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E arlier this year, through our AESC State of the Executive Search and Leadership Consulting Profession 
study, we provided insights into how our services continue to evolve to meet client demand.  AESC 
and our members remain dedicated to strengthening leadership worldwide. Over the last two years, 

we as a profession pivoted to a mostly virtual environment and led with innovation.

One important area of innovation: how do we strengthen the assessment of candidates to reduce the risk 
of a bad hire–a risk as concerning for clients as for candidates and ourselves.  Our member outlook survey 
identified an important trend–an increase in in-depth assessment beyond typical (and critical) structured 
interviews. In fact, Leadership Assessment and Succession was identified as the number one growth area 
beyond the core business of Executive Search. 

We conducted extensive interviews with members around the world, had multiple interviews with 
leaders of several global psychometric assessment firms, and talked to other industry experts. I even went 
through a few different psychometric assessments myself to understand the experience from a candidate 
perspective. We also familiarized ourselves with academic research conducted in the important areas 
of the types of assessments used, the value of developing a multi-factor assessment approach, and the 
understanding of how psychometric assessments add context as we explore–what has an executive done, 
what can they do, and what motivates them.

We have remained “psychometric assessment tool neutral” in this report. However, we do want to highlight 
that in our global members survey a number of approaches were specifically mentioned and in response to 
that, we spoke to leaders at Hogan, SHL, Saville, DDI, Prophet and Lumina. We also spoke to leaders at firms 
with proprietary approaches including Spencer Stuart/Kincentric, Heidrick & Struggles, Russell Reynolds and 
Associates and TRANSEARCH. Many other tools were also mentioned less frequently including Hofstede, 
Predictive Index, StrengthsFinder, MPA, Watson Glaser, CPI, MBTI and DISC and more. Some approaches are 
more appropriate for team effectiveness work rather than for selection. The breadth of options and varying 
purposes requires a deep understanding of requirements and purpose.

Thanks to everyone who made this report possible. 

Karen Greenbaum
President & CEO
AESC

About this Report
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A critical value provided by quality 
retained executive search firms 
is the ability to deliver a` rigorous 

assessment of Executives for a specific role.  
Assessment includes in-depth interviews with 
candidates as well as reference interviews 
that generally seek to provide further 
insight on a 360 basis—from supervisors, 
peers and subordinates, and at times other 
relevant parties.  Over time interviews have 
become more sophisticated, structured, and 
oftentimes may include multiple diverse 
interviewers or a panel interview. 

Based on AESC’s 2021 Member Outlook 
Survey, most firm’s within AESC membership 
are supplementing these interviews with 
psychometric assessments.  Psychometric 
assessments have long been used as a tool 
for Leadership Development.  However, 
the right assessments can also be used to 
add additional insights to the assessment 
process. They can also be used to help 
refine structured behavior-based interviews 
utilizing the results of these assessments.  

Psychometrics is the branch of psychology 
concerned with the quantification and 
objective measurement of mental attributes, 
behavior, performance, and the like, as well as 

with the design, analysis, and improvement 
of the tests, questionnaires, and other 
instruments used in such measurement 
(definition provided by the American 
Psychological Association).  This includes the 
objective measure of knowledge, abilities, 
attitudes, personality traits and motivations.

When designed and developed 
appropriately—based on the science of 
industrial-organizational psychology (also 
known as I/O psychology), technology 
and data, with transparent, valid and well-
documented research—psychometric tools 
can help assess candidates in a fair and 
unbiased manner.

This paper focuses on assessment to 
enhance the executive selection process 
in two primary areas: the value of a multi-
measure assessment process and the use 
of psychometric assessments to enhance 
the overall assessment process.  It does not 
focus on assessment for development as 
that requires additional understanding of 
leadership development, team effectiveness, 
board effectiveness and culture assessment, 
as well as what type of expertise and 
credentials are needed to operate in a 
particular area.  

Introduction

https://www.aesc.org/sites/default/files/uploads/documents/publications/aesc_member_outlook_report_2021.pdf
https://www.aesc.org/sites/default/files/uploads/documents/publications/aesc_member_outlook_report_2021.pdf
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The two most widely used assessment types are Cognitive 
Ability and Personality Tests. Dr. Charles Chandler, CEO 
of Rocket-Hire, is highly respected for his evaluation of 

assessment tools. His latest research analyzed 245 of the top 
vendors.  To give a sense of the size of the market for talent 
assessment software and services (including both pre- and 
post-hire, it is valued at $4.45 billion in 2020 and is expected to 
reach $6.60 billion by 2025 with a CAGR growth rate of 8.21% in 
the forecast period from 2020 to 2025 based on Dr. Chandler’s 
research.

The growth of firms specializing in talent assessment software 
has been dramatic, with new entrants popping up almost weekly.  
Choosing the right assessment tools is critical, as is ensuring that 
chosen tools are science-based, supported by human behavior 
experts (I/O Psychologists), use in-depth research and substantial 
data, are scientifically validated, 
and leverage technology. Tools 
need to be accurate and reliable. 

