
- 55 -

Recruiters who assume that information on candidates gathered 
from resumes, interviews and reference checking can successfully 
predict future job performance, in a world where jobs are 
changing faster than ever, are living in the past. Organisations 
are increasingly applying data from candidates and using more 
objective applications to reduce training time and to predict 
candidate performance weeks, months, or even years, into  
the future.

Hiring practices are linked to an ever-increasing, measurable, impact 
on organisations financial performance1. For example, Google’s 
data showed that only 10 percent of applicants, at best, will be top 
performers, and a top-notch engineer has been calculated to be worth 
300 times more than an average engineer2.

Accurately predicting employee behaviour based on the limited 
information companies are able to collect from applicants during the 
hiring process seems likely to be a challenging exercise. Nevertheless, 
extensive research has shown that gathering employment data in a 
consistent and objective way, such as through assessment, is indeed 
predicting job performance3. 

How assessments predict job performance
Research has shown that combinations of assessment techniques are 
most effective at predicting individual performance since the data is 
gathered in a consistent way across time and workplace environments. 

1 Fitz-enz, How to Measure Human Potential.

2 Bock, Work Rules, 62
3 Schmidt et al., “Personnel selection.” 627-670

4Choosing among different selection methods
Selection Methods
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the outcome in selecting a candidate. This study showed that the 
interviewer ceased collecting data ten seconds after the interviewee 
took a seat, and that these ten-second ratings of candidate potential 
correlated significantly with the final evaluation of the interview by 
the interviewer. This research reinforced that impressions based on a 
handshake and brief introduction predict the outcome of a structured 
employment interview.

The problem, of course, is these predictions from the first ten seconds 
of an interview are useless. Over 90 percent of the time untrained 
interviewers, which many hiring managers are, will spend their time 
confirming what impression they formed of the candidate, falling into 
the trap of confirmation bias – which is the tendency to search for one’s 
beliefs when processing data and interpreting it accordingly6.

So, when do interviews work?
If the interview is structured, with a consistent set of questions and 
clear criteria to assess the quality of responses, then they can be 
effective. There are two types of structured interviews: behavioural, 
and situational. 

Behavioural interviews request candidates to describe past situations 
with specific behaviours that match a requirement for success in the 
advertised role. For example, a question that starts with, “Tell me 
about a time…?” is a behavioural prompt for a candidate to answer with 
specific examples of behaviour that is relevant to, and predictive of, 
potential job performance.

Situational judgment interviews are where a candidate is provided 
with a job-related scenario. For example, “What would you do if…?”. 
This type of interview is valid if you as an employer know what the 
required behaviours are for a successful on-the-job performance. If it 
is just your opinion of success, this situational interview approach will 
be ineffective. Situational interviews are often polluted by recruiters 
who have no on-the-job experience or context in which to evaluate a 

6 Bock, Work Rules

Assessments can predict an individual’s behaviour because applicants 
are most likely to behave in a reliable and predictive manner when 
completing these objective measures, often whether they want to or 
not. 

The consistency of an applicant’s behaviour during the assessment 
journey enables the gathering of accurate data. This accumulation of 
data enables you to apply it in a way that validly predicts immediate and 
future job performance.

Although data from assessments is accurate,  it doesn’t mean 
that people are unable to change their behaviour. Employee job 
performance is heavily influenced by things that lie outside the world 
of work, but also by conscious behaviours on the job in response to 
the work environment. Research shows that around 50 percent of job 
performance can be predicted with assessments. The other 50 percent 
of an employee’s job performance can depend on things that happen 
after being hired. 

Clearly assessments are not a sole predictor of job performance; 
however, the value of applying selection assessments outweighs the 
costs of integrating them into your candidate selection journey. So, 
when properly developed, assessments are the most valuable tools for 
predicting on the job performance4. Thus, there are three different 
factors to calculate when demonstrating the value of selection 
assessments. Specifically, how effectively assessment predicts job 
performance, its ability to provide a comprehensive and diverse 
candidate pool, and of course, that it provides a spread of scores to 
enable you to select the very best candidates.

Why our instincts are not good interviewers
The challenge with interviews is that our instincts keep us from being 
good interviewers. Frank Bernieri reported in his 2000 research5 that 
judgements made in the first 10 seconds of an interview often predict 

4 Schmidt and Hunter, “The Validity and Utility of Selection Methods in 
Personnel Psychology,” 264-274

5 Prickett et al., “The Importance of First Impressions in a Job Interview” 
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These structured interview questions are actually measuring how 
a candidate solves problems. If there is a connection between the 
scenario, the correct answer and the candidate’s response, it can 
be linked to low or high performance. Specifically, candidates can 
demonstrate their cognitive ability to enable interviewers to make a 
less biased judgment. 

