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Keeping up with the millennials
While Generation X has dominated the workforce for decades, 
millennials are set to make up 75% of the working population by 
20251. Millennials have vastly different expectations to their elders, 
and many businesses struggle to find a balance between these varying 
expectations. A fat pay check is no longer enough, as there are many 
factors that millennials deem as more important. 

When asked, HR professionals ranked early career development 
programs at the bottom of their priority list. However, as new graduates 
are set to become the world leaders and experts of tomorrow, more 
attention needs to be given to them. Recruiters need to look beyond 
academic achievement when hiring graduates and focus on finding 
those who fit well with the business. By recruiting graduates with 
a range of skills and attributes, recruiters inject a diversity of ideas, 
experience, and capabilities into the company.

Employers should be hiring graduates with a plan to develop them into 
the future leaders of their company, rather than simply to fill junior 
positions. In doing so, recruiters will be shaping their graduates for the 
future. This requires selecting the right attributes to measure from the 
beginning – not just attributes that suit a junior position, but ones that 
align with leadership requirements. 

Millennials own the future of work, and it starts today.

1 Donston-Miller, “Workforce 2020”

Engaging and identifying the best graduates
Graduate Recruitment
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like they can hit the ground running. Graduate application processes 
should adjust for this need to feel engaged by using an interactive 
application and supplying feedback throughout the process.

Creating a level playing field: Selecting from student 
grades is not predicting job performance
With roles changing so fast in today’s work environment it is worth 
bearing in mind that any work experience is not only less predictive of 
job performance than other measures, but also less likely for graduates 
to have. There is a real need, and opportunity, to objectively identify 
and leverage big data to predict immediate performance and future 
potential in hiring graduates, particularly as age and qualification are 
not strongly linked to performance on the job. 

What then should you be using to identify the best grads? Figure 1 
shows that applying an objective data-centric approach incorporating 
cognitive ability, personality measures and a well-structured interview 
is the best way to identify your top applicants.

Figure 1. 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.

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.

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

applicants

Why millennials are a different breed of employee
Today’s grads are not like the workers of previous generations. 
Being the first generation to grow up with the internet, they’re more 
connected, media-savvy, socially committed, and demanding of 
employers2. While a ton of attention has been devoted to how they 
need to be managed differently, not a lot of people have looked at how 
they need to be hired differently. 

Millennials want instant feedback in order to streamline their career 
advancement. They dislike managers who assign tasks and expect 
results without interaction. When a manager invests in developing 
their strengths, millennials feel valued and are more willing to stick 
around. All good graduate programs should have mentors who are 
willing to develop their protégées into future leaders. 

More than anything, millennials look for a place where they can fit 
in. They want to self-select for this need by aligning your company 
values with their own. Finding graduates with compatible personalities 
will create a strong and friendly atmosphere. This is not to say 
everyone must be exactly the same, but common points of interest 
and complementary team types are a good place to start. Although 
veterans of the workforce have found success through being forced 
to perform in high-pressure situations, this toxic environment is no 
longer condoned by the new age of employees. Millennials are more 
likely to actively disengage, become less productive, and even quit. By 
maintaining a positive culture, you’ll also get a much larger pool of 
applicants applying. Top graduate candidates look for happy current 
graduates, so a positive culture is an engagement tool in and of itself.

How many times have you heard a graduate wanting to find purpose? 
Millennials are impatient to make a difference – they want to come in 
and immediately start making an impact on the business. They develop 
tunnel vision and only see the so-called difference at the end of it, 
not always appreciating the hard work in the journey to get there. So 
empower them early and involve them in the process to make them feel 
2 Donston-Miller, “Workforce 2020”
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There is real competition when recruiting graduates.  Employers need 
to be able to differentiate their application process and assessments 
from every other company that’s hiring, otherwise ‘assessment fatigue’ 
may kick in. In order to keep your organisation front of mind for 
those you want to hire, you need to make the time they spend on the 
application process as engaging as possible. Employers need to find a 
way to interact with their applicants, treating graduates as individuals 
and including recruitment tests that keep them interested – and 
avoiding the weariness of repetitive applications and assessments.

For all these reasons, forward-thinking recruiters have been seeking 
an objective methodology for accurately predicting on-the-job 
performance that can not only attract, but also process, large numbers 
of applicants quickly. This millennial-optimised recruitment process 
scales to match bigger candidate pools, saving both time and effort. 
The balance of power has shifted. Today, millennials expect MORE. 

Figure 2. Selection tools used by graduate recruiters surveyed by the 

Australian Association of Graduate Employers in 2019.

