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Presenter
Presentation Notes
Open jobs come up within organizations all the time.  People leave.  Others get promoted.  Growth drives additional needs.  It doesn’t matter how jobs come open – they do.  The issue I’m going to address today is: in the ideal situation, how should we go about determining the best profile or, more typically, the best profiles for a job?
 
Interestingly, the first step we should follow in the process of profiling a job doesn’t involve Predictive Index or a profile at all.  The first step is to pull out or develop a performance based job description; or, a set of Key Performance Requirements – what we call KPRs – for the job in question.
 
I’m going to post our second poll now regarding Key Performance Requirements.

Survey 2 - Do you currently have performance based job descriptions for your employees?
 - Yes, they’re derived from our strategic planning process
 - Yes, but they’re developed independent of the strategic plan
 - For some jobs
 - We have job descriptions but they’re not measurable
 - We don’t have job descriptions
 
In an ideal situation, KPRs are created as a part of the strategic planning process of the organization.  That is, the performance measures of all employees should merely be a translation of the organizations’ goals to the execution level of the employee doing the job in question.  Unfortunately for us and many of you, many organizations haven’t taken the time to quantify where they’re going and why; and how every worker is tied to their overall corporate direction.  If you’d like us to help you to evaluate how you can translate your corporate goals to individual workers, drop me a note or give me a call and we can discuss how that process works.  
 
Before going into how to create self-standing KPRs, let me share the results of our second poll.  We found that: (share poll results)

Thanks for sharing.  That’s very helpful.
 
If you don’t already have KPRs that cascade from your strategic plan for your jobs, here is what you can do to create them:




® oo Creating KPRs

» Create a team of people who know the job

« Categorize job tasks into areas of
responsibility (KPA)

* Develop metrics that delineate acceptable
levels of performance for each job task
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First, pull together a team that includes the hiring manager, an incumbent or two, and perhaps someone else who knows the job from a peer perspective.  Once assembled, ask them to determine what a person doing the job does.   What are the paperwork requirements?  What results are supposed to be delivered?  When?  To whom?  
 
Categorize these job tasks into areas of responsibilities.  For a manager, these might include things like training, operating as a productive team member with other managers, handling specific projects, motivating subordinates, meeting certain needs of internal or external customers, etc.  For a warehouse worker they might include things like receiving freight, loading trucks, producing paperwork, following orders, operating as part of a team etc.  Try to sort each job into 8 or fewer job responsibilities or key performance areas (KPA's).
 
Once those are determined, try to develop methods to measure performance for each of the areas that are relevant to the needs of the job; ideally, in relation to the needs of the business.  These are the Key Performance Requirements.  Remember, if you can't define what you want done or accomplished, it won't get done or accomplished in the way you want it.  Going through our lists of tasks above, a managers’ performance could be evaluated in many ways.  To give you some examples:	
 
For Training you might measure the # of promotable subordinates; time frames to bring a system on line with acceptable quality or test scores assessing employee knowledge
For an intangible like team orientation you can use peer evaluations; superior evaluation;  # of team blowups over a period of time that required intervention – try to think about what distinguishes good performance from bad and think about how to measure it.
The more tangible areas like specific Projects tend to be easier because you’ve got specific measures like completion dates, profitability, cost and cost reduction

Hopefully, you get the picture.  Obviously, all KPRs should be SMART.



® ® ® | KPRs should be SMART

» Specific
 Measurable
e Achievable
e Realistic

e Timely
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That is, they should be specific, measurable, achievable, realistic and timely.  You may characterize them with one number or a minimum and a goal.  The key is that they should let the employee know what good performance looks like.
 
Before going too much further, I hope you can see the obvious advantage of developing KPRs from the vantage point of the strategic planning process.  That assures that the work people are doing is related to the goals of the business – creating confidence, as we like to say, by aligning people to a greater goal.  Developing KPRs from the bottom up is better than no KPRs at all.  At least with KPRs, people will know what they’re supposed to be doing which is always a good thing.  The down side is that we may be creating a measure to do something very well that isn’t ultimately aligned with the direction of the business. 


® ® ® | Step 1: Getting a broad sense of Pl
Profile — the Key Factor Relationships

Generalist vs. Specialist (A/D)
= risk vS. risk aversion
= results vs. execution

Methodical vs. Urgent (C)
» process vs. multi-task
= stable vs. pressure

Thing vs. People (A/B)
» planning vs. motivating
* grganization vs. enthusiasm
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e Accurately perform payroll responsibilities including payroll, projections,
KPR reports, monthly and quarterly tax filings, etc. so each is complete
by the end of the day of payroll.