Structured interviews are predictive, and can lead to a positive 
candidate experience, as they are often perceived to be the fairest part 
of the process by candidates7. 

Why aren’t organisations using them more widely?
Organisations are not using structured interviews widely enough 
because they are challenging to develop. A structured interview needs 
to be derived through a thorough understanding of the job, developed 
together with subject-matter experts who know the job inside and out, 
such as high-performing incumbents and team leaders8.  

Subject matter experts are essential sources of data, not just at the 
screening stage, but are building blocks of the entire selection process. 
According to the Equal Employment Opportunity Commission’s 
(EEOC) Uniform Guidelines on Employee Selection Procedures, for 
selection tools to be valid, they must measure knowledge, skills and 
abilities that are a “necessary prerequisite to performance of critical 
or important work behaviour(s)”9. In order to realise the validity of a 
structured interview, a job analysis must be conducted to ascertain 
predictive data. 

Interviewers need to continuously refresh interview questions to keep 
them relevant as jobs are changing.

What is a better way to assess candidates?
Research is showing that combinations of assessment techniques, with 
or without structured job interviews, are better than any individual 
7 Schmidt et al., “The Validity of Employment Interviews,” 599-616
8 Bohnet, “How to Take The Bias Out of Interviews”
9 Equal Employment Opportunity Commission, Uniform Guidelines on 

Employee Selection Procedures

candidate’s answer to the scenario, whether it is relevant or irrelevant 
to the job for which they are applying.

See Figure 1 for an example of interview questions that are applied 
effectively, where they are anchored against relevant assessment data 
to prompt the interviewer to follow-up accordingly.

Figure 1. Structured Interview Questions aligned with results from assessment 

in Talegent’s PATH Competency Detail Report

Interview Questions

Negotiation
Well Above Average

Talk me through a scenario where you used your understanding 
of a person’s or organisation’s needs to better position an idea 
during a negotiation.

Tell me about a difficult negotiation you managed, including the 
techniques you used and concessions you made to achieve a  
good outcome.

Tell me about a time when you had to push an unpopular idea 
through the business to achieve something you believed in.  What 
resistance did you meet?  How did you overcome it?

2

3

1

Building Relationships
Below Average

Please share an example of a time when you have demonstrated 
active listening or relationship building skills to gain critical 
information from someone.

Describe a time when you were required to build productive 
relationships across a diverse work group or with people in 
different locations.  How did you approach this?  What was  
the outcome?

Tell me about a time where you needed to adjust your 
interpersonal style to really connect with someone.  What were the 
circumstances? How did you approach the situation?

2

3

1
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Gathering objective data earlier in the candidate journey. 
Not only do talent measurement assessments collect data quickly and 
effectively, they also provide a perspective that is not available through 
other lenses. Data can also be gathered with minimum effort, before 
valuable time is invested in interviewing. 

Consistency and scalability of process. 
A standardised and well-mapped candidate journey empowered by an 
objective collection of valid data enables less objective analysis, and 
allows for us as humans to make decisions in a more consistent, fairer 
and unbiased way.

High applicant volumes. 
Increasingly, applicants can apply for multiple roles in a short space 
of time, which can overwhelm already stretched recruiters. This can 
lead to employers making decisions based on less objective data. Thus, 
when you have a high number of applicants and you can only hire a 
few, you need reliable and predictive data in order to separate the top 
performers early.11

So, in evaluating how well an assessment actually predicts job 
performance and retention, it is important to be aware of the most 
widely used method to understand validity. This involves applying a 
big data model referred to as a validity coefficient which ranges from 0 
to 1. A validity coefficient of 0 indicates that a selection method has no 
relationship in predicting job performance and a validity coefficient 
of 1 means that a selection technique (e.g. assessment) predicts job 
performance perfectly.

In Figure 2, you can see how cognitive ability measures (0.65) and 
structured interviews (0.58) are both more effective than reference 
checking, job experience and education levels are combined (0.52).  
This application of big data applies correlation coefficients to explain 
the strength of a selection technique in determining the relationship 
between candidate scores and job performance.  “Only 10 percent of 

11 Society for Industrial and Organizational Psychology, “Employment Testing”.

selection method. For example, a test of cognitive ability (which can 
predict over 25 percent of job performance) when combined with a 
measure of conscientiousness (10 percent), is better able to predict those 
who will be successful in a job (36 percent performance predicted), 
compared to a structured interview which predicts only 24 percent10. 
Those high in conscientiousness, or “working to completion”, will 
not stop until the job is done, and are more likely to feel personally 
responsible for the task they have been assigned.

When is it useful to use employment assessments?
So if ability measures and job-related measures of working style are 
amongst the most valid and reliable methods in predicting on-the-job 
performance, then what are some of the most important reasons for 
using assessment?