The assessment industry is 
largely unregulated and many 
personality assessments on the 
market do not measure what they 
claim.  Also, not all assessment 
tools are appropriate for selection 
purposes. For example, Myers-
Briggs (MBTI) is a well-known 
assessment tool but should not 
be used for selection/hiring 
decisions. They themselves have 
long held the position that their 
instrument shouldn’t be used 
for hiring but rather for team 
building, conflict management, 
leadership development and 
other non-selection purposes.  
In fact, their website specifically 
highlights that it is not ethical 

to use their assessment for hiring. DISC would fall into the same 
category.

Validated personality assessments can reduce discrimination 
and can be a strong predictor of job performance.  These 
assessments help identify how people think and act in a natural 
situation and under stress. But it is important to remember that 
personality assessments, even when combined with cognitive 
assessments, should never be the sole determinant in hiring 
decisions.  It is critical to have a comprehensive approach that 
includes in-depth interviewing, references and more.

Psychometric Assessments are varied, and their frequency of 
use is highlighted in the below research by Rocket-Hire in their 
2021 report. This research covers all ranges of roles, not just 
executives. 

What type of assessments are used for selection?

Questions to consider when 
selecting psychometric 
assessment tools/providers:

 √ Do they measure what they 
are designed to measure? 

 √ Do they measure this 
consistently?  

 √ Are these tools based on 
sound theory and empirical 
research?  

 √ Is this theory and research 
shared – e.g., is there 
transparency around the 
research?  

Figure 1
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COGNITIVE ABILITY TESTS
A focus on business reasoning or decision-making, 
these tests reveal an individual’s reasoning, logic, and 
ability to work with information and can accurately 
predict the potential for success.  They measure both 
quantitative and qualitative reasoning within the 
context of decision-making. 

MOTIVATION ASSESSMENT
Focusing on understanding of what motivates 
an individual in terms of the position 
itself and the organization culture, these 
assessments help reveal personal preferences 
that can predict job satisfaction and overall fit 
within the organization. 

SALES ASSESSMENT
This is generally a cut of the assessment 
that focuses specifically on the qualities 
that successful, sales-oriented executives 
tend to require based on research and 
analysis of volumes of data for sales-
oriented leaders. 

PERSONALITY TESTS
Evaluate the applicant’s strengths/weaknesses and 
job readiness by measuring specific knowledge and 
capabilities. This could include integrity assessment in 
terms of being honest, trustworthy, and dependable. Many, 
but not all well-known and validated personality tests are 
based on The Big Five factors–shown below.  More detail 
about these 5 dimensions is included on p. 10.
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Gartner has done some interesting research around 
assessment.  They believe candidates prefer assessments that 
seem related to the job.  Their research shows which assessments 
are preferred.  Note that Personality, Job Knowledge, Work 
Sample and Background check rank the highest. 

Additional detail from Frank Schmidt’s research, published 
in October 2016, shows the validity of various types of 
selection procedures and the validity of each.  It is important 
to remember that when combined into a multi-faceted 

assessment, these procedures significantly enhance job 
success prediction.  Note that in the below analysis, various 
components of the Big Five of personality are highlighted 
individually. 

In 1998, Frank Schmidt and John E. Hunter published 
“The Validity and Utility of Selection Methods in Personnel 
Psychology.”  This research was published nearly 25 years ago 
and remains highly respected research to this day.  

Their research clearly supports the power of multi-faceted 

assessments to enhance decision-making and to better 
predict success.  As you can see in the below analysis, GMA 
(general mental acuity or cognitive ability), structured 
and unstructured interviews, and the factors that make 
up personality tests are the most powerful. The multiple 
of success increases dramatically when these aspects are 
combined.  Their research indicated that cognitive ability was 
the strongest predictor of success but did not believe that this 
assessment tool should be used alone. 

Figure 2

Figure 3
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Cognitive ability tests are designed to predict an applicant’s ability to process and manage different types of 
information, solve problems, and figure out or learn new concepts and ideas. They are typically timed, and have 
clear right and wrong answers.

These are a specific type of measure designed to predict whether an applicant will engage in highly 
counterproductive activities, such as theft, drug use, violence or unsafe behavior.

These tests assess knowledge and skills with regard to specific subject areas. The content of these tests usually 
appears fairly straightforward, and closely mimics information or tasks people actually work with or do on the job.

These assessments present applicants with a set of job-related scenarios and require them to choose the best, 
and sometimes the worst, possible response given the specific situation. These assessments’ function is to help 
identify the individual’s ability to understand a situation and choose the most effective course of action.

Simulations predict job performance by evaluating how candidates respond to situations replicating actual job 
tasks. Simulations vary from simple text descriptions of different job scenarios to highly realistic, multimedia 
scenarios integrating video and audio to recreate the work environment.

