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Moderator: Good morning, good afternoon, or good evening, depending upon where you are in the world, and welcome to today’s webcast, “Pre-Hire Assessments: An Asset for HR in the Age of the Candidate.” I’m Chris Keech and I’ll be your moderator today. We have just a few brief announcements before we begin. First, this webcast will be interactive. At the bottom of your console you’ll see a number of widgets that will allow you to have greater control over the way you view today’s webcast.

You can also submit questions at any time by typing them into the Q&A box and then clicking the submit button. Please note that we’ll answer as many questions as we can during the question-and-answer session at the end of the webcast. And if we’re not able to get to your question today, someone will respond to you directly shortly after the webcast is over. 

Also, to download today’s slides, just click on the resource widget and you’ll see the Download Slides link. 

At this time we recommend you disable your computer’s popup blockers. This will allow the slides to advance automatically throughout the event. And if you’re experiencing any technical difficulties, please visit our webcast help guide by clicking on the help widget below the presentation window. 

In addition, you can contact our technical support help line which is also located on the help widget. 

And now let’s move onto the presentation, “Pre-Hire Assessments: An Asset for HR in the Age of the Candidate.” Discussing today’s topic we have Zach Lahey, Research Analyst, Aberdeen Group’s Human Capital Management. And joining him is Rob Calvin, UnitedHealth Group. Welcome Zach and Rob. I’ll now turn things over to Rob to get us started. Rob?
Rob Calvin: Thank you so much, Chris. What I wanted to cover today and going over some of my background, where I’m coming to you from is UnitedHealth Group. I’ve been with the organization for roughly about eight years now. I came into the organization when we were pretty decentralized. We had different hiring groups spread out across many of our large health plan and Optim services groups. So, around seven years ago or so we looked at streamlining our processes, centralizing our health plan, most notably United Health Care had ultimately leveraged.

And in doing so, we were able to grow as large as today. We’re focusing on over 1,000 employees within our talent acquisition arm alone. That includes all of our international talent as well as our contractors.
So, where I sit within the organization as associate director is focusing on implementations, process, and technologies. And most recently I finished the integration of IBM’s assessment platform, Assess, which took roughly 12 to 18 months to implement. We had transitioned our previous vendor over to IBM’s platform, which accounts for – we’re on target to hit probably 400,000 assessments leveraged this year.

My focus is definitely on screening and selection sciences. And I’ve been working with the folks at IBM and then Zach now for the past couple of weeks on some of these tie-ins. 

Zach Lahey: Great. Thanks a lot, Rob. Appreciate it. Good afternoon everyone, or good day more like. My name is Zach Lahey and I’m a research analyst on the Human Capital Management team here at the Aberdeen Group. I’ve been with Aberdeen for about 2.5 years and my colleagues and I cover a wide variety of topics in the HCM space. Among other topics, I cover pre-hire assessments, the focus of today’s webinar, as well as talent acquisition, employees, employee development, and a whole lot more. 
In that vein, let’s review what we’re going to be talking about today. First, I’ll start by talking about the state of talent acquisition today. And where are we right now? Then, I’ll be addressing how pre-hire assessments are changing the way organizations hire altogether. 
Next, I’ll be talking about performance, both for the candidate and for the organization as a whole, because it’s both sided. There’s two pieces of the puzzle right there. And, finally, I’ll be sharing with you how you can optimize pre-hire assessments, kind of give you some pointers about what to do right now, and what you can do moving forward. But, first, for those of you unfamiliar with the Aberdeen Group, let’s go a little bit deeper into who we are. 

We’re a bit unique in regards to our approach to our research, as it’s all about you. And while we’re a leading market research and analyst firm, we’re not about comparing vendors to one another or comparing features and functionality. Instead, we survey and interview hundreds of organizations yearly in a variety of topics to uncover how companies use technology and handle business processes. 
And then ultimately how they bring that all together to drive their success. 

But what truly differentiates Aberdeen is our focus on end-user data. It’s all about you, as I said. So it’s not just opinions, but what’s really happening in specific industries. For us, human capital management. 

Another differentiator to Aberdeen is our methodology. And our research is really unique. We want to reflect on what occurs in the market. And we want to understand the various elements that require companies to change and grow. These elements consist of pace, or as you see here, pressures, action, capabilities, and enablers. 

Pace starts with pressures. And we want to better understand external and internal challenges companies face today. We’re also interested in the strategic action such companies put in place to respond to these pressures. Finally, what are the capabilities? What are the things that you need to know how to do and the tools and technologies these companies need to have in order to execute on those strategic actions. 

Pace really addresses what organizations are doing, but we also want to know how well organizations are doing it. Which brings us to the second part of Aberdeen’s methodology. Our best-in-class maturity framework. 

