To Select The Right People For The Job; First Screen Out The Wrong People For That Job.  

Often, our clients have raised the question of where, or in what order, should the components of the selection process be used. For example, is it best to apply psychometric testing up front or on the final candidate? What about reference checking, before, or after the main interview etc? There is no one “correct” process. Type of job role, numbers of applicants, available openings, and internal recruiting staff workload are some issues that will impact on your selection structure. 

At the start of the selection process you will be concentrating on “screening out”. In other words rejecting candidates that don’t fit your job vacancy. It’s important that you base these rejection decisions on the specifics of the job and that you treat every applicant the same way. The fundamental rule in screening job applicants is to use the most accurate and least expensive method at the earliest point in the process.

The accuracy of your screening out procedure is largely dependent on objectivity, assuming that quality instruments are used and that they are properly administered. In general the accuracy and objectivity of testing instruments to screen out applicants can be ranked as follows (best to worst):

1. Verification of criminal, driving, credit history (background checking)

2. Drug and Alcohol testing

3. Skills testing – i.e. typing test, driving test etc. Known as a Work Sample Test.

4. Job fit assessment (personality, mental ability, interests) based on the job.

5. Honesty and integrity testing – Attitudes Test

6. Reference checks

7. Interviewing

8. Resume (least accurate and least objective) 

The above is by no means an exact list. There are always variations in methods and implementation, but what we are trying to accomplish is to get the most objective information quickly so that obvious decisions can be made as early as possible in the selection process.

The next consideration is the cost of the above screening. The main interview is the most common undervalued expense in the selection process. That’s why we always advise clients that the main interview should be used to identify the best candidate for the job from a field of pre-qualified applicants. Think of the main interview as a “screening in” function. Time and time again, hiring managers will forgo any form of testing, or assessment and shoot right to the interview. It’s ironic that the least objective test is the most used, because it’s seen to cost no money when the opposite applies. 

Managers who are freshly introduced to selection testing and assessments will jump in immediately and ask, “How much does a good test cost?” This is a little bit like asking how much you’ll have to pay for a parachute. The cost of testing and assessments is generally the smallest expense associated with a sound selection system. 

We recommend using some forms of testing and job fit psychometric assessment early in the selection process. For waged employee try this process:

· Select out those that don’t have the knowledge, skill and experience. 

· Do a briefly phone interview to verify the above and test for oral communication. 

· Use an appropriate  job fit assessment like JobCLUES or TotalView.

· Reference check.

· Conduct main interview. 

· Do a work sample test if appropriate. 

To save money, many managers conduct psychometric testing on just one final candidate. This is false economy. It’s like trying to recruit a champion swimming team by asking the question, “Can you swim?” The only possible answer is “Yes” or “No”. When say three candidates are tested for job fit, the question becomes, “Who is the best swimmer?”

The proper use of testing and assessments is virtually the only way to ensure that objective and non-discriminatory hiring practices are followed and documented. 

Remember the “tree” analogy: The candidate’s knowledge, skill and experience represent the fruits of the tree (the can do part of the job). Because this is learned and observable behaviour it is easily teased out through the resume, interview and referencing. 

Psychometric assessments look at the roots of the tree – the candidate’s personality, mental ability, motives and values. These are innate, you can’t get this information from the interview, although some managers will say they can – this is called gut feel – very dangerous and often very wrong! Psychometric assessments explain how a candidate will do the job. 

Most managers hire on the fruits, but terminate on the roots!
To learn more about psychometric testing contact the team at AssessSystems Aust/NZ Ltd. We have assessments to suit all roles from $40 to $400 a test. Also systems that allow unlimited testing for a little as $1500 a year! Check out JobCLUES and take a free test drive HERE. More options on our website.

Email us for a copy of  “7 Tips To Hiring The Right Person First Time” 

Or call our team on 09 414 6030 to discuss options 

