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²ŜΩǾŜ ŀƭƭ ōŜŜƴ ǘƘŜǊŜΦ !ŦǘŜǊ ŀƴ ŜȄǘŜƴǎƛǾŜ ŀƴŘ ǘƘƻǊƻǳƎƘ ǎŜŀǊŎƘ ŦƻǊ ŀ ƭƛƴŜ ƳŀƴŀƎŜǊΣ ƻƴŜ 
candidate stands out. This candidate has the right experience, solid qualifications, and a 
relevant work history, and she gave an impressive performance during the interview 
process.   She said the right things, put forward some great ideas and generally presented 
very well. You hired her.

¢ƘǊŜŜ ƳƻƴǘƘǎ ƭŀǘŜǊΣ ȅƻǳ ōŜƎƛƴ ǘƻ ǉǳŜǎǘƛƻƴ ȅƻǳǊ ŘŜŎƛǎƛƻƴΦ ¸ƻǳǊ ƴŜǿ ƘƛǊŜΩǎ ǘŜŀƳ ŀǇǇŜŀǊǎ 
disgruntled, morale is low, and output and productivity are well behind the figures from 
the previous quarter.

!ŦǘŜǊ ƛƴǾŜǎǘƛƎŀǘƛƴƎ ŦǳǊǘƘŜǊ ŀƴŘ ǎǇŜŀƪƛƴƎ ǿƛǘƘ ŀ ŦŜǿ ƪŜȅ ǘŜŀƳ ƳŜƳōŜǊǎΣ ȅƻǳ ǊŜŀƭƛȊŜ ǘƘŜǊŜΩǎ 
a disconnectτa mismatch. While she looked impressive on paper and presented well 
during one-on-ƻƴŜ ƛƴǘŜǊǾƛŜǿǎΣ ȅƻǳǊ ƴŜǿ ƘƛǊŜΩǎ ǎǘȅƭŜΣ ŀǇǇǊƻŀŎƘΣ ŀƴŘ ōŜƘŀǾƛƻǊ ƻƴ ǘƘŜ Ƨƻō 
are simply inconsistent with the values and expectations of your organization. Her modus 
operandiis foreign to her colleagues. Your new hire is not a good cultural fit and one or 
more of the following hazards may be the cause.

1. Inadequate capability

2. Poor job fit

3. Fuzzy goals and accountabilities

4. Poor relationship with manager

5. Poor relationship with co-workers

6. Health and wellness issues

7. Physical and environmental factors

Introduction
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5ƻƴΩǘ ƧǳŘƎŜ ŀ ōƻƻƪ ōȅ ƛǘǎ ŎƻǾŜǊΣ ŀƴŘ ŘƻƴΩǘ ōŜƭƛŜǾŜ ǿƘŀǘ ȅƻǳ ǊŜŀŘ ƻƴ ŀ ǊŜǎǳƳŜΗ

Capability refers to the skills, tools and experience that a person needs in order to successfully 
perform her job. When any of these factors are missing, there is an increased chance that the 
ŜƳǇƭƻȅŜŜ ǿƛƭƭ ǳƴŘŜǊǇŜǊŦƻǊƳΦ Lǘ ƛǎƴΩǘ ǳƴŎƻƳƳƻƴ ŦƻǊ ƘƛǊƛƴƎ ǇǊƻŦŜǎǎƛƻƴŀƭǎ ǘƻ ƻǾŜǊƭƻƻƪ ǘƘŜǎŜ ōŀǎƛŎ 
factors, especially if a candidate has solid academic credentials and comes across as intelligent and 
ŎƻƴŦƛŘŜƴǘ ƛƴ ŀ Ƨƻō ƛƴǘŜǊǾƛŜǿΦ CǳǊǘƘŜǊƳƻǊŜΣ ƛǘΩǎ ƴƻ ǎŜŎǊŜǘ ǘƘŀǘ Ƴƻǎǘ ŎŀƴŘƛŘŀǘŜǎ ŜȄŀƎƎŜǊŀǘŜ ǘƘŜƛǊ 
abilities on their resumes and job applications. 

Diagnostics that help you identify if an underperforming employee has adequate capability:

SkillsτDo you know what skills are needed to perform the job and whether the employee 
ǇƻǎǎŜǎǎŜǎ ǘƘƻǎŜ ǎƪƛƭƭǎΚ LŦ ǎƘŜ ŘƻŜǎƴΩǘ ǇƻǎǎŜǎǎ ǘƘŜ ƴŜŎŜǎǎŀǊȅ ǎƪƛƭƭǎΣ Ƙƻǿ ǿƛƭƭ ȅƻǳ ƘŜƭǇ ƘŜǊ ŀŎǉǳƛǊŜ 
them, and how long do you expect that process to take? Skills training takes time and money, and 
results are never guaranteed unless there is adequate commitment from both the manager and the 
ŜƳǇƭƻȅŜŜΦ  LǘΩǎ ƛƴ ŜǾŜǊȅƻƴŜΩǎ ōŜǎǘ ƛƴǘŜǊŜǎǘ ŦƻǊ ǘƘŜ ƳŀƴŀƎŜǊ ǘƻ ǎŜǘ ŀǇǇǊƻǇǊƛŀǘŜ ŜȄǇŜŎǘŀǘƛƻƴǎ ŦƻǊ ǘƘŜ 
employee from the beginning. This is especially true if the job requires special technical capabilities.