In most cases, interviews consist of a simple non-standardized set of questions determined by the individuals who 
are conducting them. Interviews can occur at multiple times in the hiring process, including HR interviews, hiring 
manager interviews and technical interviews.

In jobs requiring physical labor, it is important to determine if the applicant has the necessary abilities, strength, 
stamina, dexterity, etc., required to perform the physical aspects of the job. Physical ability tests provide a way to 
verify whether an individual can safely do what is required on the job.

It is common for test providers to package several types of assessment measures into an off-the-shelf solution 
designed to predict performance for a specific job.

Assessment centers are not a physical place but, rather, a group of exercises that applicants complete to provide 
a very thorough picture of their likelihood of success in a job based on the required knowledge, skills, abilities and 
other requirements.

Reference checking is often done informally by calling on references provided by the candidate.

These investigations gather information about a candidate from sources other than the candidate, and include 
employment verification, criminal record checks and reference interviews.

Drug screening is used mostly to ensure safety in the work environment. The most common use of drug testing is 
for jobs in which safety is a factor.

These measures help to ensure that the candidate is healthy enough to perform the job for which he/she is hired.

COGNITIVE

INTEGRITY

KNOWLEDGE/SKILLS

SITUATION 
JOB TESTS (SJT)

SIMULATIONS

STRUCTURED 
INTERVIEW

PHYSICAL ABILITY 
TEST

PACKAGED 
SOLUTIONS

ASSESSMENT 
CENTER

REFERENCE CHECKS

BACKGROUND CHECKS

DRUG SCREEN 

PHYSICAL SCREEN

The table on the right from 
Bersin & Associates provides 
a useful overview of the many 
types of assessments along with 
a description of each. 
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E xecutive Search professionals are hired to 
find the best candidate.   We help clients 
minimize the risk of a bad hire by providing 

experience, expertise and credibility. We have an 
obligation to stay current on best practices in order 
to find and present qualified candidates who meet 
the required critical core competencies.  We also 
have an obligation to use interview and assessment 
techniques that avoid unconscious bias based 
on such things as gender, race and ethnicity, age, 
sexual orientation, religion and disability.

Interviewing techniques have become more 
sophisticated over the years and include 
behavior-based and competency-based 
interviews, use of case studies and role plays, a 
combination of individual interviews and group 
or panel interviews, and the use of online video 
interviews.  They may be highly structured or 
unstructured. It should be noted that structured 
interviews provide consistency from candidate to 
candidate and the use of multiple interviewers 
provide a broader perspective—both of these 
approaches reduce the potential for bias.  
Interviewing techniques also include discussions 
with the candidate, but also references and 
360 feedback with peers, subordinates and 
supervisors.

With all of these techniques developed 
through many years of experience, why add 
in psychometric assessments that look at such 
things as personality, ability and motivation? The 
research is clear.  Multi-measure assessments—
combining interviewing, reference checks 
and psychometric assessment—significantly 
enhance predictability of success in selection.  
Psychometric assessment can also help structure 
interviews to probe on specific areas.   Frank 

Why Use a Multi-Measure Assessment Process?
Schmidt is a noted researcher in this area and 
is often quoted.  His initial research was done in 
1998 and it remains the seminal research on this 
subject based on 100 years of research.  Below 
is a summary from an HBR article that shows the 
power of multi-measure assessment.

Psychometric assessments aid in hiring 
decisions, allow for leadership development post 
hiring and can help achieve greater alignment and 
understanding of the candidate within the context 
of the overall leadership team. In addition, these 

assessments can help to reduce the human 
elements of bias in the selection process by 
providing consistent quantifiable measures based 
on significant volume data globally. 

•	 No single psychometric assessment should 
ever be used on a stand-alone basis for 
selection. 

•	 Psychometric assessments should never take 
the place of in-depth expert interviewing.

Figure 4



9  -  AESC Whitepaper: Assessment

I t is important to begin with an understanding of 
the core competencies for the job.   Personality 
characteristics can then be applied to understand 

the candidates match in terms of these competencies.  
We have already discussed the importance of reducing 
the risk of a bad hire—or on a more positive note, 
capturing the advantages of the right hire.  This not 

only reduces the cost of turnover but allows the 
organization to more rapidly leverage the executive 
skills to enhance performance. 

Personality assessments, when done right, reduce 
potential bias and therefore lessen opportunities 
for discrimination. Reducing bias should lead to an 
increase in diversity and inclusion in the workplace. 

Why Use Personality Assessments?

Is there any one assessment that provides all the answers?  What 
about any group of assessments—can they be combined to ensure a 
“perfect decision?”  In both cases, the answer is NO.

• Each assessment used provides data points about a candidate 
to help the decision-making process, putting together a more 
complete picture of the individual with supporting evidence.

• Assessment tools provide a standard way to gain insight 
on a range of candidates along with the ability to compare 
candidates to others in a specific search as well as to a 
broader range of executives.

• Assessment tools can be used beyond selection for post-hire 
development.

