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I N T R O D U C T I O N

Why Hiring Is Broken

We’ve all heard it said that a company’s most important asset 
is its people. When we say we love a company, what we’re 

 really saying is we love the work being done by the people in that 
company. People are the reason why Apple, Alphabet (Google), 
Amazon.com, and Starbucks remain some of the world’s most 
admired companies.1 �at’s why hiring the right employees is 
so important. Good employees who do outstanding work make 
their companies great.

Because of this extreme importance of people, hiring has long 
been rooted in fear— fear of getting it wrong. Making a mistake 
can be costly. A bad hire can undermine a department, delay a 
project, and damage the reputation of the hiring manager. �e 
damage  doesn’t stop there.

According to the Society for Human Resource Management 
(SHRM), a hiring mistake could cost up to �ve times the bad 
hire’s annual salary.2 Also, a majority of chief �nancial o�cers 
surveyed by global sta�ng �rm Robert Half suggests the biggest 
cost of a bad hire might not be �nancial. �ey ranked degraded 
sta� morale and a drop in productivity as more signi�cant issues.3

To ensure they have the right people, leaders have been 
encouraged to be “slow to hire and quick to �re.” �ey’ve adopted 
interviewing techniques that look at past behavior as a predictor 

1
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of future performance. �ey’ve also employed testing and tech-
nologies to measure skills, analyze personalities, and assess 
honesty and integrity. One or two rounds of interviews with pro-
spective job candidates have expanded into three, four, or even 
�ve rounds. As a result of these intensive and expanded e�orts, 
�lling one job can take weeks or months— all in an e�ort to get 
it right the �rst time.

�is standard approach (keeping a job open until the right 
person shows up) has a big downside. In an organization, an 
empty seat is like an open wound. It’s a painful distraction that 
interferes with the business’s core mission. �e department man-
ager has to manage the extra workload. HR has to add one more 
task to its already over�owing plate. �e talent acquisition team 
has to scramble to �ll one more open job, made harder because 
of a skills shortage. With every passing day, overtime pay builds 
up, as do hiring costs.

Finding enough quali�ed candidates to interview can take 
weeks or months. Once they begin, the multiple rounds of inter-
views are often followed by testing, reference checking, and 
background checks. Finally, if all goes well, an o�er is made to the 
most quali�ed person. However, if that o�er is rejected and the 
second choice candidate has already moved on, the process starts 
all over again, adding more time, more e�ort, more expense, 
more overtime, more interviews.

Has slow to hire and quick to fire worked? Not if you’re a 
leader with an un�lled job. Certainly not if you’re in HR and can’t 
�nd enough quali�ed people. De�nitely not if you’re in talent 
acquisition, and your best candidate was hired by a faster com-
petitor. Time- to- �ll (the length of time it takes to �ll a job) is at an 
all- time high (Figure Intro.1),4 and there’s been no improvement 
to employee turnover.5

2 HIGH VELOCITY HIRING
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�e world operates on a faulty premise: People equate time 
and e�ort spent on hiring with making a quality hire. �e more 
time they take, the more energy they expend, the better the hire 
will be. It gives them a false sense of control. Taking lots of time 
to hire  doesn’t save companies from bad hires; it only saves peo-
ple from making a decision they’re afraid may be wrong. It’s not 
that these are bad people. �ey simply have bought into a bad 
idea. �e old way of hiring is to keep a job open until the right 
person shows up. It’s created long time- to- �ll, lots of open seats, 
higher expenses, added e�ort, and frustrated leaders.

Hiring is broken, and that’s why I wrote this book. �ere’s a 
new way to hire that’s faster, e�cient, and e�ective. Instead of 
waiting for the right person to show up, the new way to hire is to 
wait for the right job to show up. Instead of waiting until a seat 
is empty to search for talent, the new way of hiring starts the 
talent search before that job opens. Rather than recruiting from 

 F IGURE IN T RO.1  Time- to- Fill (dhihiringindicators.com)
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behind, it requires that leaders plan ahead, lining up talented 
people before they are needed.

�e importance of having talented people in each role exactly 
when they’re needed makes the new way of hiring a strategic 
imperative. Everyone involved in employee selection— executives, 
hiring managers, HR, and recruiters—is part of an e�cient pro-
cess that �lls jobs the day they become open.

If you’re thinking this sounds too simple or too good to be 
true, you’re not alone. �at’s a common reaction— that is, until 
you look at how the rest of the world has gotten much faster, and 
how those lessons apply to hiring.