A shorter candidate experience. 
Talent assessments are cost and time effective, allowing a recruiter 
to optimise the candidate applicant pool. Assessments can make 
the recruitment process more efficient, as less time is spent with 
individuals who are not the optimal fit for the job, while the candidates 
who do have the key characteristics and the abilities to undertake role 
requirements are identified and engaged with more quickly. 

The costs of making a wrong decision are high. 
For many roles, a wrong decision has an ever-increasing cost in 
terms of training time, employment errors and replacement cost. 
For recruitment decisions, investing time in gathering data that has 
predictive links to job performance is a valid and proven reducer  
of risk.

Key capabilities are hard to change. 
In particular, conscientiousness and problem-solving are two key 
characteristics that are very difficult to develop and may require 
extensive training.  In some cases, they may not be able to be developed 
at all.
10 Schmidt and Hunter, “The Validity and Utility of Selection Methods in 

Personnel Psychology,” 264-274
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The best predictor of how an individual performs in the workplace is 
a work sample, or job try-out scenario. This is achieved by providing 
candidates with a simulation of the role, such as by combining 
realistic job previews with measures of ability in realistic problem- 
solving situations.

Equally significant predictive measures come from instruments 
measuring ability with a typical correlation of around 0.3 to 0.45. These 
are particularly effective for screening in roles that have high levels 
of performance variance. Specifically, the assessments differentiate 
employees who can perform better where higher levels of problem-
solving are required for successful job performance.

In terms of comparing different types of assessment measures, it is 
important to reinforce that cognitive ability assessments have right and 
wrong answers and are often adaptive. Adaptive assessments work by 
asking a candidate a set of questions with mixed levels of difficulty. 
Depending on how the candidate responds to these initially questions 
will dictate the next question they see. If the candidate then gets this 
question right, the next question will be more challenging and vice 
versa, which enables shorter tests while retaining high validity. These 
measures typically have time limits. Personality measures don’t have 
time limits, and instead focus on an individual’s work style, preferences, 
interests, values, or motivators.  This may include constructs such grit, 
emotional intelligence, self-awareness, and conscientiousness.

Increasingly, attracting and identifying the right talent quickly and 
in an engaging way, is becoming essential in a tight talent market for 
hard to find roles. Due to this, leading organisations are front-loading 
investments in attracting, screening, and assessing talent, leveraging 
predictive measures.

In recognising that the most time-intensive techniques are often 
the least valid, you can refocus your resources on structuring your 
interviews with consistent questions. This enables candidates to display 
examples of behaviour including humility and conscientiousness, with 

applicants (at best) will be top performers, thus only ten percent can 
fall in the top decile for potential job performance12.

Figure 2. Compiled by Talegent; adapted from Schmidt, Oh, & Shaffer, (2016). 

The validity and utility of selection methods in personnel psychology: practical and 

theoretical implications of 100 years of research findings; De Meuse, Hallenbeck, 

Dai, & Tang, (2009). Global talent management: Using learning agility to identify 

high potentials around the world.

In many cases, multiple assessment scores can be combined with other 
candidate data. For example, utilising cognitive, personality, and 
interview data from within the recruitment journey enables hiring 
managers to make work-relevant, data-driven decisions. This provides 
a predictive perspective of a team member’s ability and potential. 

Assessments are most valuable when used to identify candidates for 
roles that have high levels of performance variance, compared to tasks 
or positions that require the candidate to undertake few cognitively 
demanding tasks. However, if a lot of employees are needed for non-
cognitively demanding tasks, assessments can still provide value.

12 Bock, Work Rules, 62

Selection Procedures Validity Relative Strength 
of Procedure Description

Cognitive Ability 
Measures 0.65 Very Strong Relatively inexpensive and generalisable.

Structured Job 
Interviews 0.58 Strong Expensive to develop and time 

consuming.

Assessment Centres 0.36 Moderate Resource, time and cost expensive. 
Challenging to standardise and scale.

Personality based EQ 0.32 Moderate Relatively inexpensive, standardised and 
useful for development.

Learning Agility 0.30 Moderate A key measure of high-performance 
potential.

Situational Judgement 
Tests (SJT) 0.26 Moderate

Needs to be customised. Excellent for 
engaging candidates and providing a 
realistic job preview.

Reference Checks 0.26 Moderate Depends on the quality of references and 
questions asked.

Personality based 
Conscientiousness 0.22 Moderate Relatively inexpensive, standardised and 

a valid personality measurement.

Graphology 0.20 Weak The study of handwriting for evaluating 
job performance.

Years of Job 
Experience 0.16 Weak Often the same amongst entry level 

applicants

Years of Education 0.10 Weak Quickly outdated in a rapidly changing 
work environment.

Age 0.00 Very Weak Not applicable to assess on.
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Advantages
Engaging hiring managers
Providing hiring managers with the support and skills to be valid 
judges of talent has been shown to improve their ability to make 
predictive inferences for organisational performance.

