Would You Buy a Car Without an Engine Check?
Right off the bat, here’s this week’s tip for hiring and developing employees – If you want a high performing employees, concentrate on these three essential qualities:

1. Ensure they have the technical and soft skills to do the job.
2. Make sure they can work well with the rest of the team.
3. Will the culture, responsibilities and incentives offered by your company motivate them?
In short, a candidate will be a good fit for your organisation if he or she has the necessary job skills (or can learn them, if applicable) for the position, complement and support co-workers and be motivated by the company's culture. Most managers tend to focus only on one or the other; a good job fit requires all three. 
Technical skills are easy to identify through the CV and reference checking; it’s the soft skills in respect to teamwork, motivation, resilience, assertiveness, customer focus, initiative etc that are impossible to identify during the job interview and usually the areas that are performance killers for current employees. 
Thanks to advancements in assessment technology, soft skills can now be measured with a high degree of reliability. Soft skills are driven through an individual's:
Personality – What is this person capable of doing?
Behaviours – How will they do their job?

Mental ability – How quickly do they “get it” – think on their feet
Interests and Motivations – What do they like doing?
My friend Dr Ira Wolf, at Success Performance Solutions, has a great analogy for soft skills. Suppose you looked out your office window toward the parking lot and a sleek red shiny sports car captured your eye. You imagine yourself sitting in the driver's seat, roof off, cruising down the highway on a hot summer’s day, the smooth V8 throbbing under the bonnet. You can feel the power and prestige.
You’ve just made a few assumptions based on imprecise observations – you’ve seen a red sports car and you immediately think red, fast, fun and wealth! 

What would think if the owner returned, lent over and grabbed a spanner from the floor to start manually unlatch the convertible hood – on getting into the car you see him slam his fist on the steering wheel only to climb out, struggle to pop the bonnet and start tinkering with the motor. He’s then on his cell, a few moments later the tow truck arrives.

Hiring managers make the same assumption; they hire people based on imprecise observations – the colour and model, not the condition of the engine. Managers tend to observe the candidate briefly at interview, make some assumptions based on how they look, talk and what they say about their past success. Then when the candidate starts work, the manager turns on the ‘ignition key’ only to hear ‘splut, splut, splat’, they’ve bought a lemon!
So, back to our 5 soft skills drivers. Measures of behaviour describe how a person will respond to the four Ps – Problems, People, Pace and Procedure. Many mangers get trapped into using inexpensive 4 dimensional assessments for hiring like DISC, Myers Briggs (MBTI) etc. These instruments should never be used as a standalone hiring tool as they will only tell us how the candidate might approach the job, not whether they can deliver results. 
After assessing over 10,000 candidates and employees, Wolf has found that one-third of all people have a different personality than their behavioural style indicates. In other words, more than one third of the time you can't predict a book by its cover, just like you can't predict a car’s performance by its colour, shape, or model – you need to check out the engine. 
As we have learned from driving cars, performance takes more than just a stylish design and a hot colour to constantly reach the finish line. Behavioural tools like DISC and MBTI predict observable behaviour much like car manufacturers base a car’s design on how it looks to motivate sales – and as many managers have found out when hiring, what you see is NOT always what you get. Relying on measures of behaviour for selection is like buying a used car with the bonnet welded shut!  
To truly understand a candidate’s potential to perform we need to pop the bonnet and check out the engine. The most important predictor of job fit is to know what type of “engine” the candidate has – is it high performance like Ferrari or Mercedes? How many cylinders, what’s the horsepower, fuel efficiency etc. This is analogous to the candidate’s personality and mental ability.
All modern cars now rely on computers to ensure efficient running of the engine. These computers help diagnose problems and recommend a course of action – enter Mental Ability testing. Research is now conclusive that Mental Ability testing is the strongest predictor of future job performance (validity around .56). So testing all candidates, no matter what the role, for Mental Ability will help you ensure their .computer has enough ‘ram’ to support the ‘engine’.

Finally, Motives and Interests. These measures tell us why a candidate will do the job – is there any fuel in the tank – if we hire them do we always have to top up the tank every day? It is usually impractical to introduce total testing for all of the above – For most positions it would be too expensive. 

At AssessSystems, we have found, for selection purposes, conducting personality and mental ability tests will be sufficient to tell us if the ‘engine’ is not up to scratch (for this job) and allow us to pass on a candidate before wasting valuable management time and money interviewing, reference checking etc.          
Having an employee with a good job fit is the equivalent to having a top-performing engine in a car, one that turns over every time you put the key in the ignition and runs efficiently with minimum maintenance. Without it, you’d wished you never ‘bought’ the employee in the first place and hope someone may come along and tow him or her away!
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