(Specialist,?, Thing)

e Serve as Technical Operations coordinator — purchasing, administering,
maintaining and running the hardware, software, office and computer
equipment. Establishing fixes for computer problems either individually
or through vendors wherever possible within one business day —
ideally, sooner.

(Specialist, Low C, Thing)
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Once we’ve got the KPRs, that gives us a chance to get a broad sense of the PI profile that’s required for the job.  As most of you know, there are 3 factor relationships that are directly related to work.  The first has to do with the A and the D factors.  Is the person, or is the job a generalist or a specialist?  Is the person comfortable with risk and focused on results?  Or, is the job to mitigate risk and yield solid execution?  Or, somewhere in the middle.  Typically, the KPR measures tell us.  If we’re asking for results and don’t explain how, it tends to be a generalist job.  If we’re asking for specific execution, it tends to be a specialist job.
 
Are the job and the person process oriented and stable?  Or, are they multi-task oriented and pressure laden?  Again, the KPRs will give us some clues.
 
And finally, is the job or the person more thing or people oriented?  Is the focus more on planning and analysis or motivation and communication?  This will give us a sense of the A/B relationship.  
 
Let’s look at a couple of KPRs and see how this can work.  These actually come from our own office manager here at Advisa.
 
Accurately perform payroll responsibilities including payroll, projections, KPR reports, monthly and quarterly tax filings, etc. so each is complete by the end of the day of payroll.  This first example is pretty clear on the generalist / specialist dimension isn’t it?  It sounds like a specialist to me.  The focus is on execution.  The C is a little bit up in the air isn’t it?  Could be high, maybe low.  And as for the A/B, this is clearly a KPR for an A/B person.
 
Serve as Technical Operations coordinator – purchasing, administering, maintaining and running the hardware, software, office and computer equipment within budget.  Establishing fixes for computer problems either individually or through vendors wherever possible within one business day – ideally, sooner.  This second KPR is pretty clear on the generalist specialist dimension too, isn’t it?  Sounds higher D to me.  The C here could be a little low – especially, the “ideally sooner” phrase – that puts speed and pressure into the process.  And again, definitely a thing oriented position.
 
So, the smell that the two KPRs provide for us is a profile that’s D over A, A over B and C about at average, perhaps something like this.  This isn’t the perfect way to determine who you’re looking for in a job – but it is one way to develop a starting point.



Step 2: The PRO Form
00

. Gather the same team that executed the
KPRs

. Talk through each of the questions
- Frequent and
. Important
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The next step I’d recommend you take to get at the profile of a job is to complete a PRO Form.  Gather the same team you pulled together for the KPRs including the manager, a couple of successful incumbents and a peer or two.  There are 90 statements on the PRO which you should check if they are both frequent and important.  To make sure folks are on the same page, we define frequent as 3 or more times per week and important as necessary to successfully executing the job.  Going through and checking all of the appropriate statements yields, when the PRO is complete, a specific job profile.  This is a very accurate picture of the “ideal” profile of the job.  



® o ® | PRO Advantage

e |t creates the ideal profile for a job
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The PRO is a terrific tool.  But, it is just that – a tool for determining the ideal profile for a job – no more and no less.  For that reason, it is, like the use of the 3 key factor relationships, at best a starting point in the process of determining job profile.  Let’s look at the negatives. 


e o o | PRO Disadvantages

 Doesn’t match the “real” culture of the job
* Leaves the impression of one perfect

profile — unnecessarily trimming the pool
* Doesn’'t measure the culture of a team

 Doesn’t measure promotability
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It might not match the real culture of the job.  It leaves the impression of there being only one perfect profile – which can make your applicant pool painfully small.  Additionally, it doesn’t measure the culture of a team.  Nor does it measure changes you may foresee in a department or help you develop bench strength.



® ® ® The PRO doesn’t convey the culture
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At worst, there are rare times when the profile created by the PRO just doesn’t work for the job you’re evaluating.  One recent example occurred when the PRO came up with a diligence profile or lowest A, low B, high C, and highest D for an inbound telemarketer.  The PRO was right.  The problem was that the manager and the culture he created was a Highest A lowest D culture.  Any person who was a low A high D did not survive – there was just too much anarchy.  So, if the client hired people like the PRO, they’d fail just as those currently in the position were also failing.  Until the entire system was changed, the profile determined by the PRO wasn’t going to work.
 