ToolsτEven if an individual has the skills and experience to do the job, does he have the tools to 
ŘŜƭƛǾŜǊ ǇŜŀƪ ǇŜǊŦƻǊƳŀƴŎŜΚ CƻǊ ŜȄŀƳǇƭŜΣ ŀ ƘƛƎƘƭȅ ǎƪƛƭƭŜŘ ŀƴŘ ŜȄǇŜǊƛŜƴŎŜŘ ǿŜō ŘŜǎƛƎƴŜǊ ŎŀƴΩǘ ōǳƛƭŘ ŀ 
ǿŜōǎƛǘŜ ǿƛǘƘƻǳǘ ŀŘŜǉǳŀǘŜ ŎƻƳǇǳǘŜǊ ƘŀǊŘǿŀǊŜ ŀƴŘ ǎƻŦǘǿŀǊŜΦ ¢ƘŜ ǘƻƻƭǎ ŘƻƴΩǘ ƘŀǾŜ ǘƻ ōŜ ǘƘŜ Ƴƻǎǘ 
up-to-date, but a system that crashes can be incredibly frustrating and unproductive, even to the 
best performer. 

ExperienceτWǳǎǘ ōŜŎŀǳǎŜ ŀƴ ŜƳǇƭƻȅŜŜ Ƙŀǎ ǘƘŜ ǎƪƛƭƭǎ ǘƻ Řƻ ŀ Ƨƻō ŘƻŜǎƴΩǘ ƳŜŀƴ ǘƘŀǘ ƘŜ Ƙŀǎ ǘƘŜ 
experience to apply those skills in his specific position. This is especially true for recent graduates, 
outside hires from different industries and internal hires from different departments. While the 
required skills may be similar from one job to the next, differing applications and terminology may  
require that the new hire take time to learn the nuances of his new position. 

1. Inadequate capability
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άCƛǘέ ǊŜŦƭŜŎǘǎ ǘƘŜ ōŜƘŀǾƛƻǊǎ ŀƴŘ ƛƴǘŜǊŜǎǘǎ ƴŜŜŘŜŘto succeed in a job

Many people fall into the trap of choosing a profession or job that is a bad fit. We are who we 
ŀǊŜΦ hǳǊ άƳŜƴǘŀƭ 5b!έ ƛǎ ƛƴŦƭǳŜƴŎŜŘ ōƻǘƘ ōȅ ƻǳǊ ƎŜƴŜǘƛŎǎ ŀƴŘ ƻǳǊ ŜŀǊƭȅ ƭƛŦŜ ŜȄǇŜǊƛŜƴŎŜǎΣ ŀƴŘ ƛǘ 
is almost completely formed by the time we are 20 years old. Rather than trying to 
understand ourselves so that we can choose a calling that builds on our strengths and aligns 
with our interests, we choose jobs because of peer pressure and societal influences.  

You probably know a medical doctor that trained at a prestigious school and worked for 
several years at a modern hospital. Despite adequate skills, tools and experience, he is aloof, 
insensitive and has a terrible bedside manner, and you only see him if no one else is available. 
He might have been better suited as a lawyer so that he could cross-examine a witness on 
ǘǊƛŀƭΦ Lƴ ǎƘƻǊǘΣ ƘŜ ǊŜŀƭƭȅ ŘƻŜǎƴΩǘ ǇƻǎǎŜǎǎ ǘƘŜ ƛƴƴŀǘŜ ŎƻƳǇŀǎǎƛƻƴ ǘƘŀǘ ǿƻǳƭŘ ƳŀƪŜ ƘƛƳ ŀ ƎǊŜŀǘ 
doctor. He is a poor fit for his job.

Skills can be taught, but behaviors are much more difficult to change
A doctor can improve his bedside manner through training and mentoring, but it takes 
ǘǊŜƳŜƴŘƻǳǎ ŜŦŦƻǊǘ ŀƴŘ ƳƻǘƛǾŀǘƛƻƴ ǘƻ ŎƘŀƴƎŜ ƴŀǘǳǊŀƭ ōŜƘŀǾƛƻǊΦ LŦ ŀƴ ƛƴŘƛǾƛŘǳŀƭ ƛǎƴΩǘ ƳƻǘƛǾŀǘŜŘ 
ǘƻ ŎƘŀƴƎŜΣ ǘƘŜƴ ƘŜ ǇǊƻōŀōƭȅ ǿƻƴΩǘΦ

Lǘ ƛǎ ƛƳǇƻǊǘŀƴǘ ǘƻ ǳƴŘŜǊǎǘŀƴŘ ŀ ǇŜǊǎƻƴΩǎ ƛƴƴŀǘŜ ōŜƘŀǾƛƻǊǎ ŀƴŘ ƛƴǘŜǊŜǎǘǎ ǿƘŜƴ ǘǊȅƛƴƎ ǘƻ ƳŀǘŎƘ 
him with the right job. Know the job, know what type of person is successful in that job, and 
then hire others who have the behavioral traits that fit that job. This is easier said than done 
because it is difficult to gauge behaviors in a job interview, but behavioral assessments can be 
extremely helpful.

2. Poor job fit
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