Choosing to Be Fast

It  wasn’t that long ago that simple, everyday tasks took an hour, 
a day, or longer. �e process of booking a trip began with calling 
a travel agent, who researched options, called us back, and then 
booked the trip for us. Today, we can book that �ight ourselves 
in a matter of minutes. Depositing checks meant getting in the 
car,  driv ing to bank, waiting in line, and handing those checks 
to a bank teller. With mobile banking, we can make those same 
deposits from our desk in a matter of seconds. Developing photos 
used to require mailing the roll of �lm to a processor or dropping 
it o� at the one- hour photo store. Now, we can instantly view 
those photos on our cameras or smartphones and immediately 
print them at home.

Being faster than competitors, without sacri�cing quality and 
accuracy, has given a growing number of companies a distinct, 
competitive edge. Take for example sandwich shops, arguably 
one of the most oversaturated segments of the restaurant trade. 
In 1983, then 19- year- old Jimmy John Liautaud opened his 
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�rst sandwich shop in Charleston, Illinois. O�ering delivery of 
his sandwiches made his shop popular. As the company grew, 
Jimmy John’s made a choice not just to deliver but to do so faster 
than competitors, what they refer to as “freaky fast delivery.”6 
�eir commitment to providing a quality product with speed 
has paid o�, elevating Jimmy John’s to the number- one spot on 
Entrepreneur magazine’s list of top 500 franchises.7

Getting something fast used to mean sacrificing quality. 
Accuracy once required time and lots of patience. Today, more 
of what we need or want can be acquired right now or just min-
utes from now. From downloads to deliveries to services on 
command, the rise of the on- demand economy has made speed 
a requirement for doing business, not just a competitive advan-
tage. �e development of the process that drives the on- demand 
economy demonstrates that speed, quality, and accuracy are not 
mutually exclusive.

�is brings us to an important question: What happens when 
you apply the process for the on- demand delivery of products and 
services to hiring? �e answer: You get organizations that can �ll 
their jobs in less than an hour. �roughout the book, you’ll learn 
how companies across the globe have applied the principles of the 
on- demand economy to hiring. You’ll gain a step- by- step process 
for implementing fast and accurate hiring of quality employees in 
your company. Also, you’ll discover consequences that many �nd 
surprising: Hiring faster creates better employees and improved 
working relationships.

How I Developed High Velocity Hiring

My involvement with High Velocity Hiring started when I was 
16 years old and looking for my �rst job. I went door to door, 

 Why Hiring Is Broken 5
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visiting the businesses all around my Canton, Ohio, neighbor-
hood. I asked for a job at a �orist, a dry cleaner, a car dealer, and 
a few convenience stores. I even asked for a job at a funeral home. 
I heard variations of the same “no.” It  wasn’t until I got to a little 
mom- and- pop restaurant, �e Sandwich and Wa�e Shop, that 
I was hired as a busboy on the spot. I, of course, was thrilled 
and assumed that this was how all businesses hired— quickly and 
decisively. �is belief was reinforced in my �rst year of college, 
when I applied to work in a manufacturing plant and was hired 
that same day.

A few years later, I began my career as a recruiter. �at  wasn’t 
my original plan. In college, I was a music major who wanted to 
become a high school band director. I learned about recruiting 
when I went to an employment agency, looking to earn extra 
money. During the interview, the o�ce manager asked if I’d ever 
considered a job in the sta�ng industry. I  didn’t know there was 
such an industry. While I  didn’t accept her o�er, it did plant a 
seed. �at I could earn a living matching people and jobs seemed 
like a meaningful career. Within a few months, I sought out my 
�rst sta�ng job. It came with what I thought was a highly impres-
sive title— executive search consultant.

As I began my tenure in recruiting, I discovered that the 
instantaneous hiring I had experienced was far from the norm. 
At the employers I contacted, jobs had frequently been open for 
weeks, months, and sometimes years. O�en, these jobs weren’t 
open because of a lack of candidates. �e companies had already 
interviewed dozens of people, some of whom were well quali-
�ed. However, they weren’t hired, even though that empty seat 
was delaying projects, creating missed opportunities, and costing 
lots of overtime. �ese companies allowed the process to drag on 
and on.

6 HIGH VELOCITY HIRING
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�ese hiring delays were also a�ecting job candidates. Many 
were already working full- time jobs and had little time to deal 
with a drawn- out hiring process. In some cases, I watched qual-
i�ed candidates grow so frustrated that they abandoned their 
search. Rather than tolerate an ine�cient, prolonged job search 
that may or may not improve their circumstances, they chose to 
stick it out with their current employers— even when their cur-
rent jobs were not meeting their needs.