So, everyone who takes our surveys answers questions about their pressures, actions, capabilities, enablers as we just talked about. But they also answer questions about key metrics, relating to their business specifically. We take a few of those metrics to cull out our best-in-class performers. For this research on pre-hire assessment we used employee engagement, hiring manager satisfaction, and bench strength, i.e. leadership and development. And then what we’re able to do is overlay those two groupings of our research methodology to figure out not only what organizational performance looks like, but what differentiates top performers in specific areas from other companies. 

We want, in turn, to figure out what the differentiating strategies and capabilities are that enable companies to become those top performers, to really be best in class. This is really the foundation for our research. And it helps us describe what organizations are doing and explain how well they’re doing it so that we can further explain which tools, which technologies, and which processes best have an impact on companies overall. 

And with that insight, let’s hop right in. 

Let’s start with a quick reality check. More than ever before, it’s a job-seeker’s market.  They can work where they want to work. And companies, HR, and recruiters are struggling to keep up. 

Companies looking to grow face a very, very real challenge. Finding the best fit candidates for openings amongst a huge global talent pool that more often than not lacks the critical skills necessary to be successful. In fact, as you can see here, 79% of companies indicate that there’s a shortage of critical talent available in the labor pool. This dearth has grown over the past few years, mostly because the right talent is often already employed and may not be looking for other opportunities, as well as the fact that a lot of companies don’t know how to properly identify the best candidates. Those are huge challenges for organizations aspiring to grow, and it makes finding that perfect candidate harder than ever. 
So those candidates that do have the desired abilities and qualifications though, they’re savvier than ever about what value they bring to the table. Even after companies do find their ideal candidates, it’s more important than ever to be sure that said applicants are the best possible fits. After all, the combined cost of attracting, recruiting, hiring, and onboarding are way too high to risk making poor hiring choices, let alone handling the stress and financial ramifications of finding replacements. 

Replacing a bad hire is more expensive than ever. In fact, according to the Society for Human Resources Management, it estimates that it can cost up to five times an annual salary to replace a bad hire. That’s a lot of money. So, even if a good hire is made, that doesn’t necessarily mean they’re going to be a good fit for your company. Employee comfort and employee satisfaction with their actual work needs to be a factor as well. 
For instance, Forbes reports that about 52% of Americans are dissatisfied with their jobs. That’s a big problem. So, if candidates were better fits for their jobs, chances are they’d be more content. So, what are you going to do with this conundrum? 

Enter the subject of our webinar, pre-hire assessments. Companies have sought out the assessment services like pre-hire assessments so that they can make more educated hiring decisions. They enable employers to better grasp applicant’s strengths, weaknesses, personal and professional perspectives, and other areas of specialization. When used effectively, they’re helpful for understanding candidates’ interests, backgrounds, and oratory skills. 

They also can be used to understand candidates’ value sets and their perspectives on an ideal company culture. 

So, per what I was addressing earlier about our methodology whether you’re a top performer, i.e. best-in-class, or you’re a low performer, i.e. a laggard, companies across the board are tired of just relying on gut feel and interview feedback to make routine as well as crucial hiring decisions. 
Companies want reputable data to pair with their usual means of gauging candidates. Best-in-class companies increasingly grasp how valuable pre-hire assessments are for making more informed hiring decisions. In fact, their adoption of such technologies has increased by 13% since 2014. In addition, best-in-class companies are 45% more likely than all others to use pre-hire assessments as part of the hiring process.

When used effectively, pre-hire assessments provide relevant, objective data about would-be employee’s skill sets and mental capabilities. When the information is integrated with the regular interview tactics, companies can feel that much more comfortable with their hiring decisions. 

The science behind today’s pre-hire assessments yields better results for hiring quality employees and retaining them than ever before. That’s why best-in-class companies are 70% more likely than all others to have a consistent competency model used for their hiring process. Smart companies like the best-in-class have interwoven such assessments into their ever day hiring practices. Having such systems and standards in place can pay off dividends as well. 

So, pre-hire assessments not only do wonders for making a more informed decision, they also can have a major impact on key performance indicators, such as displayed here, cost per hire, time to hire, and hiring manager’s satisfaction, as well as on employee retention, employee performance, as well as employee engagement. 

Cutting down on the steps involved to get the best candidate hired is a great win. In addition, trimming the overall cost of the hiring process is valuable, too. They both demonstrate just how pre-hire assessments can really be for the organization. 
And while cutting costs and improving the time to hire are great for the business, in fact, hey, we all want that, right? That shouldn’t be the over-arching focus. Sure, a higher or year-over-year improvement in the traditional KPIs of time to hire, and cost per hire is incredible. Let’s not ignore that. But when hiring managers are satisfied with their new hires, that just goes even further. In fact, hiring managers are 36% more likely to be satisfied with their new hires when pre-hire assessments are used in the talent acquisition process. That’s a great non-tangible return on investment, one that means almost more to the organization than the initial return of time and money. 
Ultimately, with digestible, applicable data about candidates at the helm, companies can make more educated decisions than ever before. The reality is that while companies want more specific calculable insights about internal operations, as well as business performance, they’re not happy with just that. They want insight about other relevant qualities. They want greater understanding about the success of their talent acquisition processes and their potential employees, especially before they make an offer. Especially before they make an offer. 