Selection methods used in grad recruitment

Structured interviews 90%

Group/panel interview 71%

Aptitude testing 69%

Group exercises (AC) 68%

Video interviewing 63%

Reference checks 60%

Personality questionnaires 38%

Gamified assessments 21%

The graduate recruiter’s mission
As demand grows for new and differentiated skills, especially in 
rapidly changing fields, it will become more complex and problematic 
for employers to hire graduates based on specific skills and technical 
expertise alone.

The graduate recruiter’s challenge is fourfold:

 Attract and engage
 Using a positive brand message to tap into the best candidates

 Minimise drop out
 Keeping candidates engaged throughout the selection journey

 Predicting performance
 Measuring core capabilities that predict person-job and    
 organisation culture fit.

 Provide candidate feedback
 Positioning their company as an employer of choice 

Thanks to the internet, the time and effort required to post jobs and 
apply for them have reduced dramatically – but it has also resulted in 
recruiters being swamped with thousands of applicants. Recruiters 
typically rely on industry experience as a key filter to quickly narrow 
the field, but with recent graduates, that screening criteria can no 
longer be used. As a result, many recruiters use candidate grades as 
a predictor of performance. However, research has found that grades 
have a relatively weak relationship with work performance, and in 
some cases can be discriminatory against certain cultural groups. 
Numerous other factors also compound this hiring challenge:  

• Varying standards between degrees from different educational 
institutions

• Graduates are often hired to fill unspecified roles within the 
organisation 

• Time pressure to hire quickly due to competition for the best 
graduate candidates 

• The prodigious volume of applicants 
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“Typical internet user spends 88% longer on 
a website with video than without”5

A branding video allows candidates to self-select the best fit for them. 
It is a chance to star current employees and showcase a taste of what 
it’s like to work at your workplace, as well as to provide a realistic job 
preview. These three employer brand qualities will resonate with many 
millennials and are easily demonstrated in your branding video:

Professional Development Opportunities
Millennials are super focused on their careers. The only difference is 
they want to do it twice as fast as previous generations. They want a 
customised and streamlined approach to their career development. 
Show them you are willing to invest in their careers, rather than 
focusing only on what they can bring to your company.

Company Values
Millennials want to know that employers value them as unique 
individuals of a larger organisation. They’re looking for company 
values that align with their own specific needs, ideas and personalities. 
Being authentic allows them to self-select for their best fit. 

Company Culture
We spend more time with our colleagues than our family and friends 
on a weekly basis. It’s no surprise that millennials are looking for a 
home away from home at the office. They are looking for a happy and 
comfortable place where they can socialise and be productive. Show 
them a glimpse of a day around the office in your video.

5 Lister, “Video Marketing Statistics”

For example of Talegent’s branding video, 
scan the QR code shown:

Talegent’s Graduate Recruitment:
The assessment solution for hiring millennials

It all starts with employer branding
The first step to attracting the best and brightest millennials to your 
company is to tell a story about your employer brand. As mentioned 
in chapter 5, it’s all about creating transparency into your company 
culture, values, and benefits, and giving a realistic job preview of 
the role. Graduates make up part of the largest demographic on 
social media, with 64% of all Instagram users being aged 18 to 343. 
By representing your brand on social media, you can connect with 
the graduates you want to recruit. While 99% of employers believe 
managing your employer brand is important to attracting top talent, 
only 45% of Employers devote HR resources to protecting employer 
brand4. 

 

3 Statista Research Department, “Distribution of Global Audiences”
4 David, “23 Surprising Stats”.
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Gamified assessments measuring learning agility
Leveraging game elements and narrative in gamified assessments 
creates a more positive experience for graduate candidates, along with 
the opportunity to experiment and learn. 

Figure 4. Candidate Feedback graph for Engagement and Usability

Game-based assessments that directly measure Learning Agility 
provide a super engaging candidate experience that differentiates your 
company and assesses grads on the unique skills that today’s roles 
require. 

The only available assessment that directly 
measures Learning Agility – the ability 

to learn from experiences and apply that 
learning to novel situations and problems

Candidate feedback on engagement and usability of 
gamification assessments

Assessment is no game... or can it be?
Gamified assessments have taken the HR community by storm. 
Validation results from thousands of graduates indicate that this new 
form of assessment provides a more positive and engaging candidate 
experience than traditional assessments. The human appetite for 
interactive tests of skill and knowledge, and instant feedback via a 
reward system of points or digital prizes, is fuelled by a generation who 
grew up in the internet age. At the same time, data shows that gamified 
assessments can deliver valid and reliable measures of cognitive ability 
and Learning Agility.