• However, no one assessment tool can provide everything you 
need to know about a candidate. 

• Assessment tools don’t “make decisions” but rather provide 
information for human decision makers.

• A multi-measure assessment process will enhance judgment 
and decision making but nothing is 100% effective.

As the goal is to better predict the performance of the candidate, 
multi-measure assessments can help to answer these questions:

•	 WHAT CAN THEY DO?  
Measuring the skills and abilities a person has that can be 
applied to perform this new position successfully.

•	 WHAT HAVE THEY DONE?  
Understanding past experiences as relates to the 
competencies and skills required for position.

•	 WHAT DO THEY WANT TO DO? 
This is above what motivates a person and what they prefer 
to do.  This helps to identify whether the particular role is a 
good fit with the candidate’s preferences.

Figure 5 at right shows these three questions, and some of the 
types of assessments that support developing answers to them, 
work together to predict future performance—using a multi-faceted 
assessment process. 

Figure 5
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EMOTIONAL STABILITY 
(OR NEUROTICISM):

ADJUSTMENT
Emotional stability, sometimes 

called neuroticism, regards a 
person’s tendency to experience 
negative emotions. High scorers 
tend to handle pressure well and 
expect to succeed, while low 
scores are less stress tolerant but 
also more likely to admit their 
shortcomings or mistakes and try 
to fix them.

EXTRAVERSION: 
AMBITION AND SOCIABILITY
Extraversion regards the degree to 

which people are either extraverted 
or introverted, as well as their 
assertiveness, sociability, and level 
of comfort with being the center of 
attention.

Low scorers on this scale tend to 
listen more than they talk, be task 
oriented, work well independently, 
and prefer structured meetings, 
whereas high scorers tend to be 
approachable and friendly, be busy 
and full of energy (sometimes to the 
point of distraction), talk more than 
they listen, and build relationships 
with a variety of people.

AGREEABLENESS: 
INTERPERSONAL SENSITIVITY
The agreeableness factor of the Big 

Five relates Interpersonal Sensitivity 
scale. Tact, cooperation, empathy, 
and friendliness are all characteristics 
associated with agreeableness. 
Agreeableness measures the 
degree to which a person is seen as 
perceptive, diplomatic, warm, and 
considerate, or on the other hand, 
likely to confront poor performers, 
tough, and willing to take unpopular 
positions.

DEPENDABILITY: 
PRUDENCE

Personality characteristics such as 
preparedness and detail orientation 
are associated with this factor.  It 
measures the degree to which a 
person seems conscientious and 
rule abiding. While high scorers on 
this scale tend to be orderly, reliable, 
and attentive to rules and details, 
those who score low are more likely 
to be comfortable with ambiguity, 
flexible about rules, and capable of 
quickly changing direction.

OPENNESS TO EXPERIENCE: 
INQUISITIVE AND LEARNING 

APPROACH
This factor regards creativity, 

abstract thinking, curiosity, and 
openness to new experiences and 
challenges.

People who score high on 
Inquisitive are often creative, 
adventurous, and open-minded, 
tending to think quickly on their 
feet and strategically about the big 
picture. Low scorers, on the other 
hand, are more likely to be seen 
as levelheaded, pragmatic, and 
process focused.

The Big Five Personality Dimensions are the most researched, validated and 
used dimensions for Personality Assessments. They are considered the 
foundation for most validated personality assessments, either directly or as a 

starting point. Personality assessments look at the range in each category from low 
to high.  For example, the low of extraversion is “quiet, withdrawn and unassertive” 

while the high is “outgoing, energetic and gregarious.”   It’s helpful to understand 
how these were developed and researched.    

The below provides a good overview of the use of the Big Five Factors for 
personality assessment. This has been excerpted from Hogan, R, & Smither, R. 
(2008). Personality: Theories and Applications. Hogan Press. 

A Closer Look at the Big Five
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B egin with a clear understanding of the role 
and its required competencies.  This first step 
can often be a diversity derailer by including 

requirements that are not essential to the role.  An 
effective assessment process focuses on objective 
criteria and allows you to compare different people to 
each other and to the requirements for the role.  

A review of past performance may only take you so 
far in understanding the individual executive’s ability 
to take on a new role or a new challenge.   How adept 
is the executive in dealing with change, in adaptive 
learning, in changing demands?  Remember that you 
are looking to answer three questions—What have 
they done? What can they do? What do they want to 
do?  There is no single tool that can answer all these 
questions, therefore, ensure that you have a multi-
faceted approach. 

As executive search professionals, we aim to 
enhance diversity and reduce bias throughout the 
selection process. 

To enhance diversity and reduce bias, begin with 
the requirements for a qualified candidate.  Be sure 
to include legitimate core competencies that open the 
aperture for the search itself, ensuring the broadest, 
most diverse range of qualified candidates.  Consider 
how “a lived experience” in matters of DEI may be 
critical to a leadership role. This is an important starting 
point in enhancing diversity and reducing bias.  Finally, 
be sure to write this position profile using bias-neutral 
language, seeking outside expertise as needed if you 
are new to this.  It’s then time to begin the search and 
develop a strong, diverse long list of candidates. 