They want insight into performance, because whether we admit it or not, hiring is one of the most important aspects that leads to the success or failure of any business. And performance, rightfully so, is top of mind. 

Sure, hiring isn’t necessarily cut or dry, in fact, quality hiring often comes down to whether you bring in a great fit, and watch for, A, the company’s overall endeavors, or you hire a bad fit and watch her miss the mark, and thereby losing out on the golden opportunity. Naturally, companies want the former, right? 
But they often don’t want to do it at a ridiculous cost, either in spend, or in time. And this reveals a major hiccup in contemporary recruitment and talent acquisition and vis-à-vis, business growth in general. 

That’s why it’s more important than ever to define success profiles of top performing current employees to make the recruitment and hiring processes easier. In fact, as you can see here, best-in-class companies are more than twice as likely as all others to create success profiles of top performers. In doing so, such companies can more clearly explain both externally to candidates and internally to hiring managers and the hiring team in general exactly what they’re looking for and how such individuals can fit within their organization overall. 

Companies always want to hire as efficiently as possible so that new employees can start contributing to the bottom line as soon as possible. But that often means rushing a process that should be refined, structured, and clear to all parties. Because oftentimes the reality is that companies push HR and recruiters to hire as quickly as possible, and then in the process they can often discredit or devalue the effectiveness of assessing candidates before they can even become employees. That’s why it’s so important to have a clear idea about how such tools have an impact on the quality of hire. 

For instance, as demonstrated here, companies that correlate pre-hire assessments with ongoing employee performance results are 24% more likely than everyone else to have a greater percentage of employees who exceed performance expectations. Essentially, pre-hire assessments are working really well for an organization when it comes to the overall performance of an employee. That’s a great win right there. 
Ultimately, a strong link between employee performance and assessments result is a consistent goal amongst companies trying to evaluate its success. Companies need to look no further than here if they’re looking for a strong return on investment from the implementation of pre-hire assessments. While such technologies might not predict every facet of an employee’s tenure with a company or how they’ll act or how they’ll handle specific situations, it certainly is an improvement over making hiring decisions based on just interviews, or references, or resumes, or even gut feel. 

Moreover, business that screen candidates with such a technology are 13% more likely than anyone else to have new hires who meet performance goals. In addition, these same businesses are 17% more likely to have employees who would rate themselves as highly engaged in their most recent engagement survey. 
With such strong correlations at the forefront, HR departments can comfortably commit to implementing pre-hire assessments, both in terms of monetary investment as well as to helping to ensure they identify higher quality candidates. After all, one of the most helpful aspects of pre-hire assessments is how they empower HR, hiring managers, and companies overall to select the very best fits for themselves and not just for the candidates. 

In this era with such a shortage of critical skills, it’s more important than ever for organizations to hire top notch performers, especially since promotions and individual growth often takes time and patience, whether it’s for the hiring managers themselves, or the individuals, or for the company.

Organizations indicate that it usually takes 18 months to develop an individual contributor into a frontline leader. That’s a lot of time. So why feel like you need to rush it? Once more, a lot of companies estimate it takes about 29 months to develop a high potential mid-level manager into a ready-now senior leader. Again, it takes time and patience. So there’s no need to rush it. 

Such insights enable HR and hiring managers to grow their employees at their own rate. After all, the best candidates are the ones who demonstrate that they have the capability and wherewithal to excel in the future. Such candidates can often be the difference makers between flourishing and failure.
But it’s not just about high performers, though. It’s about high potential employees as well. The individuals who will lead the organization forward, maybe not today, maybe in 18 months, maybe in 29 months. Best in class companies understand how important it is to have a process in place to prepare them for the future and have invested in the appropriate methodologies accordingly. In fact, top performing organizations are 49% more likely than all others to have a process in place to identify high potentials. The ability to understand what candidates are capable of is extremely helpful to determining their zeal and their feeling, no matter if such candidates will be individual contributors or C-level executives. 

Moreover, the use of such assessments also results in a 39% lower turnover rate amongst high potential talent. 39%. Considering how much effort goes into finding and grooming high potentials, let alone individual contributors, that’s a great return on investment for pre-hire assessments. Ultimately, companies want greater insights to make the most effective company and team appropriate hiring decisions. However, not every single kind of pre-hire assessment will provide that information. That’s why it’s important to consistently consult with hiring managers to determine what they’re specifically looking for in regards to skills, cognitive abilities, on-the-job thinking, and a whole lot more. 

In fact, it’s imperative to support hiring managers however possible, from determining the qualities necessary for the job requisition, to making the final hiring decision. For example, 38% of best-in-class organizations use cultural fit assessments to help select who should and shouldn’t be interviewed. 