Most commonly, the problem with the PRO is that it precludes the hiring managers evaluating other acceptable, frequently equally successful candidates.  Let me give you two examples of sales positions yielding vastly different results.



The PRO alone vs.
looking at profiles
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Other successful profiles:

Outside Sales —
Scho_ol Prc_)mo_ti'or_\s'PRO
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In both cases, the PRO form done by teams within the organization and facilitated by me – so the process was, at least from my perspective, the right one – we came up with a Persuasive Sales Management profile – highest B, high A, lowest C and low D.  In both cases, that was the ideal profile.  But, when we looked at people actually doing the job (and we’ll walk through how to do this shortly) we found that different ranges of people with other profiles performed equally well.  In one case (selling promotional goods through schools), the key profile ingredients for success were high A and low C.  Profiles like these:



Outside Sales —
Business Development

I
L P N

Other successful profiles:
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In the other (outside business development), the key ingredients were A over D, high B and low C.  The PRO form gave us the ideal. 
 
Reality told us however, that a number of other profiles worked every bit as well in the job.  How much time and effort would it cost us if we limited ourselves to just the persuasive profile in both cases?  How many more resumes would we have to hunt through to find the “perfect” person?  
 
These cases and most others demonstrate that the PRO is only a starting point to determine the profiles that work for a job.
 
But, there’s another caveat to the PRO form too.
 
It draws a picture of what you want done in the job today.  What if you want to promote from within?  What’s the likelihood the profile you create with the PRO will be the same as for the person you’ll want to promote?
 
Another challenge occurs when you have a team environment where people are together.  For example, consider an engineering group working as a team.  The PRO form for each of the jobs might well be some flavor of high A and D and low B and low D.  But, the team might well need a high B for communications and team orientation; or, a high C to handle process oriented tasks.  Like the culture of a department, the culture you’re trying to develop for a team can trump the PRO form when determining who you’re looking to hire for a job.  



Determining the Best Profile
Based on Experience

- Evaluate performance — Excellent, Good, Fair, Poor
-Compare profiles of best and worst

-Use the most recent cut-off date in the excellent
category as the minimum

. Evaluate trends in factors, factor combinations, M and
E scores — focusing first on self
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The next step in determining the profile for a job is to look at actual experience.  If you’re looking at a newly created job, that’s obviously hard to do.  But, even in those cases or where there’s only one incumbent, there are a couple of ways to, at the least, validate the PRO.  Pull out profiles of people similar to the PRO and ask yourself, if they had the skills and the interest, would they succeed in the job?  What jobs are similar to the PRO you’ve created within your organization?  What works there?  All those data points should give you a nice feel for the job profiles that would work best.
 
The best scenario is where you have a number of people already doing the job and you have an opportunity to compare performance to profile.  Here’s how I’d suggest you approach that situation.  Gather the profiles of all the people who are currently doing the job, some specific evaluations of their actual performance and their employment start dates.  If you’ve got hundreds of examples, limit it to a smaller group – say 50 – which should be enough to gather your data.  I’d try to break them into four categories from best to worst – with 15-20% on both of the ends and 30-35% in both of the middle stacks.  Look at the group of your best performers and find who started the most recently.  Use that as a cut-off for evaluating profiles and remove all the profiles from the evaluation who started more recently than that person.  The reason you want to do that is based on this assumption:  if it takes that long to create an excellent performer people whose performance may not yet be there still may have an opportunity to grow.  For some jobs (assembly, for example), you may have people ranked among your best performers who have only been in place for a few weeks.  For complicated sales or engineering jobs it can take others a couple of years to be among the elite performers.
 
Once you’ve pulled out those where it might be too soon to tell based on their start dates, then start to compare the profiles of the best performers against the worst – looking for significant differences especially among the drives and key factor relationships.



® o o | Sales Group Evaluation

High B, low C

- 66% of the top group;

- 25% of the bottom group
High A, lower D

- 66% of the top group;

- 25% of the bottom group
High D, low B

- 63% of the bottom group;

- 23% of the top group
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Here’s a compilation from an evaluation we did about a month ago with 49 sales people.  Sales managers gave a 1-5 rating to each sales person based their sales performance.  We segregated and compared the best and the worst groups after pulling out those where there start dates were too soon to put them in the top group (in this case is was 3 years. A thorough analysis of the two groups showed the obvious differences on your screen.
 