The next step is the use of structured interviews, 
providing consistency across all candidates being 
interviewed.  Further, use a diverse interview and 
selection team to reduce the impact of any one 
individual’s bias (remember, we all have inherent biases 
whether we acknowledge it or not).   Bias is anything 
that prevents us from seeing things objectively.  Bias 
could be explicit or unconscious, such as favoring 
someone like yourself or recalling more favorably the 
last person you spoke to or avoiding someone who 
reminds you of someone in your past or thinking 
that past behaviors always predict future behaviors.  
Psychometric assessments are one way to introduce 
objectivity into the selection process.  Use of the right 
assessment tools can supplement interview-based 
assessment with objective, scientifically validated and 
bias-free data.

Valid psychometric assessments provide an objective 
assessment based on years of relevant research on 
a global diverse population (reflecting such things as 
gender, ethnic, cultural diversity).   Interviews with 
CEOs of the most respected and used psychometric 
assessment of executives consistently indicate that 
differences based on gender and country are, in fact, 
minimal.  That said, there are cultural differences 
in terms of leadership expectations.  Selecting an 
assessment tool based on a deep understanding of 
leadership behaviors around the world is important. 
The most respected assessment firms are dedicated to 
developing non-discriminatory assessments that can 
help to eliminate any potential bias in the selection 
process. 

Creating an Assessment Process That Works

Many AESC members have signed the AESC Diversity 
Pledge: 

• We share a commitment to combat racism, prejudice, 
and discrimination within our own organizations, 
with candidates and the clients we serve, and in our 
communities.

• We pledge to use our collective voices and actions to 
help create a world that is inclusive, diverse, equitable 
and accessible for all.

When asking a candidate to complete a psychometric 
assessment, best practice is to provide a debrief both 
to the successful candidate and those who were not 
selected. This is typically done at the end of the process.  
The selected candidate may get a more in-depth debrief 
but the debriefs should be honest and fair in either case.  
Candidates should never be selected solely on the basis 
of psychometric assessment results. 

Onboarding, or leadership transition to the new 
role, is a critical challenge. The goal is to accelerate the 
executive’s successful performance as a new leader in the 
organization.  Be careful not to force fit an individual into 
the organization and its culture, thus losing the unique 
qualities that they bring to the role.
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M ost firms that provide valid and reliable psychometric 
assessment tools require training or certification to learn 
how to interpret results. Training teaches you how to 

interpret results, and importantly, how to provide feedback based on 
a deeper understanding of the assessment results. Whether you are 
providing feedback to the client or to the candidate, it is important 
to understand the nuances of the results and the art of providing 
feedback that can include sensitive information. 

Assessment certification is not the same as Coaching certification.  
To be a Leadership Coach (for individuals or for teams), rigorous training 
is required.  Leadership coaching moves beyond assessment feedback 
to a development role focused on performance enhancement. 

W e have moved to a virtual environment in record 
speed, driven by the requirements of a global 
pandemic.   This has had a significant impact on 

the way executive search consultants interact with candidates—
moving much of the candidate assessment process to a fully virtual 
approach.  Video interviews, even video panel interviews became 
the norm in 2020 and have continued through 2021.  Assessments 
were already virtual and even assessment centers had to learn to 
adapt to the new virtual environment. 

As organizations moved to a virtual environment, psychometric 
assessments became more popular to further increase the odds 
of a successful hire.  In addition, psychometric assessments are 
an important tool to supplement interview-based assessment 
especially for evaluating the ability to adapt to new roles, to lead 
change in an organization, and to deal with crises and uncertainty.  
By combining personality, motivation and ability assessments to insights gathered through structured interviews, a more 
complete picture of the executive candidate is formed combining qualitative and objective insights.

Automation, Machine 
Learning, Algorithms and AI

AUTOMATION
Technology applications where human input is 
minimized.

MACHINE LEARNING
Computers systems that can learn and adapt 
without following explicit instructions by using 
algorithms and statistical models to analyze and 
draw inferences from patterns of data.

ALGORITHMS
A process or set of rules to be followed in problem 
solving, generally by a computer.

ARTIFICIAL INTELLIGENCE/AI
The ability of a computer to do tasks that are usually 
done by humans because they require human 
intelligence and discernment.  These are generally 
systems that can reason, discover meaning, 
generalize, or learn from past experiences. 

The Impact of the Executive Assessment

Psychometric 
Assessment Certification

Clearly, the intersection of science, technology and data 
means that we will continue to see more advancement in 
the use of all the above in developing greater insight through 
psychometric assessment.  However, humans will continue to 
drive development and humans will make the final decisions.   
I/O psychologists, data scientists, business intelligence experts, 
and other tech experts will need to work together to ensure 
the ethical application of these new technologies.  In the end, 
however, psychometric assessments provide candidate insight 
but are not intended to be used as the final selector or arbiter 
in executive selection. 