Figure 3. Interactive gamified assessment assessing learning agility and ability 

from Talegent
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Grit
Grit is not about being the smartest person in the room, but rather the 
willingness to hang in there when the going gets tough, the dedication 
to a singular goal, coupled with the determination to see it through. 
Graduates with true Grit can overcome obstacles to reach goals and be 
confident and composed in the face of challenges. Graduates who score 
highly on Grit are real long-term assets to any organisation, because it 
only gets stronger as they mature.

4x more likely to have exceptional 
Grit when scoring high  
on Resilience

Figure 5. Personality test within the Talegent Gamify Assessment

Recipe for the perfect millennial candidate
Only a couple of years ago, the skills people were talking about were: 
complex problem solving, coordinating with others, and people 
management. By 2020, only complex problem-solving remains at the 
top, with critical thinking and creativity shooting up the rankings. 

Based on our research we have categorised the important skills to look 
for into these three categories: 

Learning Agility
Learning Agility measures a candidate’s speed at adapting, and their 
ability to teach themselves. Employees with exceptional learning agility 
will be good problem solvers and are motivated to learn new skills, as 
well as enjoying self-directed learning. Professionals are embracing 
self-directed learning to stay up-to-date with today’s dynamic job 
requirements, and the pace of change required is only increasing. 
Investing in graduates with high Learning Agility will help reduce 
training costs and skill obsolescence further down the line.

Cognitive Complexity
Cognitive Complexity measures a candidate’s  ability to distinguish 
between what information is relevant and what to ignore. This 
promotes an emphasis on data quality over data quantity. Graduates 
who have exceptional Cognitive Complexity are proficient at 
evaluating strengths and limitations. Investing in graduates who are 
critical thinkers will help navigate the complex business obstacles of 
the future.

2x more likely to have exceptional 
Learning Agility when scoring 
high on Problem Solving

5x more likely to have exceptional 
Cognitive Complexity when 
scoring high on Critical Thinking

It’s important to measure key candidate capabilities
The Talegent Graduate Competencies are based on the proven 
performance predictors6 for graduates in professional roles. These can 
be used in a variety of ways, including: 

• Screening, assessing and verifying candidate performance 
• Identification of top graduates within your organisation 
• Personal assessment of strengths and weaknesses
6 Talegent Case Study, Professional Services
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LOW

LOW

LOW

HIGH

HIGH

HIGH

Emotional Intelligence

Implementation

Teamwork

more likely 
to have 
exceptional 
emotional 
intelligence

more likely 
to have 
exceptional 
teamwork 
ability

more likely 
to have 
exceptional 
organisation

The tendency to perceive and manage 
emotions in self and others. Relating well 
to others with strong interpersonal skills.

The tendency to be reliable and 
meticulous. Following through on plans to 
ensure they are carried out accordingly.

The tendency to support and collaborate 
with team members to achieve targets. 
Working well with a variety of people.

1.9x

3.3x

46%

% showing exceptional EQ

% showing exceptional organisation

% showing exceptional organisation

Figure 6. Talegent Graduate Competency Validation Graphs & Metrics

43%

81%

11%

16%

9%

28%

22%

42%

LOW

LOW

LOW

LOW

HIGH

HIGH

HIGH

HIGH

Candidates who score highly are:

Learning Agility

Achievement

Resilience

Learning Ability

more likely 
to have 
exceptional 
learning 
agility

more likely 
to have 
exceptional 
learning 
ability

more likely 
to have 
exceptional 
performance 
focus

more likely 
to have 
high stress 
tolerance

The ability to pick up on trends and 
patterns within data and to apply these 
patterns to solve a problem. 

Being motivated by work, tasks and the 
opportunity to compete with others.

The tendency to stay calm, composed and 
optimistic in stressful or high pressure 
situations. Also referred to as grit.

The ability to pick up on trends and 
patterns within data and to apply 
these patterns to solve a problem.

2x

5.3x

4.8x

3.9x

% showing exceptional learning agility

4%
19%

% showing exceptional performance focus

% showing high stress tolerance

% showing exceptional learning ability

25%

97%

6%

32%
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Assessment centres are designed to be an interactive measure of the 
key capabilities required for on-the-job performance. They are used to 
assess a candidate’s performance and behaviours and compare these 
against role requirements8. The assessment centre uses multiple raters 
who observe, classify, and evaluate performance. At the end of the 
centre, these raters make overall judgements about each candidate’s 
performance in the assessment centre9.  

A new development in assessment centres in recent years is the move to 
paperless reporting. An online reporting matrix allows for an objective 
and consistent selection process, without requiring multiple printouts.  
This increases the accuracy and efficiency of sorting applications, while 
also providing an at-a-glance view of all candidates’ results side by side 
across all criteria.  An assessment centre allows you to consolidate 
all data, including pre-populated assessment data, interview guides, 
scoring sheets, assessor notes and schedules.