In addition, 33% of best-in-class companies use personality assessments to guide the interview process. Insight into an applicant’s disposition, such as their preferred working style, the conditions in which they perform the best, and how they interact with their colleagues can allow hiring managers to, for example, determine what to and not to ask in interviews. It can help shape the interview process. It can help shape the entire hiring process as well. 

Hiring manager satisfaction is extremely important for the overall talent acquisition process, which is oftentimes why companies seek out the assistance of such evaluations in the first place. As I mentioned previously, hiring managers at companies that use pre-hire assessments are 36% more likely than all others to be satisfied with their new hires. Their satisfaction can often translate into greater value for both parties since it’s great to have engaged, high performing employees, and for the company overall as employee engagement often translates into lower costs, lower turnover, and higher profit from employees.

So, while assessments can save organizations time and money, and do wonders for hiring manager satisfaction, it’s also very important to consider the impact of pre-hire assessments across the organization. For instance, hiring managers can feel as though their expertise and preferences on a candidate are being overruled by the suggestions and/or outcomes of assessments. 

It’s why it’s extremely important to strike a balance, a healthy balance, between the hiring manager’s expertise and the knowledge of the job, and the results of evaluations. Once more, it would behoove any company thinking to implement assessments to fully demonstrate to hiring managers how helpful the tools are for finding, for interviewing, and for hiring the best, most appropriate applicants. Therein, as you can see here, best-in-class companies are more than twice as likely as all others to provide hiring managers with insights into whether candidates are good cultural fits for jobs. They’re also almost twice as likely to provide insights into personality and significantly more likely to use job fit assessments as well. 

With effective implementation at the helm, the insights that assessments can provide hiring managers, HR, and the business as a whole is top notch. Even further, when HR has clearly demonstrated to hiring managers about how particular tools work and how they apply to aspects of a talent acquisition process, there’s even greater room for success. 

So, as we discussed, pre-hire assessments can do wonders for improving the hiring process. In fact, I told you multiple things that are extremely important to do. But, there are some important considerations to take on before proceeding. 

To start, I want to be frank. Implementation isn’t always easy. As Rob mentioned earlier, their rollout of Assess took almost 12 months, 12 to 18 months. In fact, there isn’t a one-size-fits-all pre-hire assessment approach to fit in with every company’s talent acquisition process. Finding the right set of assessments that work the best for your company, for your department, or your roles isn’t a walk in the park. There are most certainly a variety of ways companies can make use of such assessments to ensure that they hire the most suitable, most skilled, and most culturally appropriate employees. With the right understanding, guidance, and commitment though, pre-hire assessments can do a lot for your organization. 
In order to get to that point, though, HR departments often need to overcome some major business facing hurdles and concerns. The biggest barrier keeping HR from implementing assessments, as reported by 36% of all companies, is a lack of urgency amongst senior management. In order to order to overcome this barrier, as well as many other barriers, such as lack of budget, and inability to link assessments to business metrics, and an inability to prove return on investment, HR needs to prove the value of such an implementation and demonstrate to the organization and corporate leaders that if they have the tools to best identify top performers, high potentials, even individual contributors, the sky is the limit. Sometimes all it takes is showing some relevant statistics. For instance, remember that data point I shared earlier about correlating pre-hire assessments with ongoing employee results and their performance and being 24% more likely to do so? That’s a great start. And that could work really well. 

Alternatively, a data point to consider sharing is about how when companies use pre-hire assessments they experience a 39% lower turnover rate amongst high potential talent. That’s also a really another good reference point. Both of those will demonstrate to your leaders and to the powers that be that pre-hire assessments not only work, but they can do wonderful things for the hiring and talent acquisition process, as well as for employee retention. 
So, whether it’s either of those data points, or it’s considering what I’ve presented to you as well, or it starts with taking a look in the mirror and asking questions about where the business is now, and where it wants to go, pre-hire assessments can do a lot for your organization. It’s just a matter of taking the right steps. 

So, to start, be sure to establish profiles for success based on current top performers in the company. Next, it’s imperative to support hiring managers as best as possible. Giving them guidance is very helpful. Showing them the way in which the assessments work. Incorporating them into the selection of which assessments are going to be used. And a whole lot more. 

If anything, over-supporting them is the way to go. After that, ensure that you can correlate pre-hire assessments with ongoing employee performance results. That’s going to take some look at the implementation and talk about having an effect on whether or not your rollout incorporates various aspects of the pre-hire assessments, but ultimately it won’t take much work, it just takes time to move through the implementation process.

And, finally, take assessments to the next level. Take them beyond talent acquisition. Incorporate them into other aspects of HR, such as employee learning and development, and figuring out what is required in order to get high potentials and high performers to their next level, but don’t forget about those individual contributors as well. HR should feel like they can ask their leaders if they’re comfortable with their current position in the market, with their competitors, and in regards to their current workforce. Ultimately, most companies are in the business of growing, and pre-hire assessments can provide the influence necessary to ensure that companies hire better candidates and perform better in the process. 