Let’s first be clear on these terms:



Dr Chandler, Rocket Hire, makes several predictions for the year 2025 for the assessment business itself

The Future of the Assessment Business

Acquisitions and 
investment will 
continue to inject the 
capital needed for 
vendors to grow and 
mature.

Assessment is 
more affordable 
and more available 
than ever, 
especially for SMB 
and mid-market.

The industry is 
moving from 
selling access 
to predictive 
decision-making 
data through

Disruption is not coming from 
within the industry, which has been 
famously slow to evolve, but rather 
through startups and firms offering 
AI-based tools.

While disruptive 
technologies can 
increase risk, the 
market does not 
care as long as 
these tools offer 

Much of the industry is made up of smaller providers offering 
specialty products. Contrary to our prior predictions, ERP 
and HCM providers are not interested in creating their 
own assessment tools, instead choosing to create access 
through integration into integrated vendor ecosystems.

Assessment is a perfect fit for the 
pandemic and the post-pandemic 
world because it can play a central role 
in aligning talent, removing bias and 
supporting a humanistic agenda.

the promise of efficiency and 
better hires.

semi-automated transactional 
platforms.
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1. HOW CAN PSYCHOMETRIC ASSESSMENTS 
HELP REDUCE BOTH BIAS AND THE RISK 
OF A BAD HIRE?

Psychometric assessments alongside structured 
interviews, references, and even simulations (role plays, 
task-based assessments, inbox exercise, and more) 
provide a more holistic view of the candidate and allows 
for candidate comparison. Psychometric assessments 
can identify areas for further exploration in the interview 
process as well as candidate development post hiring. 

Globally researched and validated tools are usually 
designed to reduce bias. These assessments provide an 
objective review of candidates, allowing a comparison 
of a group of candidates against each other and against 
normative data.  

 Psychometric assessments allow search consultants 
and selection committees to dig a little deeper into the 
psychology of the individual and can unearth aspects that 
can be further probed. 

Having additional data points can reduce bias. Everyone 
brings some type of bias into their decision-making, 
whether explicit or unconscious. Psychometric assessment 
can reduce bias by providing a consistent, I/O science-based 
view of the candidate’s overall suitability when combined 
with in-depth structured interviews and other processes. 

More information regarding a candidate – understanding 
what they have accomplished, what they can accomplish 
and what motivates them – means greater insights in 
decision-making. This all reduces the risk of a bad hire – 
or stated more positively – increases the opportunity for 
making the best possible selection decision.

2. HOW DO YOU SELECT THE RIGHT 
ASSESSMENT TOOLS? 

As there are hundreds of different assessment tools, and 
the numbers continue to grow, do your research and: 

	Use globally-tested and validated, I/O-driven, 
tech-enabled tools that are specifically designed 
for selection purposes. 

	Remember that quality tools generally require 
certification to ensure that you are properly using 
and interpreting these results.  This means you 
may want to limit the numbers of tools where you 
build your expertise and credentials.

	Oftentimes, search firms select specific tools to 
use across the organization whether internally 
developed and validated or committing to select 
external tools.  Become an expert on how to use 
these tools.  This means understanding not only 
how to interpret the results, but also how to 
communicate with candidates and with the client. 

	Read this white paper to understand the variety 
of psychometric assessments available–including 
personality, cognitive, motivations–and specialization 
including such things as sales expertise.

Don’t fall into the trap of using too many tools. This is 
inefficient and can cause confusion. 

3. WHEN IN THE SEARCH PROCESS DO 
YOU INTRODUCE PSYCHOMETRIC 
ASSESSMENT?

Comprehensive psychometric assessment is generally 
offered to clients at the shortlist stage. The assessment 
can inform final interviews, reference checking and 
decision-making. 

It’s important to reiterate, final selection should 
never be made solely on the results of psychometric 
assessments. This is just one set of data in the overall 
assessment process.  

4. DO YOU ASSESS INTERNAL AND 
EXTERNAL CANDIDATES USING THE SAME 
PROCESSES? 

Internal and external candidates should be assessed 
using the same, consistent assessment processes to 
ensure fairness. 

5. DO EXECUTIVE SEARCH CONSULTANTS 
LIKE USING PSYCHOMETRIC ASSESSMENT? 

Search consultants generally see that the addition 
of psychometric assessment leads to a more robust 
search process and more insights to support effective 
decision-making. The integration of assessment into 
the process generally strengthens consultant advice 
and guidance. 

That said, occasionally resistance occurs when a search 
consultant is new to psychometric assessment or has had 
a bad experience. There may be concerns that assessment 
results may slow down the process or even eliminate a 
“preferred candidate.” Executive search consultants may 
want to go through the assessment and feedback process 
personally in order to see the process from the candidate 
(and client) point of view. 

