The Cornerstone Of Job Performance

Are you about to hire a new employee? An effective selection process consists of three distinct components:

Company fit - attitude, grooming, mannerisms, ethics, values etc.

Skills match - experience, job knowledge, certifications, qualifications, etc

Jobs fit - mental abilities, personality, interests and motivations.

Your ideal candidate will "match" in each of these areas. Let’s address each of area in more depth.

Company Fit

Company fit refers to the degree of which the candidate's attitudes, values ethics and grooming (presentation) fit those required by the position.  Face-to-face interviews are typically used to evaluate these things. There is no substitute for a face-to-face interview providing it is structured, conducted by two or more people and the questions are behaviourally based (past behaviour reflects future behaviour). However, this is generally not the case with most managers treating the interview process as a general chitchat. Interviews of this nature are basically useless in assessing suitable candidates – a validity of .15.  

I'm sure many of you have experienced candidates with impeccable grooming, who display a polished professional appearance and answer the toughest interview questions with a refreshing combination of candour and confidence. However, when they get on the job this does not translate to performance.

The ability to speak knowledgeably about the America's Cup and look good in a sailing outfit does not necessarily mean that the individual can skilfully helm the boat.  Likewise a sparkling interview will not always lead to sterling performance in the day-to-day work setting.

To effectively assess a candidate’s company fit, use a combination of a structured interview, conducted by 2 or more people, using behaviourally based questions linked to the specific job competencies. Back this up with testing for attitudes, interests, and motivations.  These type of tests are usually combined with personality and mental abilities measures – JobCLUES and PreVue are good inexpensive options we would recommend. 

Skills match

Skills match refers to the degree to which the candidate’s educational background, technical skills, previous job experience, and specific expertise match what is required for the position.  Reference checking, job history, certifications, qualifications and demonstrations (work sample tests) are the best way to evaluate job skills. We often refer to this as the “fruits” of the tree. 

Be aware that matching skills with the job cannot alone predict job performance.  After all, the world of professional sport is filled with examples of players gifted with undeniable skill who have never ever achieved the success suggested by those talents.

Jobs skill is about what a person can do - or to put it another way, can they do the job? There is a big difference between can and how or will. This latter component is described as job fit.

Job fit 

We usually refer to job fit as the “roots” of the tree. These characteristics can only be accurately measured by using a valid and reliable job fit assessment instrument – once again, check out PreVue or JobCLUES.

Job fit refers to the degree to which the candidate’s mental ability, personality, and interests fit what is required for the position. Current research shows that each of these factors plays a critical role in job success and tenure. All three must be considered and evaluated if the degree of job fit is to be determined. 

Mental ability refers to how quickly a person learns and what type of learning is most effective for them. Matching an employee’s mental abilities with those required for the job is critical. People who are exceptionally fast problem solvers thrive in a challenging environment.  Whereas people who learn more slowly become frustrated in environments that do not give enough time to assimilated key information about the job.

The second critical component of job fit is personality. These are measurable characteristics of behaviour that determine how a candidate will behave in any situation. One’s personality consists of traits that have been genetically ingrained or conditioned over many years (the old nature, nurture debate). Examples that relate to a sales job would be resilience, optimism, assertiveness, willingness to confront opposition, motivation to influence and persuade etc.    

And finally we need to look at the candidate's interests.  Does the person have a particular interest for working with people, data, things or ideas? It goes without saying that, if for example, a candidate is personally interested in working with people and the job requires a lot of people interaction, they will be more motivated than the opposite scenario.

Summary

Company fit, skills matching and job fit are integral to understanding job performance. Each is a necessary part of the hiring decision. These relationships can be best understood in the following sporting example.

A rugby team is looking for a new lock forward. The coach interviews a candidate by phone and learns that he’s enthusiastic about coming to New Zealand to join his Super 14 franchise and playing under him (company first). 

The candidate is recognised as a good player having played in 10 club finals and scored 25 career tries (skills match). 

The coach invites the player to New Zealand to meet the team and have some training runs. But when they meet at the airport they are shocked to find the player is five foot four (job fit!). Although he has the skill and experience, this player does not fit the team’s on-field position.

Still seeking a talented lock forward, the coach locates another candidate who is enthusiastic about the coach and the team (company fit). This player is six foot six (job fit)! The excitement wears off when they discover he has not played for 5 years and when he did it was only at provincial level (skill match). It would take too long to bring this player up to Super 14 level.    

The frustrated coach discovers a third candidate who plays like Michael Jones (skill match) and is six foot six tall (job fit). Unfortunately this player’s attitude sucks. He is known to be obnoxious, big headed and a bit shady – if hired, the rest of the team would quit (company fit).

The coach knows he must find a player who satisfies all three needs. Superior skill can compensate for moderate job fit, and excellent job fit can compensate for moderate company fit. An infinite number of successful combinations are possible. But, at the end of the day, it’s the overall picture that is decisive.

PreVue and JobCLUES are world leaders in psychometric assessments, they are superior at evaluating job fit – both tools can quickly build a job benchmark and then evaluate your candidate’s mental ability, personality and interests based on the specific job. Ask us for a sample report  - see side bar on any of our web pages.