I saw this as an opportunity. Yes, this was about doing the 
greater good and facilitating a process where the needs of all 
parties were met quickly. Just as important, I felt like I had 
found my purpose. I had always wanted to make a di�erence, 
which is one of the reasons I wanted to be a teacher. What I 
never expected is that I would be teaching people a new way 
of hiring. Was this easy? Heavens no! I was working against 
the status quo. I had to have talent ready to go, encourage hir-
ing managers to act quickly, and then keep the process moving 
forward.

�e payo� of being an on- demand provider of talent became 
clear quickly. One of my favorite examples is that of a manu-
facturer in North Carolina. Their information technology 
department needed a leader. Based upon their previous expe-
riences with recruiters, they thought it would take months to 
�nd the correct person. However, since I had cultivated a Talent 
Inventory, my “warehouse” of people that were ready to go, that 
 wasn’t the case. I told them about Mark, a candidate in my ware-
house, who they hired the very next day. �at was more than 
two decades ago, and Mark is still there, reinforcing for me that 
rapid hiring can be done immediately and accurately. In fact, he 
was promoted to chief technology o�cer and plans on retiring 
there— unless he gets an unexpected call from NASA.

 Why Hiring Is Broken 7
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Watching the ongoing, positive impact that this approach was 
having in the companies I led inspired me to share this with a 
broader audience. �at is why I became a business advisor and 
consultant, creating the Wintrip Consulting Group in 1999. Since 
then, I’ve been honored to work with companies across the globe, 
helping them to implement a process that allows them to hire in 
an instant: �e very same process you’ll learn about, in detail, in 
this book.

You’ll also read about the impact an on- demand approach to 
hiring has had for companies both large and small, including:

 • Why a �nancial institution was able to recruit more top 
talent than they could ever hire

 • How a technology company improved new- hire success by 
over 90 percent

 • Why a hospital could �ll open nursing jobs in less than an 
hour

 • How a manufacturer eliminated turnover for its most criti-
cal roles

Having now shared this expertise with thousands of com-
panies, and tens of thousands of their employees, I know that, 
together, we have impacted the lives of hundreds of thousands 
of people who have gone to work faster, improving their lives 
and circumstances along the way. All the while, those companies 
have become better organizations that achieved improved reve-
nue, higher employer retention, and greater market share, just to 
name a few of the many positive results.

8 HIGH VELOCITY HIRING
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How This Book Is Structured

In Chapter 1 we’ll explore the primary cause of open jobs and 
long time- to- �ll, along with beliefs and common recruiting and 
hiring methods that keep people stuck in the status quo. Chapter 
2 begins our focus on eliminating these causes of ine�cient hir-
ing. We’ll look at the rise of the on- demand economy and how 
we can apply its core principles to �lling jobs. Chapters 3 through 
8 detail the steps of the Talent Accelerator Process (TAP), the 
method you’ll use to engage in High Velocity Hiring:

 • Step #1— Create Hire- Right Pro�les: You’ll learn how to 
create detailed blueprints of who’s the best �t for a job.

 • Step #2— Improve Candidate Gravity: To draw a better 
�ow of top talent that matches each Hire- Right Pro�le, 
you’ll discover how to assess and improve the attractive 
force your company has on potential employees.

 • Step #3— Maximize Hiring Styles: To counteract hiring 
blindness, a psychological phenomenon that narrows per-
ceptive ability and causes hiring mistakes, I’ll illustrate how 
to create hiring teams comprised of four complementary 
hiring styles.

 • Step #4— Conduct Experiential Interviews: You’ll learn 
how to conduct experiential interviews, allowing you to gain 
absolute proof that a candidate either does or does not �t the 
needs of your company.

 • Step #5— Maintain a Talent Inventory: To ensure that jobs 
can be �lled the instant they open, you’ll discover how to 
build and maintain a supply of people ready to be hired the 
moment they are needed.

 Why Hiring Is Broken 9
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 • Step #6— Keep the TAP Flowing: You’ll learn what can 
interfere with the new way of hiring, and gain methods to 
ensure you can always hire in an instant.

Chapter 9 explains how to improve hiring e�ciency using 
automation. In Chapter 10, you’ll learn how to partner with the 
best external talent scouts. Chapter 11 shows you how to use the 
Talent Accelerator Process to sustain a diverse workforce.

�roughout the book, I’ve included stories about leaders and 
organizations across the globe. In many instances, I mention the 
leader by �rst name only, and I describe their organization with-
out identifying it explicitly. �is was done either at their request 
or to protect con�dentiality.

