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FOCUS ON CHARACTER NOT COMPETENCE 
3 WAYS TO BUILD A STRONG ORGANIZATIONAL CULTURE 
BY BILL HOGG 

This is the second in our 6 part leadership speaker series of articles that looks at stimulating change for passion & profits.  

Your organization is only as good as the talent you recruit. It is the people who define and shape the 
organizational culture -- so identifying people with the right character, attitudes, and behavior must be the 
highest priority when hiring or promoting within. 

In my experience as a leadership change consultant, character always wins -- too often people are hired for 
competence, but fired for character. This is why it’s important to ensure your recruitment process is focused 
on finding and hiring people who share the same values as your organization. 

A 3 Step Approach to Hiring Individuals Who Fit Your Culture 

Finding the right people to work in your organization begins with a well thought out hiring process that gives 
priority to character and behavior over competence.  

As I have argued in previous articles, such as Three Critical Elements for Finding the Right People to Work 
in High Performance Environments, “No matter how well defined your vision may be or how well the vision 
is communicated internally, you still need to have the right people in roles that are suited for their personality, 
skills, and abilities.” 

In order to hire the right people, you need to be clear about your organization’s mission and about the 
character and competences required to fill the open position. Following this 3 step approach will help you 
find the right people: 

1. Focus on character: Character should not be confused with attitude. Character is how someone fits 
with your organizations values and whether they conduct themselves in alignment with those values. 
Someone can have a bright a cheery attitude, but still not share the same values/character traits you 
are looking for. Think about your culture -- is it collegial or competitive. Differences in character will 
create discord in your organization. 

Of course, specific skills are often essential in a specific role, 
however, no matter how skilled someone is, the wrong 
character and the wrong fit will eventually lead to issues. Once 
you have quickly eliminated those who do not have the basic 
required skill sets, focus on character and someone who has 
the right mindset that will fit and enhance your current culture 
and has the ability to hit the ground running.  

2. Look for the right past behaviors: Probe for situational examples of past behaviours that 
demonstrate their character in action. Focus more on how they did it (their character) and less on 
what they did (the skill) -- make sure to listen for the "how versus the "what". 

3. Teach skills: Yes, potential candidates must have a certain level of competency, but skills should not 
be the focal point of the hiring process. Missing skills can be taught. Look for people who exhibit a  
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willingness to learn, grow, and do what is best for the organization. Training can be used to fill in skill 
and knowledge gaps, and people with good character realize this and will be willing to put in the time 
and effort to ramp up as quickly as possible. These are the people who will have the biggest impact on 
performance and will fit within your culture without making waves. 

Developing New Employees and a Strong Organizational Culture 

The real driver for long-term success is found in your organization’s culture. You can’t hire the right people if 
you don’t first understand your desired culture and the type of people who are a good fit. The right hire 
should enhance and strengthen your desired culture. 

You also won’t be able to keep good people if you have a poor work environment. Companies succeed when 
the culture they create to improve employee satisfaction and build a strong work environment also attracts 
good job candidates. There is a reason why people flock to some companies and are reluctant to apply for 
positions at others.  

As a leader, it’s important for you to not only develop new hires, but also reflect on the management practices 
internally that contribute to a high performance work environment. Ask yourself: 

 What is our mission? What are our goals? Does our team clearly understand what is expected of them 
to achieve these objectives? 

 Are we making strides forward? Are we providing adequate feedback and support to our employees?  

 What support are we providing to our team? Are we offering enough training? 

 Are we meeting our team’s needs? How do we recognize our people for their efforts? 

As a leader, it is up to you to set the tone for your organization. It starts with the hiring process and follows 
through with culture development. When the people with the right character, behavior and skills are hired, 
your team will achieve a common vision more effectively, helping you deliver better results and create a 
culture and a company that will attract people with both character and competence.  

The next article in our 6 part leadership speaker series will examine how to build trust and collaboration into your 
organizational culture. 

For more information about this topic or to book Bill for a leadership speaking engagement, or organizational 
change consultation feel free to contact Bill Hogg or visit us online at www.BillHogg.ca where you can sign 
up to receive an article like this each month. 

Change Instigator | Transformational Leadership Expert | Professional Speaker  

Bill is the "just do it" guy who has walked in your shoes. He is recognized as the Performance 
Excelerator™ because of his uncanny ability to stimulate change and transform organizations -- to 
create long-term, profitable relationships with customers and excelerate performance, productivity and 
profits with leaders and their teams. 

Bill provides world class executive consulting, dynamic keynote presentations and transformative 
workshops for clients that include; Adecco, Ontario Teachers’ Pension Plan, Pita Pit, RBH, State 
Farm Insurance, Thompson Ahern, Toronto International Film Festival and ServiceOntario. 
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