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Things are changing… 

Screening/assessment  research is decades old 

 Based on studies as old as nearly a half century 

 Sound, solid research for the time 

 But, tied to the workplace and workforce that existed then 

 

The workplace is different today 

 Technology has altered what jobs demand 

 What “explains performance” has evolved 

 Tenure’s grown for some jobs; not for others 

 

The workforce is different, too 

 Different generations – evolving wants 

 Shifting “Can Do” and “Will Do” emphases 

 What “predicts performance” is evolving 

 

Legal issues in hiring continue 

 Candidate screening creates legal challenges 

 Adverse impact is monitored more and more  

 “Equally valid/less adverse” is a standard  
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Also… employers are focusing more on the 

concept of ‘employee engagement’… 

But, just what is ‘employee engagement’? 

 Simply a new version of employee surveys? 

 An influencer of job performance… and things like retention? 

 The result of things the employer does to people?   

 An attribute people bring with them to the job? 

 

The HR world is paying more and more attention to 

‘employee engagement’… 

 A driver of organization-wide surveys and research 

 A norm for comparing organizations 

 A foundation for action planning 

 A metric for holding management accountable 



How Tapping a Candidate’s Can Do and Will Do  

Drives the Bottom Line Building the bottom line... one hire at a time 

The first thing we propose… 

EMPLOYEE ENGAGEMENT IS A TWO-WAY STREET 

  

Many view employee engagement as management’s job…  

                     but it also resides in an employee.   

 

Assessing ‘Will Do’ qualities in candidates helps hire those more likely to engage. 

 

Management-led actions play a role in growing employee engagement, but our research 

shows a major part of employee engagement resides within the employee.   

 

It’s a very simple fact – an organization’s level of employee engagement results from 

both whom it hires and, then, how it treats them. 

 

Visit www.hirepayoff.com to see the full story on 

 EMPLOYEE ENGAGEMENT IS A TWO-WAY STREET 

 

http://www.hirepayoff.com/
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We believe… 

  

1 – ‘Employee engagement’ will continue to gain HR’s attention… 

 Low hiring volume puts more attention on the current workforce 

 Research is showing the concept has consequences 

 The marketplace is making it “the in thing” 

2 – But the attention will shift a bit… 

 It’s not purely the organization’s responsibility to build employee engagement 

 It’s a two-way street – select for the ‘eagerness to engage’, then make it grow  

 People differ in their ‘eagerness to engage’ 

3 – ‘Employee engagement’ is entering the world of candidate screening… 

 Tools will target the concept of ‘eagerness to engage’ 

 Research will drive studies about the ‘value added’ by such screening 

 IT data analytic platforms will expand to track the payoff in ‘hiring for engagement’ 
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What we’ve found to work with 

HirePayoff™… 

Gaining a view of the “whole candidate,” so we can 

predict overall outcomes on the job… 
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Specific assessment scales… 
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Measuring Eager to Engage… 

The 22-item Eager to Engage scale 

 Items built on validation/cross-validation across studies 

Solid internal consistency reliability - .80s 

Correlates in the .40s to .70s with other HirePayoff ™ 

“Will Do” scales 
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An example… screening on “employee 

engagement”… 

 

 Collect HirePayoff™ assessment scores and job performance data 

 Measure employee engagement, as well  

 See how the concepts link with over 800 retail sales employees… 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

The Four-Question Employee Engagement Summary Metric 
 

1. I am proud to tell people I work for my organization. 
2. I am willing to give extra effort to my organization to get the job done. 
3. Overall, I am extremely satisfied with my organization as a place to work. 
4. I would gladly refer a good friend or family member to my organization for employment. 
 