At the end of every chapter, you’ll find a list of suggested 
action steps. �ese will help you implement the ideas you’ll be 
reading. I recommend bookmarking these pages, as they will 
serve as a ready reference that you’ll want to review o�en.

Before we begin, I want to say “thank you,” but not just for 
buying this book. How your organization �nds and selects peo-
ple is the most important part of your business strategy. Your 
involvement in the hiring process impacts the most important 
asset of your company and is a very important part of people’s 
lives. �ank you for the work you do each day. By making the 
hiring process faster and more accurate, your organization will 
have talented people instead of empty seats. �e people in those 
seats will have faster access to the resources they need to live their 
lives and support their families. Now, together, let’s get started so 
you can hire in an instant.

10 HIGH VELOCITY HIRING
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CHAPTER

1

The Emperor Has 
No Talent

What Causes Long Time- to- Fill?

Why does it take some companies weeks or months to �ll 
just one job? Maybe it’s the companies’ reputation if they’re 

known as bad places to work. Possibly, it’s their location if they’re 
situated in a part of town that’s di�cult to reach. Also, it could be 
an undesirable work environment, low pay, or a bene�ts package 
that’s lousy. While one or more of these issues can be a factor in 
attracting quality candidates, most companies blame long time- 
to- �ll on a shortage of available talent. However, available talent 
is not the real problem.

Some companies �ll their open seats with relative ease and 
speed, even though there are more jobs than people to �ll them. 
What makes these organizations truly di�erent isn’t their repu-
tation, location, work environment, or pay and bene�ts. It’s how 
they’ve chosen to address the talent shortage. �ey recognize that 
the old way of hiring—  keeping a job open until the right person 

11
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shows up— doesn’t work when there’s a people shortage. �e lead-
ers in these companies understand that a reactive process  doesn’t 
work, and that the old way of hiring resulted from having the 
wrong mindset.

Today, these leaders and their companies engage in the new 
way of hiring by actively cultivating top talent and then waiting for 
the right job to open. �ey’ve acknowledged that there’s always a 
shortage of talent, which requires a shi� in thinking and a per-
manent change in hiring strategy.

The Perpetual Talent Shortage

For years, the media has bombarded us with stories about the 
skills shortage. Not enough people have been available to manage 
the volumes of data being crunched by businesses.1 A scarcity 
of welders, electricians, and machinists has hampered manufac-
turers.2 Companies have struggled to �ll openings for sales reps, 
teachers, and nurses.3 �e talent shortage has also slowed con-
struction of new homes.4

Contrary to common belief, talent shortages even persist 
during economic downturns. During the Great Recession, there 
was still a disparity between open jobs and quali�ed people to �ll 
them. An October 2008 report by CNN indicated that a “short-
age of quali�ed workers continues to impact employers with 59 
percent of hiring managers citing it as their primary recruiting 
challenge.”5

�e United States  wasn’t the only country experiencing short-
ages of skilled workers in the midst of the Great Recession. Japan 
was running out of engineers,6 and Australia  didn’t have enough 
lawyers.7 �e automotive industry listed the lack of skilled talent 
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 Research-driven and pragmatic, Scott Wintrip
 boils down 30 years of hard-earned lessons on
 hiring into an interesting and digestible 
process for business owners, HR leaders, and recruiting 
professionals alike. He’s taken the often reactive and 
suboptimal way most of us hire and turned it into a 
proactive, repeatable process critical for all growing 
businesses. As a result, the new world of talent 
engagement just got a playbook.”

—Eric Gregg, Founder and CEO, Inavero

 Talent is what differentiates organizations, and
 the best talent will always be the hallmark of
 the best organizations. Quickly finding and 
retaining talent is a must, and High Velocity Hiring offers 
proven and surprisingly potent ways to radically shrink 
time-to-fill so you can find and keep the right talent for 
your organization.”

—Amy Dufrane, CEO, HR Certification Institute

 Scott Wintrip’s book is exactly on point for
 today’s economy, especially in a tight labor
 market that is only going to get tighter. 
Chapter 2 on the Talent Accelerator Process and Chapter 
11 on Durable Diversity are two items every organization 
needs to be paying attention to as these are especially 
critical issues. Labor issues could easily determine your 
success and growth in the years to come.”

—Dr. Alan Beaulieu, Principal and Senior Economist, ITR Economics

HighVelocityHiring.com

When you buy the full version of High Velocity Hiring, you’ll 
learn how to eliminate the stress and overwhelm of recruiting 
and interviewing. Hiring won’t be a hassle. You’ll be able to fill 
jobs the moment they open.

Buy your copy today!
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