8 Society for Industrial and Organizational Psychology, “Types of Em-
ployment Tests”.

9 Psychometric Success, “Assessment Centres”

Figure 8. Screenshots of a custom built Assessment Centre platform

Screen candidates efficiently and facilitate their 
self-expression
Video interviewing involves utilising video technology to better 
record and review candidate responses. 60% of recruiters7 are using 
video interviewing, as it offers graduates the opportunity to express 
themselves while measuring their communication skills and ability to 
think on their feet. A video interview eliminates the staff-time and cost 
required for setting up conventional phone or in-person interviews 
while still allowing you to include your own questions and time 
parameters. 

The video interview data sits alongside assessment results. The process 
reduces time and cost per hire, and is capable of working with poor 
bandwidth by recording audio rather than video, or just taking photos 
(Figure 7).

7 Westfall, “Video Interviewing Software”.

Figure 7. Talegent Video Interview shown on different devices
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The study also found that Numerically Minded and Communication 
were two key personality and cognitive competencies shared by all 
successful candidates. These can be additionally assessed in face-to-
face interviews or video interviewing.

The Assessment Solution for Hiring Millennials
Millennials’ desire to find “the right fit” means that your application 
process needs to reflect your organisation. By providing a unique, highly 
engaging assessment experience, you can meet and exceed millennial 
candidate expectations from the start. The ability to integrate your 
brand into the application process brings your organisation to life and 
helps your applicants to self-select for a better fit. 

Graduates are the future leaders of the workforce and need to be 
developed as such. By recruiting graduates with a range of skills and 
attributes that align with those required for a leader, employers can 
ensure that the future of their company is in the right hands. 

Graduates scoring high on 
Critical Reasoning were

2.5x
more likely to have exceptional 

critical thinking ability

Graduates who passed were

2x
as likely to have effective 

overall experience

Graduates who passed were

2.1x
as likely to have exceptional 

ability to adopt new technology

Graduates who passed were

4x
as likely to have exceptional 
Learning Agility & Problem 

Solving

Graduates scoring high on 
Critical Reasoning were

46%
more likely to have highly 

effective overall performance

Graduates scoring high on 
Critical Reasoning were

30%
more likely to have high 
potential to advance

CASE STUDY: PROFESSIONAL SERVICES
Talegent worked with large professional service firms who needed to 
recruit the very best graduates for services in consulting, technology, 
financial advisory and related services; and who work with three-
quarters of the Fortune Global 500. They assessed over 20,000 
graduates for their graduate programmes and needed a meaningful 
initial screen of the candidates, while also having an opportunity to 
provide differentiated experiences that would support their unique 
employer brands.

For these professional service firms, the following techniques were 
applied:

Figure 9. Techniques flowchart used by the professional service firms

After the cohort of graduates had been hired, Talegent undertook 
predictive validation analyses in partnership with the professional 
services firms. These predictive studies gathered data from upwards 
of 200 graduates who were successfully recruited and correlated 
their test scores on seven key attributes with manager ratings of job 
performance.

Results
As expected, the results showed that measures of learning agility 
correlated strongly with manager ratings of the speed at which a 
candidate picks up specific client requirements in new projects. 
Likewise, verbal reasoning scores correlated significantly with a 
candidate’s ability to interpret and use the information presented in 
this form.
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CHAPTER EIGHT: REFERENCESNew job roles require graduates to quickly adapt and learn new 
technologies, communicate with authority, and more.  Talegent’s game-
based assessment, Gamify, in conjunction with Video Interviewing, 
provides an immersive, high-touch, creatively challenging, and 
highly engaging experience. By automating and integrating candidate 
assessments, from initial screening through to assessment centres, you 
can identify and decide on potential top performers faster than ever, 
before they lose patience and take another offer.

In using a graduate application process that shortens the time taken 
through the hiring process while increasing the quality of data 
collected, employers can make more measured and objective decisions 
on which candidates to hire, while ensuring a positive candidate 
experience.

Key Points
• Employers should be hiring graduates with a plan to 

develop them into the future leaders of their company, 
rather than simply to fill junior positions.

• Today’s grads are the first generation to grow up with the 
internet, they’re more connected, media savvy, socially 
committed, and demanding of employers.

• The ability to integrate your brand into the application 
process brings your organisation to life and helps your 
applicants to self-select for a better fit.

• Key skills to look for are: Learning Agility, Cognitive 
Complexity, Grit.

• By automating and integrating candidate assessments, 
from initial screening through to assessment centres, 
you can identify potential top performers faster than 
ever.
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