Search consultants are motivated to present the 
best candidates, and to use processes that enhance 
decision-making to reduce the risk of a bad hire.  
A multi-measure assessment process provides a 
broader view, more insights into each candidate, and 
strengthens the decision process.

6. ANY DOWNSIDES TO USING 
PSYCHOMETRIC ASSESSMENT IN THE 
SEARCH PROCESS?

The most significant pitfall is when clients are 
tempted to make decisions based solely on assessment 
reports. Psychometric assessment should be used as 
part of a multi-method approach. The final decision 
should always be made by “humans” that consider all 
insights, not by any single tool or process. 

The reverse can also occur. Just as some clients put 
too much importance on assessments, others don’t put 
enough importance on it and treat the process as a ‘tick 
box’ exercise. This means they don’t see the red flags.  
Consultants need to manage the process to ensure a 
balanced educated perspective. 

Best practice is to hold a verbal briefing with clients 
to go through those candidate profiles following the 
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assessment. The verbal briefing allows the client to ask 
questions and helps ensure that there is no missing 
information or misunderstandings. 

Embedding psychometric assessment into the 
process takes more time and requires more investment. 
However, a careful understanding of the return on 
this investment would make it clear that there is high 
value in when considering the cost of the assessment 
process versus the cost of a bad hire.

7. HAS PSYCHOMETRIC ASSESSMENT 
DEMAND INCREASED IN A COVID-DRIVEN 
“VIRTUAL ENVIRONMENT”? 

Increased demand for psychometric assessment 
predates the COVID-19 Pandemic. Macro trends 
related to globalization, generational change, and 
digital transformation have meant an increased focus 
on psychometric assessment to help ensure a fit 
between individual strengths and organizational goals 
well before the pandemic. 

That said, the pandemic has impacted the level of 
interest in psychometric assessment by clients. In a 
virtual hiring environment, multi-measure assessment 
proceses including psychometric assessment reduce 
the level of uncertainty and strengthen understanding 
of each candidate. 

8. HOW DO YOU HANDLE CLIENT PUSHBACK 
FOR THE USE OF PSYCHOMETRIC 
ASSESSMENT?

It is important to understand why there is pushback 
from clients. Have they had a bad experience in the 
past? Do they understand the value psychometric 
assessment brings? Is assessment a ‘tick box’ exercise 
rather than an integrated part of the selection process? 

Everyone wants the same thing—to ensure a good 
decision that is right for the company and the individual.  
Again, a comprehensive multi-measure assessment 
process including psychometric assessment can 
provide a clearer picture of each candidate and an 
objective comparison of all candidates. This leads to 
better decision-making.

9. WHAT DO YOU DO WHEN CLIENTS 
PREFER THEIR OTHER PSYCHOMETRIC 
ASSESSMENT TOOLS? 

Generally, consultants will try to use the preferred 
assessment tool of the client, providing they are valid 
and fit for purpose. If the tool isn’t appropriate, then 
consultants would provide advice on this as well as 
recommendations to other tools. For example, the 
assessment tool may not be appropriate for the 
purposes of selection, or it may not include sufficient 
regional data to provide an appropriate benchmark. In 
addition, the consultant may not be trained in the client’s 
preferred assessment tool. Expert advisors may still feel 
comfortable reviewing results even if not certified but 
should not present themselves as the trained expert. 

10. HOW DO CANDIDATES RESPOND TO 
REQUESTS TO DO PSYCHOMETRIC 
ASSESSMENT? 

Psychometric assessment is a standard part of the 
selection process for executive roles, so candidates are 
generally familiar and accepting of the process. Many 
senior candidates would have gone through this kind 
of process many times before. They are used to it, and 
they understand where it adds value. 

Executives have busy roles and factoring in the time 
for an in-depth psychometric assessment can be a 
personal challenge for candidates. Such assessments 
usually occur after the shortlist stage and candidates 
are committed to the role at that point and are willing 
to commit the time. 

Keep in mind—candidates also want to reduce the 
risk of a bad hire.

11. HOW CAN PSYCHOMETRIC ASSESSMENT 
BE HELPFUL AFTER SELECTION? 

Detailed psychometric assessments support onboarding 
and development of the successful candidate once they 
are in their role. The assessment can identify challenges 
that might need to be considered, identify the concrete 
actions that the individual or the organization can take 
to create a smooth onboarding process, and accelerate 
successful on-the-job performance.  

12. HOW DO YOU HANDLE CANDIDATE 
DEBRIEFS?

Unsuccessful Candidates: verbal feedback should be 
provided to unsuccessful candidates at the conclusion 
of the search process. Once the decision has been 
taken, the search firm would schedule a short feedback 
session, taking them through the headline findings, 
and answering any questions that they might have. It is 
important that candidates walk away with a clear sense 
of what the assessment results were, what strengths 
were identified, and what possible development areas 
were identified. They should be given the opportunity 
to comment and ask questions. It is important that 
they feel that they’ve closed the loop on the process, 
and we’re not leaving anything open-ended for them.