With that, I’d like to pass the mic back to Rob Calvin. 

Rob Calvin: Thank you so much. So what you’re seeing up here is really kind of the task at hand that all of us at UnitedHealth Group had followed with a centralizing organization and a real task of globalizing our enterprise. 

We have really kind of been one of Fortune’s fastest growing organizations, what with acquisitions from various sizes across the US, and even making us now the largest employer health plan in the whole western hemisphere. We have hiring that has, of course, extended beyond the borders of just North America. And that being said, you are looking at job profiles that are not only shared by businesses, but by different organizations that might have different cultural fits, things like that. So, when we look at that greater shift of now what was I think when I started eight years ago a company of about 80,000 employees, now up to about 200, serving over 35 million members, you’re really compelling to develop a program that you have and screening talent is a number one asset that really meets the commitment that we make to such a large sizable audience. And especially when dealing with something as life changing or life-impacting as health care, you know, culture needs to be a big part of that as well as their overall proficiencies to make that person’s overall experience with us a top priority. 

So, there were three different things that really we saw as a challenge that we needed to address with our screening or selection model, most notably how do we insert pre-employment assessment into that screening process. 
We definitely know that we are highly competitive with some very limited – it’s getting more limited – number of organizations out there. Whether it was time spent screening candidates, reports that Aberdeen does, and other professional organizations have done on the importance for that candidate experience, we are competitive on the time spent perspective when you’re looking at the commitments that our applicants are asked to make during that overall process.

Now, marketing and branding – we have seen this as a challenge as well. And so when we work with a vendor like IBM, or any of our other preferred vendors in our screening selection portfolio, we’re concerned with the type of whiplash that a candidate can potentially get based upon all of the different types of postings that we have there with our namesake, the different business segmentation that we have, the different lines of services that we’re working for, again, as I mentioned with this growing model, moving from legacy to a corporate brand, how do we do that? Well, one of the challenges in making our screening and selection model was putting our vendors to the task to help us brand our experience within the confines of the tool so that they’re also getting an education about their screening process and what it means to be welcomed into our UnitedHealth Group family as they go through this journey of just screening and determining if this is the right fit for them. 
So we determined that our need for addressing our competition was focusing on our standards. What is it that we are going to standardize from an overall measurement perspective, and what are we going to standardize as far as the experience that our individuals are seeking through.

We also have a very big agenda focused on background. You know, we’re looking at pulling individuals from healthcare. So there are certain roles and responsibilities that really call to a healthcare background – healthcare economics being one of our more diverse or niche function. And then you look at even our clinical backgrounds, which we’re looking at a very larger sizable population of individuals or market share. It is still very competitive though. So, the need in addressing our background is to focus on certain strengths that are most notably not able to be built within our organization, but really we need to buy.
So, how do we measure that with the screening and selection model and most notably with an assessment program how do we ensure that the right behavioral traits and tendencies are measured to understand someone’s future potential and their future likely behaviors on the job. And ultimately what would their strengths be seen as? You can see this as not only impacting that person’s performance, but moreover a team performance, and therefore the overall workforce planning that we go out and seek in years to come. And that’s very important for a fast-growing organization, but also one that focuses on our development and our mobility. 

Finally, the next major component of our agenda has to be culture. We as an organization that is in a part of our economy that really is constantly in the news and headlines for challenges, with a lot of the change that’s happened since the bill that was passed in 2009, we’re looking at a lot of cultural tarnishing I think that people get – or preconceived notions before they come in. Now, in addition to this, think of your actual work environment. We have to pull from, again, that market share that is healthcare related, we’re often pulling from those within the retail and medical area.

They’re not used to working in the office environment, and so what kind of skills testing and behavioral testing can we ultimately get for tangible likely responses from individuals in these market places once they come into the doors of a corporate setting like our own? We also have shared values that are integral to the organization. And knowing that we’re pulling in from different acquisitions and we’ll continue to hire based upon that business’s namesake, and to the type of caliber talent that has made them successful for an acquisition let’s say, we still have to standardize our values. And so what is our value proposition and how do our vendors for a screening like IBM pull those components into the measurement of what that idealistic job profile looks like when we build out the screening tools and models to match that?
What we’ve done to cater to our agenda was we developed a mission. Our mission or our vision here was really in seeking out a global shared services. So, we have a part of the organization within talent acquisition that provides subject matter consultation. This is looking at R&D and overall opportunities that we have with the leading or the industry’s leading consultants like IBM and our other vendors. 
We partner to appropriately implement the [mutual] that are called to action not only for our own abilities to look at trends, talent intelligence, but also the requests from the business to either drive towards their performance goals, or even build confidence if that’s all that they’re asking for.

