Using measurement to predict performance
Traditional tests tombstones, not guideposts
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When discussing an individual’s job TRAINING these assessments as the result of his ex-
performance, have you or your col- perience over the pf’slst 25 years.
leagues ever observed, “With his quali- “l have bepome increasingly excited
fications and experience, he should have by the commitment to personal growth |
been able to . . .”? Or, “Her tests showed find in almost every individual contribu-
that she was more than qualified for the tor. Together these individuals make up
position, | can’t understand why she’s small and large organizations, and are the
having these difficulties.”? Or, even more very people we are depending on to lead
perplexing, “How can we explain that those firms into the next millennium. As

some of our least experienced people are individuals, they need our help in deter-
among the top performers?” mining which paths to take. Unfortu-

Too often, testing and other assess- nately, that same experience that excites

ment criteria fail to predict job perform- NORMAN L me frequently reminds me that organi-
ili - ' zations often do a disservice to those

?ﬁn;ri. tﬂog\rl;(;htig ggh\iviggglzee, r\?v(ietﬁst%ree TRAINOR committed contributors by failing to de-

right skills and capabilities, and identifyindividual is. liver the help and support needed for de-

the best way to help them increase their However, what testing needs to de/€loping and improving the capabilities
personal effectiveness and business fiermine is whether the individual is righPf €ither the individual or the organiza-
sults? for the job, (capabilities and attributes§ion:" _

The goal of testing should be the enand has or can acquire the competencies The foundation of these assessments
bling of all the people who work with usto perform at their best. What the assedd¢9an  with  measuring  core
to achieve their best possible performments need to provide are the guidepof@mmunication and negotiating skills
ance based on their attributes, capabilind milestones that the individual usednd capabilties. The most current version

ties, role and accountabilities. to ensure that they achieve that potef?lc these original tests can be found on
E ¢ tial the sales.org Inc.Web site at
ssence of measurement ' . . i
In past articles I've referred to som ttp://wwwsales.ay. These include the

Why do tests and forms of assessmenf the work my colleague Geoffcurrent “Best Salesperson on the Web
(measurement) fail to predict future pefavidson of sales.org Inc. has been d&:Ontest” based on the company’s
formance? ing in improving learning effectiveness Professional Sales Skills & Capabilities

The essence of measurement is nwith his clients. In recent years DavidsoASSessments” — for  measuring
to identify where the individual is; it's tohas earned a reputation as a leading pré@mpetencies in the recruiting and
determine what is required to move thitioner of business applications for adufg€lection of effective salespeople.
individual to where they are capable dearning and decision making principles, Extending the basic listening, ques-
going. His teams have established an enviad@ning, and soft skills assessments into

To determine how successful theitrack record of increasing the Iearnin?’ea_Surement of more technical compe-
selection or training is, firms are mor@nd performance results for both inditencies was not originally planned. This
often than not seeking new ways of testidual contributors and their organizaP&came possible when Stoney Kudel and
ing or measuring individual performancgions. Teri Paoli of CIBC first approached me,
and knowledge. This form of forensic . , dard to consider the development of a new
testing is excellent for academic institu- ¢\ INnOvative standar form of integrated assessment of com-
tions, accreditation, and for balance Over the past few months | have enQlex financial adviser skills,” Davidson
sheets but offers little real informatiorjoyed the opportunity of working to- 2> _
on where each individual’s strengthsgether with Geoff as this experience, ex: | was impressed by the values that
weaknesses, and opportunities for growfkertise, and energy has been directed aﬂth share with the Ban_k, and thelrst_r ong
are found. building a new and innovative standar§OMMitment to selecting, developing,

In short, traditional tests and performef assessments, created specifically ¢§nd supporting the best and most profes-

ance measurements are little more thameasuring, managing and directing thsé'znal team of :‘lnlanmal r?d(\j/'sefﬁl in the
eulogies, written as tombstones that atvelopment of professional skills & calldusty- Nonetheless, I had no illusions

laid to rest in archives of employmenpabilities. that ﬂ?is V.VOUId be an easy task. We
files around the world. Davidson explains the company’gverent being asked to test simple skills
Existing testing identifies where theinterest and enthusiasm in developing CONTINUED ON THE NEXT PAGE



or competencies, we were being askdetlp to empower the employee towards With new approaches like the Skills

to evaluate individual's on their capabiliaction and development, we worked witk Capabilities Assessments, managers
ties to deal with varying degrees of corrsales.org Inc. to establish the Skills & Caand employees can find the tools needed
plexity across several skills and compgsabilities Assessments as guideposts te ensure that the best decisions are be-

tencies.” marking the achievements and mileing made in selecting and completing the
Davidson continues, “In other wordsstones on a journey of self discoverygarning and development to achieve con-
the assessments aren't focused on detlrarning and growth,” Kudel says. tinuous improvement and sustainable

mining whether the individual ‘knows “We have also worked closely withcompetitive advantages.

their stuff’, but instead measure whethasther teams in CIBC to ensure that the As a training consultant | have often
the person knows when, where and hoiwformation we collect is being integratedaced the challenge of determining what
to use it. And, while that may have beemto the design and delivery of new learrthe learning needs for organizations are.
enough of a difference in measuremeinig programs wherever opportunitie®©ther times | have the dilemma that the
for most people, Stoney and Teri wantelave been identified. These assessmetr@ining program I'm being asked to pro-
to ensure that the tool was used to builtte much more than a snapshot in timeide can only address obvious symptoms,
and improve the quality of their finanthe are becoming roadmaps showingpot the underlying gaps that exist in ba-
cial advisers - providing a specific acwhere we are, where we are going to, asit core skills, behaviours, processes and
tion plan that the individual and theithe shortest path to get there.” techniques.

manager would follow to improve job  Davidson often introduces the As- These new measurements and action
capabilities and performance.” sessments with the obvious statemeptans takes much of the mystery out of
that, “You cannot manage what you ddeveloping the right training, and provide
not measure”. He generally closes witAn ongoing evaluation process that will

The first of these, the “Financial Ad-the less apparent observation, “Once ydielp to measure, benchmark, and man-
viser Skills & Capabilities Assessmentstan measure it, it becomes incumbenge training effectiveness.
was introduced at CIBC in 1997. Kudelipon you to establish the systems and
explains the value of this implementastructures to manage it well.”
tion: “We all understood the reasons for The work of sales.org Inc. with pro-Norman L. Trainor is a principal in The
evaluating the attributes and capabilitigessionals like Kudel and Paoli, help téovenant Group, an educational company
of our employees to help them gain selbffer hope to organizations and individuspecializing in individual, team and organi-
awareness and empower them towardis who have found that the testing argtional learning. He is also the author of
their own personal development. Tradiaccreditation programs currently in us&ne 8 Best Practices of High Performing
tionally these evaluations are completesave not helped to focus, select, and dg@/espeoplézor more information, contact
to identify where the employee is in theiliver measurable improvements in eitheft €N€ McKinley at (416) 304-1766, or fax
development, and not with the thoughtaining or performance. Their effortd416) 955-0418.
of establishing a process of action anklp to demonstrate that the next genera
development plans for the employee dion of testing can and must be much This article first appeared in the
their coach to impact professional develore November 16th, 1998
opment and business growth. Testing needs to identify where the.- : . .

These test results become tombndividual is now and it must provide & AN ALY 11 I
stones, marking the point in the individutearning and growth plan that maps th Pp“r‘tr
al's career that the evaluation was givedirection for both the organization anc ' B
In order to ensure that our results coulthe individual. Reprinted by permission

CIBC assessments