It is important to be clear that final selection 
decisions considered multiple factors, never just the 
results of psychometric assessment.  

Successful Candidates:  the consultant can go into 
detail around the strengths and development needs 
within the context of joining the new organization. 
Feedback with the successful candidate may lead to 
onboarding and development support.

Feedback should always be given with honesty and 
sensitivity. It is valuable for feedback to be provided by, 
or in partnership with, a certified expert in assessment.

13. HOW SHOULD EXECUTIVE SEARCH & 
LEADERSHIP CONSULTANTS POSITION THE 
VALUE OF PSYCHOMETRIC ASSESSMENTS 
TO CLIENTS? 

Through psychometric assessment, search firms can 
provide a service that shines a light on important factors 
that are going to contribute to whether the candidate 
is going to be successful. Psychometric assessment 
can provide additional insights on the critical success 
factors of the candidate for a target role at a relatively 
low investment (especially when compared to the 
costs of getting these decisions wrong). Clients usually 
see value and realize that these tools can help make 
better decisions.  
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We are making our own predictions for the year 2025 specifically focused on the implications for our profession.

The Future of Psychometric Assessment – an AESC Perspective

INVESTMENTS
The risk of a bad hire will be reduced through multi-measured 
assessments. For this reason, Executive Search firms will develop 
an approach that takes advantage of the various tools and 
approaches in the marketplace and will use this as a competitive 
advantage. This includes certification of consultants to interpret 
assessments and continuing to expand Leadership Consulting 
expertise around assessment, development and culture.  Clients 
will increasingly expect this level of rigor.

GLOBALIZATION
The tools and processes available will continue to globalize 
in terms of reliability and validity across a broad range of 
geographies and cultures. This will make consistency for 
global firms and networks more attainable.  Psychometric 
assessment solutions will need to demonstrate their global 
visibility, and this means a foundation on science, analytics 
and data with a proven, valid, research-based methodology 
that is transparent.

CULTURE FIT MOVES TO CULTURE ADD
For several years, we have discussed “culture fit” but now we are 
beginning to understand that “culture add” is a better terminology 
to ensure that diversity drives innovation and that organizations 
don’t focus so much on fit that they eliminate potential for diverse 
thinking.  With change driving so much of business strategy going 
forward—including DEI, ESG, digital transformation, succession, 
new business models and more—culture add will be increasingly 
important.  We need to be sure the assessment process is 
designed to enhance the diverse richness and innovation of the 
organization. This will be combined with a deeper understanding, 
or assessment, of culture and leadership impact on culture re-
alignment.

DIVERSITY, EQUITY AND INCLUSION
Our profession’s commitment to DEI will continue to grow and 
we will seek solutions that provide equal access and that can 
reduce bias.  Valid and reliable assessment tools that have been 
tested to ensure a reduction in bias will be important and their 
use beyond individual interview (structured or unstructured) will 
reduce the risk of unconscious or implicit bias. 

AI AND MACHINE LEARNING
While artificial intelligence remains a “volume game” in terms of 
data, we expect to see continued innovation with assessments, 
while remaining true to the science that must drive these insights.   
We do know that executive candidates expect a rigorous process 
aligned with the requirements of the position. Executives and 
clients will expect you to use tools that are tested and rigorous—
rather than those that are quick and gimmicky.   Assessment firms 
that focus on science, data analytics, psychology and technology, 
and have validated and tested methodologies, will continue to rise 
above the rest.  Newer entrants that use gamification and rapid 
assessment may not be viewed as relevant and business focused 
at the executive level. Executive Assessments for selection will 
continue to be very high touch/white glove because of the level 
of the executive candidate.

LEADERSHIP DEVELOPMENT
Pre-hire assessments will be leveraged for post-hire onboarding 
and development. We will see an increase in the hiring of 
consultants with an I/O background to provide leadership 
development and to focus on team effectiveness. It will be 
common to be certified in different tools for different purposes.
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Since 1959, AESC has set the quality standard for the executive search 
and leadership advisory profession. AESC Members, ranging in size from 
large global executive search and leadership advisory firms and networks 
to regional and boutique firms, represent 16,000+ trusted professionals 
in 1,200+ offices, spanning 70+ countries. AESC Members are recognized 
leaders of global executive search and leadership advisory solutions. They 
leverage their access and expertise to place, find and develop more than 
100,000 executives each year in board of directors and C-level positions for 
the world’s leading organizations of all types and sizes. 

Dedicated to strengthening leadership worldwide, AESC and its members 
share a deep commitment to the highest quality standards in executive 
search and leadership consulting—for the benefit of clients and the 
profession. We Shape. Connect. Educate. Learn more about us at aesc.org. 

BlueSteps is AESC's career service for executive-level candidates. As an 
AESC Member, you and your team have exclusive access to the BlueSteps 
global network of candidate profiles. Login and search diverse talent 
worldwide at aesc.org/login.

We Shape. Connect. Educate. 
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