So we manage projects and we execute on the tactical programs to ensure that these “standard tools” that we are using are in fact being adopted and used effectively. We’re looking at driving efficiencies, but we’re really wanting to make sure that we are really wanting to make sure that we are not unfortunately ruling out talent and minimizing our market share based upon something that necessarily we calibrated in the right way. And ultimately like with an integration as I mentioned earlier, we’re enabling the technology to drive our analytics, which basically is that growing footing that we have shared across all of our companies at this point in time. 
So this might be hard to read and I’m not going to unpack everything, but we’ve set out to really identify quality talent. And that’s really challenging with an organization that boasts over 2,500 different job codes. What we have been able to do is leading up to our vision in this year partner with the Human Capital Organization, our executive leaders, to even focus on what are our shared values, like our employee value proposition, which starts as the input to developing all of our testing tools and our other screening tools, but also what are the functional competencies outlined for each job profile. 
That is something that is a major accomplishment that I tip my hat to the group that participated in that. Those combined inputs we’ve been able to basically say even if we can’t get to a definitive algorithm that says quality of hire is based upon all of these different components, we do understand that we are driving from a standard input approach. And in doing so, we are looking at providing an objective response, or an objective tool that measures individuals fairly based upon the values and those functional competencies. 

In doing so, candidates can’t help but feel that they’re getting an equitable experience and that the measurement that they are actually held to, or those standards, actually are geared towards helping them understand what is the likely expectation for them on that job. It’s driving them to either make that decision to jump out of the ship earlier, or – and really just give them an understanding of day one what is going to be expected of you, which is really helpful in this progress for onboarding. 

Again, everything is being done for an efficiency and compliance perspective. We see it’ll probably be by the end of the year closer to two million applicants. And in doing so, we need to have a tool that’s efficient and really making that efficient for our talent advisers. But also leveraging some sort of flexibility for metrics. 
We have this tendency to prescribe things for business segmentation. And in the same vein of say, well, we came to the table of health functional competencies that are shared, values that are shared, can we really take a high level approach and look at all the different archetypes and the different behavioral traits and the different technical skills that we pull into an assessment and take that as the highest level possible so that an Optim employee and a UnitedHealth Care employee would be mobile between both groups, because those core functional requirements are there.

Needless to say, there are some organizations where we do need a little bit of flexibility based upon government contracts, some expectations that that puts on our overall compliance or commitment to the plans that we sold. 

So, speaking of those functional competencies, that is just one – or functional competencies and values just play into one part of our entire talent cycle. What you’re looking at here is in developing a job profile, it is – and it was the responsibility of everyone in our enterprise. And in saying general job information and the scope of what somebody is required to do, their responsibilities and the qualifications, what their core functions are and their values. This all adds up to how an individual is acquired, how we manage their performance, how we tee up development planning as a result. So, a part of this is where everybody has a hand in each other’s different ports here. And talent acquisition in pulling in those analytics through that integration – how can we share development reporting which is something that IBM gives us on each of our applicants. How can we share these results with our talent development department to help them understand knowing that this person didn’t make the mark, make the benchmark to actually join our team, what would be an ideal follow up or response to developing that individual’s strengths and to making them more agile for other places within the enterprise? 
Ultimately, it tees up that person’s career development. So we’re looking now at career trajectory versus just fulfilling the commitments to that role. And from there we’re able to manage our talent more effectively. And we build out now somebody’s career cycle versus it just being a commitment to what makes this person perform well at a snapshot in time. 

What were the individual – and when I say individual, I’ll tell you one of those bullet items was an 18 month integration process. That counted 35 different executive vice presidents that actually had to sit down and participate in our focus groups. That being said, our screening and selection science is very robust. I like to personally refer to it as an ecosystem, because it is something that is constantly evolving. It involves multiple vendors. It starts preemptively with research and development. And that’s what we did in this three-year plan. We started looking at identifying places or toll gates in which we were able to enhance the different steps to make it more effective and efficient by the use of vendors, streamlining of process, and technologies and integration. We then looked at our access to these different solutions and were we ready but also were our stakeholders ready for this? And if not, what would we do to put into motion a sizable change management plan to accomplish this?

We defined our talent in 2013. So that slide that I showed you previously with what are the functional competencies, what are our values, we started defining what is the true ideal profile here. Therefore, what our library of prescreening questions? What is that we ask standard for all of these different job profiles? What are the likely and the realistic disqualifiers? What kind of behavioral interview questions are most appropriate for a recruiter and then a deeper dive into for a hiring manager, et cetera?

It was then in 2014 where we spent the majority of the time in work like our digital interviewing implementation, the assessment migration work which I was heavily handed in. And we were working with our vendors to understand based upon what our functional and value needs were how we would seek out defining the measurement for that. 