Note: Each item is answered with a 1-Strongly Disagree, 2-Disagree, 3-Agree, or 4-Strongly Agree response.  
The overall engagement score is computed by summing the four responses and converting the sum to a 

‘percent of maximum’ score. 
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Screening on employee engagement  (cont)… 

 Use the four employee engagement items to assign current 

employees to four categories.  The results… 

 

 

 

 

 

 

 

Disengaged  (6%) 
Never likely to become engaged with the job or organization; 

management practices have little effect 
 

Disenchanted  (28%) 
Possibly open to becoming engaged; management practices will have 

some influence 
 

Enrolled  (30%) 
Joins the organization with a positive level of employee engagement 

on Day 1; management practices guide its retention 
 

Highly Engaged  (34%) 
Joins the organization with a positive level of engagement; retains it, 

even if workplace events are a challenge  
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Screening on employee engagement (cont)… 

The 22-item Eager to Engage predictor 
 

Correlates in the .40s with employees’ 

engagement responses 
 

Creates a solid “Red – Yellow – Green” scoring 

profile for predicting candidate’s future levels of 

employee engagement 
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The Eager to Engage scale predicts… 
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The second thing we propose… 

ENGAGEMENT IS PREDICTABLE 

  

Yes, management plays a role in building employee engagement, but… 

the evidence is clear – a large part of the load rests in who gets hired 
 

 The HirePayoff™ Engagement Scale rejects only about one-quarter of those tested   

 

 In the group that “passed” the assessment, there was an approximate 32% reduction in 

the number describing themselves as Fully Disengaged or Disenchanted employees   

 

 The percent of those reporting themselves as Highly Engaged increased by nearly 24% 

 

Visit www.hirepayoff.com to see the full story on 

 ENGAGEMENT IS PREDICTABLE 

 

http://www.hirepayoff.com/
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Predicting performance and engagement… 

Those who ‘passed’ HirePayoff™ screening standards… 

 

 

 

 

 

Those who ‘failed’ HirePayoff™ screening standards… 

12% Higher 
‘End the Sale’ 

Results  

14% Higher 
‘Overall’ 
Ratings 

58% Higher 
‘Likely To Advance’ 

Ratings 

24% More Likely 
to be 

‘Highly Engaged’  

Less Than  
1 Chance in 20 of  

Being a 
‘Top 20%’ Performer  

Over 10 Times More 
Likely to be a  
‘Bottom 20%’ 

Performer  
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The third thing we propose… 

ENGAGEMENT PREDICTS! 

  

Screening for competencies and the likelihood of growing employee 

engagement produces a clear bottom line return.   

 

 When held to both the HirePayoff™ performance screening standard and the Eager to 

Engage standards, results showed clear bottom line payoff. 

 

 The most distinguishing feature of Highly Engaged employees: Effectiveness in “Meeting 

and Greeting” customers.  

 

 Highly Engaged employees perform higher overall, but customer interaction showed 

them most different from those who reported being Disengaged.  

   

Visit www.hirepayoff.com to see the full story on 

 ENGAGEMENT PREDICTS! 

 

http://www.hirepayoff.com/
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So what really drives predictions about 

employee engagement? 

 

 

 

 

 

 

 Classic 

“Will Do” 

Dimensions 

“Hitting 

Targets” 

Performance 

Predictor 

“Eager to 

Engage” 

Engagement 

Predictor 

Drive to Succeed .85 .64 

Team Play .70  .75 

 People Focus .47 .75 

 Work Ethic  .61  .48 

 Taking the Lead   .53 .48 

Note:  The correlations reported are based upon a group of more than 
400 Retail Sales Associates.  Similar results were noted for large 
samples of both Retail Store Managers and entry-level Cashiers. 

Forecasts performance 
nearly twice as well as 

engagement 

Forecasts engagement  
over twice as well as 

performance 
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Another thing… 

 Average scores on the ‘Eager to Engage’ assessment scale… 

 

• White  82 

• Black  80 

• Hispanic 82 

• Male  82 

• Female 81 

Overall  
Standard Deviation 

9.33 



How Tapping a Candidate’s Can Do and Will Do  

Drives the Bottom Line Building the bottom line... one hire at a time 

Questions… 

Q:  Is screening to predict employee engagement worthwhile? 

 

 Launching a study of job performance, turnover, advancement, etc. 

 Over 140,000 candidates assessed via HirePayoff™ 

 About 10,000 new hires with about one year tenure 

 

Q: Does ‘engagement screening’ complicate finding sufficient candidates? 

 

 Appears multiple hurdles knock out about 5% additional candidates 

 Tracking just how these 5% perform in the long term 

 

More on the way….. 

 

 


