaurants, close to hiking trails and/or beach,
comfortable work desk, price range up to $300/night.
Propose three accommodations/locations that meet

these criteria.

3. Scenario: Chris has received repeated email and voice
messages inviting him to be a guest on a particular
podcast. The podcast is new, has a small audience, is not
a good fit in terms of content, and Chris is presently
focused on creating content for a new clinician training
program. Please draft an emall response to the
podcaster declining the Invitation,

On that note, here is an audition that | use for hiring an executive assistant. You can see that the
questions are much more difficult, and they reflect the complexity of that position. For example,
question number one says, “Chris uses iCloud calendar. He’d like to be notified via notification
center in OS X, not email, when you schedule an event for him so he can approve or decline and/or
add a reminder to the event. He uses Fantastical 2 as his calendar app. Please determine whether
this functionality is offered by that application.” This is getting at a number of different core skills.
First of all, they have to be tech savvy. Second of all, they have to know how to do some research
and figure out a question like this that is based on a technology platform. In most cases, | want
them—unless they do know the answer—to take the initiative and contact Fantastical 2 support.
There are a number of different core competencies that we’re getting at with that type of question.
Question number 3—Ill just skip over 2, you can read it if you like—"Chris has received repeated
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email and voice messages inviting him to be a guest on a particular podcast. The podcast is new. It
has a small audience. It’s not a good fit in terms of content, and Chris is presently focused on
creating content for a new clinician training program.” This was a real audition earlier in the year
when | was building ADAPT. “Please draft an email response to the podcast declining the
invitation.” Here, I'm looking at their writing skills. I'm looking at their familiarity with my work. 'm
looking at how diplomatic they can be in drafting that email declining the invitation.

Certainly, these questions are much more detailed and time consuming. As | mentioned on the last
slide, if we asked someone to do this, we would make it be a paid audition, and we wouldn’t have it
be part of the application process. We would do it after we’ve already narrowed down to two or
three candidates who we are seriously considering.
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