So, we were pulling that in through job analysis, doing questionnaires, focus groups, test batteries to ensure we were basing this all on the actual successes on the backs of our talented employees here. And then this year we’ve been spending the greater amount focusing on our adoption of these practices and these tools. And focusing on ways that as we progress into the next year, how are we going to make these processes more effective and efficient by looking at ways of enhancements. 
So, are we now utilizing interactive technologies that IBM set up for us with the test that we developed? Is there video? Is there realistic job previewing within the actual test itself? So this is the wave of what we’re looking to accomplish in moving towards our overall selection system translation, which now becomes a more business-facing, overall smarter workforce tool, interactive testing portfolio, and really everything driving talent intelligence, where we consider business done much more consultatively and develop an actual roadmap for them, keeping in the same vein all the primary objectives that you see here to the right which we’ve called out. 

That being said, if all is accomplished, we have fulfilled our screening and selection commitment. We believe that talent acquisition and the business leadership have a partnership and have a hand-holding in our very own screening and selection. And whether it is by virtue of them entering the information that we’ve all agreed upon, us walking them through and navigating through this ecosystem that I like to call it into utilizing all of these eight bullets which are really tiny – I’m sorry – to the right here in this white piece of the puzzle, into developing a very confident approach where a hiring manager really understands how to leverage a behavioral interview, whether it’s their 70th time or their first, in order to make confident decisions on whom would be the talent best suited for the role and also their environment, and one that they can make a commitment to onboarding and develop as their leader and responsible for their talent management moving forward. 

So, that is all that I had to present. Our agenda as a major employer of choice, the commitment that we’ve made from an expanding program, to all of the refinements that we will continue to seek after through individuals and consultation from people like Zach and Kevin and individuals that we’ve worked with at IBM. And, Chris, that is all I had. I would tip it back off to you for any questions that might be coming in. 

Moderator: All right, thank you Rob and Zach. Great presentation. And now we’re going to move on to the final segment of our webcast which is the question-and-answer session. As a reminder, to ask a question, just type your question into the Ask a Question box, then click submit. Please note that we’ll try to get to as many questions as we can in the time that we have left, but if we don’t get to your question today, someone will follow up with you individually after the webcast is over.
And while we’re waiting, I just wanted to ask Zach if he had any quick final thoughts while we’re waiting for a question or two to come in. Zach? 
Zach Lahey: Yes, absolutely. Thanks for passing it off here. So, as I think one of the things that people consistently ask me is if we were to focus on a particular employee level or something like that, or who we were going to really put the most effort on pre-hire assessments, who would we put the most effort on? And while it’s not necessary to pick one group to focus on, I think that if you’re looking to start off with one to really try to figure out how effectively pre-hire assessments would work for you, I would start with entry-level or recent college graduates as their backgrounds are often not very developed. They don’t really have a lot of the experiences and kind of like their necessary skill sets are actually set in stone, but what you’re really able to determine is their kind of cultural fit from the ground up. The kind of organization where you can really cater to their needs from the start and help them grow internally. That would be a great way to kind of really get a good feeling for them as individual contributors and to really understand what their specific skill sets they have and how they could potentially contribute to the bottom line. So, I think that that’s one of the things that I often here is who we should focus on, but the reality is as I just said I don’t know if it’s necessary to focus on just one grouping, but I think the benefits of entry-level employees is that you can really focus on honing what specific assessments you’re going to use. 
Moderator: All right. Thank you, Zach. Looks like we do have a question for you. This one is for either one of you. Do you find that the pre-assessment process fits or applies to all levels of hiring, from clerical, to professional, to executive level? 

Rob Calvin: I can definitely take that. I know at least a couple of meetings a week I take from various organizations across my organization. As Zach mentioned, a great place to start and where we’ve focused our attention was migrating our call centers, our claims environments, our clinical administration, telesales agents, our pharmaceutical clerks and technicians. So your front line. Because the impact that you’re going to have is greater than from any other segment, external facing. 
When you’re able to look at KPIs or your metrics where you’re able to define if performance is successful or not, a great way to test if a tool is working, if a vendor partnership is something that melds well with your vision or your agenda like ours is, is to see what is the net variance or the delta that we’re seeing as a result of having this in place. And when you’re measuring somebody that is in the call center environment and you look at their quality ratings, their overall first call resolution ratings, the average handle time that they have on a phone, and you’re able to basically take an analysis and determine before the assessment and after and then multiply by the tens of thousands of people that we hire using this assessment, you’re able to gain more confidence in that correlative measure from that assessment solution. 
And I think that when you have from that space that confidence, you’re able to sit down with your consultants, your client services team, and determine, well, in other spaces that might not be that definable in success, like let’s say our project managers, our communication strategists, even our leaders, how do we build those tools out to be a little bit less objective and more subjective. And that’s, I think, what some of the space that we’re really focusing on in our engineering, in our nursing, things like that. 

Moderator: All right. Thank you, Rob. I have another question for Zach. Zach, our assessments are part of the application process. On average, there are 150 questions that take 30 to 45 minutes. Is that too long? 

