
management solutions

IRING A  NEW EMPLOYEE is a task most executives look 
forward to with great anticipation, but also with a certain
amount of apprehension. You now have an opportunity to
bring in “fresh blood”—someone with new ideas, an enthusi-
astic approach and the ability to help make possible even
more growth. Bring in the right person for the job, and all of

this may transpire. But hire the wrong person, and you might be in
for a real nightmare.

From a cost standpoint, it’s difficult to
put an actual figure on a hiring mistake,
but by some estimates, it can amount to as
much as two or three times the person’s
annual compensation. Consider some of
the numbers you can verify: the cost of
advertising the position, the time wasted
on screening and interviewing potential
candidates, the money and time wasted on
training and re-training, and the salary
and benefits paid to an individual who is
not performing up to expectations. And
even these costs may be minimal com-
pared to what may come next.   

An employee who’s wrong for the job
probably isn’t going to provide the pro-
ductivity you need or the level of service
your customers expect. You may lose busi-
ness as a result. It gets worse. Morale may
drop among other employees forced to
work with the new hire and their job per-
formance may also suffer, which may mean
an even further loss of customers and busi-
ness. Finally, it may be more difficult than
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Considering that we’re
in an ‘‘employer’s 
market,’’ with lots of
potential employees
available to help fill the
open slots occurring at
some companies, how
do you go about finding
the right one for your
company?

J U L Y / A U G U S T 2 0 0 3

you realize to get rid of the person who is
not a good fit for the job. 

So, considering that we’re in an “em-
ployer’s market,” with lots of potential em-
ployees available to help fill the open slots
occurring at some companies, how do you
go about finding the right one for your
company?    

One solution is using systems that
assess “soft skills” and workplace behavior
(personality, values, team orientation) that
can correlate to actual job-specific traits
necessary for optimal performance. Some
of the better systems are designed to
accomplish a variety of tasks, including
everything from pre-screening applicants 
to assisting in developing the interview
questions that target key areas that will
most likely be the cause of the greatest
stress in the new work environment. Even
if you hire a candidate with less than a per-
fect match, targeted training areas can be
identified that can be addressed during
the first few months of their employment. 

Different companies offering work-
place behavior or soft skills assessment sys-
tems for hiring have different approaches
to the procedure, but a basic analysis prob-
ably will include the following steps:

Step O N E
The assessment provider works with the
company to identify key positions to be
filled. Job descriptions are developed or
reviewed for the positions. It is important
that every position has a complete and
updated job description so that job skills
and competencies can be matched for
each of the key tasks the employee will 
be expected to perform.

Step T W O
Since hiring assessments must be designed
to measure traits specific to job perform-
ance, the next step is to correlate the soft
skills and behavioral traits necessary for
optimal job performance. 

For instance, an outside sales rep
developing a new territory may need to be
very comfortable thinking “outside the
box,” be self-motivated, driven, flexible,
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outgoing, solution-oriented, etc. However,
a new hire for a telemarketing position
may need to feel comfortable following
scripts, using predetermined processes and
procedures, be consistent, and stay within
certain parameters for providing answers
and solutions. Both positions fall under the
broad heading of sales, but the behavioral
and soft skills traits that will make each per-
son effective and successful are diametri-
cally opposite each other. 

Step T H R E E
A test group is assessed to validate the job
skills defined and establish a benchmark
for the behavioral traits and soft skill re-
quirements that were defined for the posi-
tions needing filled. Soft skills consist of
items such as teamwork, interpersonal skills
(behavioral attitudes and motivators),
work ethic/attitude (values-based motiva-
tors), time management and conflict man-
agement. 

Step F O U R
Once benchmarks are determined and
actual job-specific behavioral traits and 
soft skills are confirmed, highly validated
assessments are used to determine the

applicant’s responses to questions that will
allow the employer to pinpoint the can-
didate’s strengths and limitations in key
areas of job performance.

Step F I V E
Potential candidates that meet all other
job requirements may now be interviewed
with highly targeted questions that address
the ability or willingness of the candidate
to complete certain key components of
their job duties. The employer essentially
goes into the interview process having in-
formation that would otherwise be diffi-
cult or even impossible to ascertain with-
out using the hiring assessments specific to
the workplace behavior and soft skills.
These two areas of hiring cause the high-
est turnover ratio, but are the areas least
identified during normal screening and
interviewing processes.

Step S I X
The employer may wish to review the final
hiring decision with the consultant, analyst
or firm from whom they purchased the hir-
ing reports/system. This will assure the
proper selection process and target areas of
training the new candidate might need to

receive to ensure their potential is reached.
New online systems have been devel-

oped to take the complexity of these steps
and reduce the process into a very man-
ageable system that can be done remotely
via phone and Internet. The better systems
can be implemented in a matter of days 
or weeks, since companies offering these
services typically have large databases of
workplace competencies and are well
versed in all aspects of hiring and assessing
personnel for job selection. 

One more thing to look for when de-
ciding on which behavioral and soft skills
assessment system is right for your compa-
ny: the better systems minimize the need
for outside personnel to come onsite and
assist with the hiring. They make it feasible
for any company to go online and quickly
and effectively hire right the first time.  ■
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