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Creating Hiring Criteria 
 
Hiring employees can be a positive or negative experience depending on the factors that 
affect the outcome. In the personal training industry, hiring new employees is even more 
challenging than in many other businesses. The main reason for the added difficulty is the 
variation in competency development among personal trainers, the dynamics of the job, 
and the constant demand for trainers, compounded with a high attrition rate. The 
variation in competency is common as some trainers may not have a formal educational 
background whereas others maintain extensive education and degrees in the field. 
Secondary to this issue is the fact that personal training not only requires competency but 
also a service-ended delivery. When working with people to motivate and encourage 
physical activity specific personality and human characteristics are necessary for success. 
Personal trainers must be good communicators, able to show empathy while leading with 
authority. The largest majority of people respond best to instructors who are personable, 
honest, and upbeat. An increasing problem facing fitness directors and those in hiring 
positions is the demand for trainers is surpassing the available pool of qualified and 
desirable candidates. Hiring the wrong person for the job can have numerous negative 
implications beyond simply a poor employee. In some cases the employee can weigh 
heavily on resources due to training needs and inefficiency, thereby creating deficits in 
productivity. Individuals who do not work well in the job environment often present a 
negativity that affects everyone in the surroundings. Likewise, realizing the wrong person 
was hired after the fact now presents issues of firing and re-hiring and all the headaches 
associated with the process, or worse, dealing with the on-going problems associated with 
the error. To avoid these issues and the many others that can occur from making hiring 
mistakes, fitness managers should take the necessary steps to prevent the problems from 
ever occurring. The following recommendations can go a long way in effectively 
producing quality hires that match the company’s mission.            
 
Know what you are looking for – Before selecting a new employee or even advertising 
the position, decide what it is that you are looking for in the ideal candidate. Make a list 
of important or ideal attributes a candidate should possess to be considered for the 
position. List the attributes from most important to least important and place check boxes 
next to each. If the performance characteristic is a “must have” ability or skill, star it. 
When conducting an interview reference the sheet and check the boxes identified by the 
candidate. If they do not have the starred “must have” attributes cut them from the 
potential hire list. If the attribute is so important to cause you to identify it as a “must 
have” quality, do not compromise your defined standards. 
  
Define minimum competency standards – Establish a must have matrix of education, 
experience and valid assessment of skills and qualifications. These defined minimum 
standards should be front and center when advertising positions, so the pool of candidates 
has a level of pre-screening. If training and education are provided set up an attainable 
timeframe to accomplish the qualification goals. One question to ask is “How much job 
experience is necessary?” It is not unreasonable to hire potential candidates who can 
grow into the position, but there must be a an established and reasonable effort for 
training. When training employees becomes a significant drain on resources, that process 
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can be counterproductive. Mentoring is one way to help facilitate smooth transitions into 
a new position. 
 
Create a hiring evaluation sheet – The list of desirable attributes and qualifications is 
just one component to a hiring evaluation sheet. Before interviews, review the resume 
and make evaluation notes for reference. Establish probing questions that help to address 
the qualities established on the hiring criteria list as well as other information about the 
candidate that will help in the selection process. The evaluation sheet should be used to 
identify skills or experiences from other domains as well. In some cases a well-rounded 
candidate with less job specific experience and background may fit better into your 
employee pool than someone with little diversity in experience. 
 
Hire based on aptitude – In many cases paper qualifications do not always transfer into 
employee potential or performance outcomes. Individuals who demonstrate a strong 
aptitude for learning, work well with others and fit into the team mentality often make 
much better hires than those who may have strong paper qualities, but come up short 
during interviews or present a vibe that doesn’t feel right.  
  
Hire nice people – really nice people – Nice people can improve the feel of any 
environment and situation. They have the ability to make other people feel more 
comfortable, positively influence the general atmosphere and often create a better 
experience for the participant. Additionally nice people can better manage conflict and 
diffuse situations before they escalate; it is harder to become irritated and stay angry or 
agitated when the service comes with a smile.   
 
 Match your staff to your clientele – It is very important that the personalities and 
expertise of the of the staff match the clientele. People want quality assistance and people 
they can relate to and trust. Qualifications in certain aspects may be important for job 
qualifications but if the candidate does not complement the service or clientele they may 
be far less effective in their job performance because clients can not relate to them. When 
staff and clients match there is often a perceived improvement in service and people are 
generally more comfortable with the environment. 
  
Match your staff to your management style – A common error in hiring is acquiring a 
staff person who does not work well in your management style. People respond 
differently to varying leadership styles. Ask candidates about the style they have worked 
with and their relative experiences. Find out what they liked and disliked about previous 
management styles. If a candidate does not seem to respond to the management style in 
place they will likely not fit in well, which often manifests into conflict or reduces 
performance outcomes. 
 
Find out their training philosophy - Trainers have different philosophies stemming 
from experiences, external influences, and personal interests. In some cases philosophical 
differences create an environment that can undermine the goal of the established service 
culture. Employees who do not share the same views or support the leadership ideas can 
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cause internal conflicts that negatively affect the program. Identifying candidates who fit 
into the team philosophy are the ideal selections.  
 

Plan to fire when you hire – A mistake in hiring can be very stressful for all parties 
involved. Hiring the wrong person for the job will affect every aspect of the program. 
Therefore, establishing a firing system is very important to remove individuals who 
do not benefit the company. The first step is hiring under a provisional status. Make it 
clear to new hires that they must undergo an evaluation period before officially 
becoming a part of the company. This way at the end of the probation period 
individuals who are not desirable can be more easily removed. A key to removing bad 
hires is to use a checklist evaluation and document everything. Have new hires read 
and sign all policies and procedures and establish goals that must be met so that poor 
performers are identified and justification for removal is present and documented. 
 
Planning out the hiring process before initiating it sets up the ground work for 
success. Taking the recommended steps will improve efficiency and help streamline 
the procedure so that the best candidate is identified and selected for the job opening. 
Likewise having an exit strategy for undesirable hires ensures that the removal of a 
new employee is void of any unforeseen obstacles, or difficulties, and does not create 
risk for liability. Employees are a business’ greatest asset and therefore justify the 
effort to find the ideal candidate, even if it takes some added time. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 