66% of the top group was high B low C where only 25% of the bottom group had that characteristic.  For this sales position the ability to connect quickly with people is an important component of success where people with that profile were 2 ½ times more likely to be top performers than bottom performers.  The same numbers applied to High A and Low D’s.  They were 2 ½ times more likely to be in the top group than the bottom group demonstrating that natural closing and business development skills are again significantly linked to success.  Finally, on the negative side, salespeople were much less likely to be successful who were High D and Low B – skeptical of new things and sincere communicators.  



® ® o | Range of Acceptable Profiles

==

|
EENEREF ENENEESENEES NN

PRO — Persuasive

Others that worked just as well
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The PRO form came up with a persuasive in this case, but the evidence of experience said several other profiles would work just as well – authoritatives, Sci-Pros, Lowest D persuasives and authoritatives.  

This kind of experiential analysis allows you to expand the range of profiles your looking to hire for a job – making your hiring jobs easier and more efficient.  It doesn’t take a whole lot of time and if you need some help in conducting the analysis contact your PI consultant or me directly.  We’ll be glad to assist.



Commit to
Continuous Improvement

. re-evaluate in 6-12 months
. refine
. repeat
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Survey 3.  How frequently have you used incumbents to determine the profile range for a job?
We evaluate incumbents as a part of the process every time
 - Between 50 – 80%
 - Between 25 – 50%
 - Seldom
 - Never 
 
But that’s not the end of the process.  The task of profiling the job isn’t quite finished yet.  Yes, you do have a proven range of profiles to hire from – but, if I’m you, I’d like to make the effort one of continuous improvement.  Come back after 6 – 12 months and evaluate what is and what isn’t working in your hiring based on the results and analyze again.  Anyone who uses P. I. in the hiring process knows it works.  It measures what it’s supposed to measure and has the capability to dramatically impact both turnover and productivity.  If you know how to measure success in a job, you will find that there will be profiles that work better in a job and profiles that don’t work as well because jobs satisfy the needs of different people differently.  That’s all true.  But, don’t stop your evaluation of what the best profile is for your job after only one iteration of the process.  

This part of the process is much like the directions on the back of a shampoo bottle after you’ve followed the rinse step.  Repeat (though I’ve never followed that step from shampoo bottles, this is one I’d highly recommend).  That is, pull out the profiles of the people you’ve hired over that period of time and compare their actual performance (including those who were terminated) in respect to their profiles.  You might find that the direction you’ve taken is exactly right; that turnover has been cut by 50% while productivity has increased commensurately.  You may also find that there are still profile discrepancies between your best and your worst and that you have the opportunity to refine who makes the best profile for a hire commensurately.  Follow this same step again in another year to 18 months and continue checking over time to make sure there isn’t anything new to learn from the process.




® @ o | Fxpect Results

- Less turnover
- More productive staff
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When you follow these steps to determine the best profile for a job and hire accordingly, you will be rewarded with less turnover and a more productive staff.  Those are both pretty good things to have, don’t you think?
 
Remember:  PI is a brain tool.  The PRO form does a very good job of determining where to start.  But, you need more data to really form your conclusion.  The best data is always real life experience.  Also, don’t hesitate to involve your PI consultant in the process.  They can help too.  So can I.  
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Thank you all for listening and I hope you found this session helpful and valuable.  I’m putting up the final survey of the day and will now begin fielding the questions you’ve been asking throughout.
 
Survey 4
How would you best describe today’s PI Friday’s with Bob?     
 - Loved it!  Looking forward to the next one and will recommend it to others.
 - It was pretty good.  I’ll probably be back.
 - Not very helpful.  I might listen again.  
 - Didn’t like it.  Won’t be back.
 - Feel free to post additional comments in your comment box.
 
Remember to mark your calendars for our next PI Fridays with Bob Session for February 25th when I’ll be talking about the C Drive.



® ® ® | Next Session

February 25th

9a.m. ET
Topic: C Drive

In the meantime, visit our blog at:
http://blog.advisausa.com/blog/advisa

ADVISA
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Bob Wilson
® ® @ | President and Founder

bwilson@advisausa.com
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