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Four unintended
consequences of hiring
the wrong employee

BY MARGARET GRAZIANO

Businesses are facing one of the most severe
employee engagement crises in history.
Burnout, dissatisfaction, transactional mindsets,
and a global political climate that leaves people
gither raging with anger or paralyzed by fear

are colliding with a “doom scroll” culture fueled
by social media. Add in the lingering effects of
long COVID, a complex generational baton pass,
and shiffing workforce expectations, and the
challenge for leaders is clear: Business-as-usual
thinking no longer warks.

You need fo make sure you're hiring the right
neaple, for the right reasons, and for the right
roles. Most CEOS and managers understand
the financial cost of a bad hire, but the deeper,
systemic damage often goes unnoficed until
i's foo [afe.

Outdated hiring practices can lead to four costly
CONSequences.

ented Gustomer Service

Great service begins with understanding your product or
service and why it's needed. Skills and knowledge can be
taught. Caring cannot.

Behavioral and performance research shows that excellent
service flows from a set of values, attitudes, and beliefs
aligned with your service philosophy. When someone takes a
customer service role for the wrong reasons, no training will
overcome their lack of connection to the work. Customers
and coworkers feel itin the form of apathy, indifference, and
mechanical responses.

In today’s market, expectations are higher than ever, and
asingle bad interaction can be broadcastinstantly across
social channels.

To address this situation, hire for the “service centralizer”
trait—people who genuinely value connection measure
success by the customer’s experience. These individuals
areloyal, mission-driven, and committed to serving both
customers and community.

Earlyin theinterview process, ask candidates how they
measure success, how they know customers are satisfied,
and how they handle challenges. Look for solution-oriented,
empathetic responses thatreflect a service-oriented mindset.
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Depleted Problem Solving

When you hire purely on resume keywords, without
screening for values, conceptual thinking, and adaptive
problem solving, yourisk bringing in someone who
doesn't want or know how to solve problems. Instead

of initiative, you get excuses. Instead of collaboration,
you get finger-pointing. These are the people who see
obstacles rather than opportunities, resist change, and
let deadlines slip because “the system” is at fault.

The truthis, problem-solving competencies are
difficult to teach. That's why you need to assess them
before hiring. The best problem solvers are proactive
rather thanreactive. They focus on what they can
control, refuse to waste time blaming, and look for ways
toinfluence outcomes.

Key competencies to hire for are initiative, self-con-
fidence, and practical thinking. In interviews, ask
candidates to share a situation where they encountered
amajor obstacle. Listen for how they took ownership,
generated options, and followed through, not just what
theresultwas. This question might seem clichéd, but
there's a good reason for asking it.

You need fo make sure you'e
hiring the right people, for the right
reasons, and for the right roles.

Eroding Workforce Productivity

Rushed hiring decisions almost always lead to turnover. The
wrong fit may take months toreveal itself, but by then the
damage is done.

Gallup reports that only 31 percent of U.S. employees are
actively engaged, while 17 percent are actively disengaged.
Hybrid work, shifting generational expectations, and the lasting
effects oflong COVID are reshaping productivity norms. Some
employees are managing chronic health conditions, energy
fluctuations, and cognitive fatigue, all of which affect output
and morale.

Further complicating the picture: changing times. What
motivated workers decades ago may not resonate with people
justentering the workforce. Leaders need to navigate a
workplace thatrequires adaptability, empathy, and clarity
about performance expectations.

Leaders themselves are also under pressure. This year has
seen a spike in executive-level terminations and turnover, and
hostile work environment claims. Many leadership missteps
aren't new; they're simply less tolerated in today’s environment.

Inaworld full of distractions, leaders need the behaviors that
inspire others to engage fully in their roles, and, for non-manag-
ers, the skills to direct their own work, avoid distractions, and
deliver results.

Hire for resilience, initiative, and self-direction. Look for
candidates who canrecover from stress, adapt to shifting
demands, and stay on track without constant oversight. Use
open-ended interview questions like, “How much direction do
youneed to get started?” or “If circumstances changed at the
last minute and you needed to work outside normal hours, how
would you handle it?”
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Time and Energy Losses for
the Team and Leadership

You've heard the saying: 80 percent of amanager’s time

is spent with the bottom 20 percent of performers. The
competition for talent can tempt you to hire the first decent
resume that comes across your desk, but filling a seat
quickly canresultin empty seats later, or worse: full seats
with no payoff.

Thisis also exhausting for managers. In a survey done
atthe end of 2024, 53 percent of managersreported feeling
burned out. Many are stuckin roles of correction, babysit-
ting, and micromanagement, which stifles creativity,
erodes culture, and turnsleadership into damage control.
This exhaustion often stems from repeated mis-hires, a
lack of coherent hiring strategy, and a broken feedback
loop. Too many leaders delegate “fixing people” to HR or
waittoolongto address performance issues, allowing
disengagement to spread.

Leaders need to actas coaches, notcommanders, and
organizations need to be responsive, notreactive. That
requires hiring systems that are rooted in clarity, cultural
alignment, and conscious decision-making.

Conscious Hiringina
Distracted, Fast-Moving World

Distractions and disruptions aren’t going away. We'll be navi-
gating generational transitions for at least the next 5 to 6 years,
and Al and technological advancements will only accelerate
the pace of change. This makes clarity in hiring more critical
than ever. You must know exactly who you are hiring, why you
are hiring them, and what you need from them. That begins
with starting with the end in mind.

Askyourself:

= [fthe company could talk, what would it say is the purpose of
thisrole?

= Whatreturn on investment should this role produce?

= Iftherole could speak, what competencies, attitudes, beliefs,
and experiences would it ask for?

The first stepin conscious hiringisrole analysis. From there,
design interview questions thatreveal how a candidate thinks,
acts under pressure, and aligns with your mission and values.
Ifhiring the right people for the right role matters to you (and it
should), then youneed to hire slowly, hire mindfully, and hire
withtheendinmind.d

Margaret Graziano is the founder and CEO of KeenAlignment.
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