Zach Lahey:  That’s a really good question. Thank you very much, Chris. That is too long. You know, we didn’t spend much time talking about the candidate experience in this webinar here today, but I think one of the things that a lot of organizations are realizing is that per what I was talking about at the beginning of the presentation is that it’s a candidate’s world and we’re all just living in it. So, candidates have more choices than ever before about where they’re going to work. 

And while they might want to work for you, having such a long assessment process as part of the entire application process is a very overwhelming potential. And I think personally as an individual, seeing so many questions or realizing that I have so much ahead of me, or so much on my plate would be a little overwhelming and maybe would make me want to kind of step away or even just remove my application altogether. 
I think that while it’s important to try to get as much insight into candidates, whether it’s about skills or knowledge, or personality, or job fit, or cultural fit, that in the ideal world you want to try to limit the amount of questions or the amount of time that candidates are required to take. And I really do think that a long application process, including the pre-hire assessment, can be a huge red flag for candidates. Kind of  if they see all of that content and see it’s kind of like maybe a little disjointed, or it seems to be kind of like patchwork together, for a candidate maybe they start asking themselves, wait a second, if this is what the application process is like, what’s it going to be like when I’m onboarding? What’s it going to be like when I’m learning and developing? What’s it going to be like with anything working for that company? 

So, that’s usually a pretty big red flag. I would definitely caution you against doing so much – putting so much time and so many questions in the pre-hire assessment process. And really try to focus on your core competencies you’re trying to understand. 

Moderator: All right. Thank you, Zach. Our next question for you here is we have 816 job categories, so implementing this process would be labor intensive. Would you suggest starting the analysis process with the jobs that have vacancies most frequently, or the jobs that receive the most applications per posting? 

Zach Lahey: Another really good question. 

Rob Calvin: I would definitely recommend, and what you’re going to find is a lot of the work that goes into validation has to do with the support that you’re getting from the business itself. So, when you’re looking at developing what is a standard, I guess, representation of your profile like we were kind of talking about, you’re going to need to look at sitting down with incumbents and having them evaluate – or determining how they would evaluate and measure themselves. You can’t really validate if something is going to be successful and create what you call a norm without understanding where your own business line is at. 

So, you’re going to have to look at organizations where you’re going to be able to likely pull 300 employees and have them take the assessment so that your assessment vendor can analyze that on a very confident level and say based upon just standard statistical measurement, we feel confident that there is a correlative nature between the likely performance of our top talent here and if this is a skill that we focus on and measure people against whatever benchmark you feel comfortable with. 

A lot of the organizations and your job profiles, if you say 816, won’t have that kind of volume to actually focus this on. So you may want to focus that kind of “screening and selection” to be a little bit more adaptive than prescribed and you’re looking at different ways of approaching things through behavioral interviewing. Assessment really does need to be validated where you can really tap into a sizable organization, we’ve found. 
Moderator: All right. It looks like we have time for just one more question here. And give me one second here. And looks like that question is going to be at UHG, how do you balance a short and engaging candidate experience with the robust measurement to gauge fit within the job in question and gauging their likelihood for future leadership? 

Rob Calvin: Engaging, so keeping it short while engaging them for future leadership I think was the question? 

Moderator: Yes. Just gauging them for their likelihood for future leadership. 

Rob Calvin: Okay. Well, I would break that down into two different things. And as far as addressing the continuum of the application process and how lengthy that can be, we do try to develop enhancements of proficiencies all the time with the application process itself. What can we automate and have already pulled out of their profiles? How can we get some of the questions asked later that are just much more legal binding at the end of the process towards onboarding, versus having them fill that out if they’re not interested.

How do we actually ask behavioral questions during the interview tailored based upon what they did in the test? So if one area they weren’t as great on in their evaluation was let’s say problem solving, how do we then develop questions for our recruiter and our hiring manager to only focus on those areas so we can limit the amount of time that they spend with them, yet drive the confidence of the hiring manager. So those are the types of efficiencies that we work on and we demand with our vendors for that partnership. 
As far as gauging potential leadership, again, we take in development opportunities through here’s how somebody is likely to do on the job. Here is where you can actually measure or gauge their potential. But also we’ve been looking into high potential assessments that Zach was sort of touching on earlier. And that is at our manager and leadership level. What kinds of tendencies does this manager have in developing talent within the organization? And we’re looking at ways of doing what that means to our business, but taking that out externally to determine do you fit what a people leader and manager ultimately need to do. 

Moderator: All right. Thank you, Rob. And thank you, Zach. That looks like all the time that we have for questions for today. Once again, if we did not get to your question, someone will get back to you via email. We’d like to thank you for attending today’s webcast, “Pre-Hire Assessments: An Asset for HR in the Age of the Candidate.” 
This webcast will be available shortly for replay on demand. And we will send you an email indicating its availability. That concludes today’s IBM webcast. I’m Chris Keech. On behalf of our speakers, Zach Lahey, and Rob Calvin, we’d like to thank you for joining us and we hope you have a great day. 