Candidate engagement
Engaging experience reflects well on employer branding; minimising 
candidate drop out as potential hires have invested time and are 
prequalified and remain engaged through to offer.

Interactive exercises
Measure data that can be challenging to assess through traditional 
measures. For example, actual displays of interpersonal sensitivity are 
best validated with on-the-job performance in a relevant exercise.

Rich candidate data
Feedback can be provided to managers who are participating as 
observers of candidate performance, thus enhancing their ability to 
optimise candidate selection decisions.

Minimises gender and racial bias
Providing the integration session and pre-assessment centre training is 
administrated professionally, it ensures that all applicants are evaluated 
on the same qualities.

Disadvantages
Time lost and expensive
Particularly if candidate attendance is low and leaders are taking 
significant time off-site.

Very resource-intensive
Involving assessors and role players for exercises that are more 
challenging to prepare for and administer consistently. This is very 
challenging for role plays and presentation events, compared to an 
assessment which is more standardised, and shorter in duration.

strong behavioural examples. And with training being a less effective 
investment than selection, sometimes with 90% of training not 
resulting in a substantial improvement in performance13, it reinforces 
that hiring is the single most important people activity for any leader 
in any organisation.

Why do assessment centres receive mixed reviews?
Early Schmidt and Schmidt research had positioned assessment centres 
as the most predictive selection techniques. Their meta-analysis of the 
assessment validity of assessment centres, which reviewed 26 studies 
and 27 validity coefficients14, suggested that a validity estimate of 
0.36+ for assessment centres is conservative, and often is affected by 
indirect range restriction. Indirect range restriction is when only a part 
of a group, such as only applicants to get through the first screening, 
are used for validation of the system but are not used in the decision-
making process. This level of validity within assessment centres 
suggest that they can accurately assess candidates and predict future 
job performance. 

What are assessment centres?
Assessment centres are designed to measure the key capabilities 
required for on-the-job performance in an interactive manner. They are 
renowned for exercises that are often realistic job previews simulating 
potential workplace scenarios. For example, candidates applying for 
a contact centre role will regularly participate in roleplays around 
handling a dissatisfied customer and be tested on their composure and 
ability to solve problems in a manner that ensures first call resolution. 

An assessment centre uses multiple raters - often line managers and 
leaders, recruiters, and HR personnel, to evaluate performance. At the 
end of the centre, the raters consolidate data before selection decisions 
are made. There are many advantages and disadvantages to assessment 
centres, which are explored below.

13 Bock, Work Rules

14 Lievens, “The Validity of Assessment Centres,” 405-411
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Key Points
• Combinations of assessment techniques are most 

effective at predicting individual performance.

• Talent assessments are cost and time effective, allowing 
recruiter to optimise the candidate applicant pool.

• Accurately predicting employee behaviour based on the 
information companies collect from applicants during 
the hiring process helps predict company fit and future 
job performance.

• Using an objective approach to select candidates earlier 
in the application process reduces training time and 
predicts candidate performance.

However, there is an opportunity to gather predictive data through 
assessments, structured interviews and video interviews, together with 
assessment centres for high volume roles. And of course, drug screens, 
background checks ad reference checks.

The best hiring procedures gather the right data at the right time.

Integration of data
When not correctly facilitated, can often lead to ‘halo and horns’ 
stereotype sessions reinforced by managers and leaders.

An increasingly important reason for using assessments to gather 
candidate data earlier in the selection journey is to optimise candidate 
experience by enabling hiring managers to select candidates for 
interviews earlier and with greater confidence. Using a more objective 
approach to select candidates earlier in the application process reduces 
training time and predicts candidate performance more than solely 
relying on past experience, references, and job interviews.

Accurately predicting employee behaviour based on the information 
companies collect from applicants during the hiring process helps 
predict future job performance and company fit. This mutually 
benefits both the employer and the applicant, as the employer can find 
the best applicant for the position and the applicants can find the best 
organisations for them.

People are not your most valuable asset; the right people are15. Accurately 
and consistently predicting behaviour and performance on limited and 
often biased applicant data during the hiring journey, or even just a 
LinkedIn profile is a difficult task. However, extensive research over 
the decade is showing assessment data is predicting job performance 
and increasingly, organisational culture fit16. 

Talent measurement assessments are designed increasingly to be used 
as early as possible in the candidate journey. This is to gather data to 
predict relevant on the job behaviours. 

As there are tasks that differ in terms of their complexity, repetition, 
and their reliance on working with others, it is not possible to obtain 
a complete picture of a candidate’s future potential and behaviour. 

15 Collins, Good to Great.
16 Schmidt and Hunter, “The Validity and Utility of Selection Methods in 

Personnel Psychology,” 264-274
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