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   TALENT MEASUREMENT 

 Is It Measuring Up?    

   The challenge with most companies ’  talent intelligence is that 
it is just not that intelligent. 

 Having good talent intelligence—an accurate understanding 
of the skills, expertise, and qualities of people—is essential for 
the people decisions that every business makes. If they are to 
avoid randomly hiring and promoting people, all companies need 
to evaluate and gauge individuals ’  talents. It is a basic and fun-
damental task, one that every manager and organization does, 
and one that everyone agrees needs to be done well. Yet all the 
available evidence suggests that it is not. 

 The reason lies in talent measurement—how organizations 
go about gathering and using information about the talents of 
their people—because it seems that this crucial task is often 
taken for granted, not well understood, or undertaken in ways 
that limit its value to fi rms. 

 This book is about why this is so, what has gone wrong, and 
what organizations can do to rectify the matter. And they do 
need to rectify it because the world is changing in ways that 
mean they will no longer be able to get away with not doing it 
well. To thrive in the coming decades, fi rms are going to need 
good talent intelligence, and they are going to need to use it in 
ways that deliver real value and competitive advantage for them. 
And to achieve this, they are going to have to get talent mea-
surement right. The good news is that they can.  

  1 
CO

PYRIG
HTED

 M
ATERIA

L

htt
p:/

/w
ww.pb

oo
ks

ho
p.c

om



2 TALENT INTELL IGENCE

  The Hidden Role of Talent Measurement 

 Talent measurement is the use of various methods and tools to 
gather and use information about individuals ’  talents. There is 
no one way of doing it. Some organizations rely on the intuition 
of their leaders and simple interviews; others employ sophisti-
cated online tests. Both, though, have the same purpose: to 
identify whether job applicants and current employees have the 
abilities, expertise, and characteristics they need to help both 
them and their businesses thrive and be successful. 

 As a task, talent measurement is often hidden away, part of 
bigger and broader processes. Yet it is there. It is key to recruit-
ment, promotion, high-fl ier identifi cation, restructuring layoffs, 
organizational design, individual development, competence as -
surance in technical roles, and due diligence for mergers and 
acquisitions. 

 Unsung it may be, but talent measurement is a fundamental 
foundation of modern talent management. It is a basic building 
block in successfully managing workforces, helping identify who 
adds value right now, and who could do so going forward. And 
although it may have been a low-profi le activity to date, it is 
about to have its day in the sun.  

  Why Talent Measurement Matters More Than 
Ever Before 

 Talent management is changing, and as it does so, it is leading 
businesses increasingly to focus and rely on talent measurement. 

 Almost fi fteen years ago, McKinsey declared that a “war for 
talent” was coming, and it seems they got it right. 1  Globalization 
and shifting population demographics are causing competition 
for talent to rise steadily and persistently and making it harder 
than ever before for businesses to fi nd the talent they need. 

 In the West, only 18 percent of fi rms say they have enough 
talent in place to meet future business needs, and more than half 
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TALENT MEASUREMENT  3

report that their business is already being held back by a lack of 
leadership talent. 2  Worryingly, 75 percent of businesses report 
diffi culty in fi lling vacancies too. 3  The temporary increase in 
available workers created by the downturn is not helping either, 
as there is evidence that all the choice is making it more diffi cult 
to spot the best people. 4  

 The situation is generally not as critical in emerging markets, 
but this will change. In China, for example, the predominantly 
manufacturing base of its economy has largely protected it from 
these concerns up to now. Yet as service industries and the use 
of knowledge workers grow and the impact of the country ’ s one-
child policy is felt, China too will face these challenges. The war 
for talent is going global. 

 It is not actual war, of course, but there will be casualties and 
there will be winners. We know that businesses that are better 
at talent management and better able to fi nd and keep the best 
people tend to outperform their industry ’ s average return to 
shareholders by around 22 percent. 5  In fact, making good hiring 
and promotion decisions can have a bigger impact on market 
value than creating a customer-focused environment, improving 
benefi ts, or having good union relationships. 6  And amid stronger 
competition for talent, these performance advantages for com-
panies that are effective at identifying and managing talent are 
likely to increase. 

 Realizing this, alert organizations are turning to talent man-
agement for solutions and investing in it too A recent U.S. 
Department of Labor report predicted that over the next ten 
years, the number of people in human resources (HR) and talent 
management professions will grow at more than double the rate 
of the general workforce. 7  

 Driven by all this attention and investment, talent manage-
ment is changing. Perhaps most notable, and arguably long 
overdue, it is becoming far more data led. People data have 
become currency, and  workforce analytics  is the buzzword of the 
moment. The idea is simple and compelling: to manage talent 
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4 TALENT INTELL IGENCE

and make good personnel decisions requires knowing what you 
need, what you have, and what is available. And to make this 
possible, new software systems have emerged that promise to help 
you gather, manage, and use talent information more effectively 
than ever before. 

 You might assume that talent measurement would be at the 
heart of this analytical talent management revolution, but, oddly, 
this has not typically been the case so far. Instead, these talent 
systems tend to use data such as demographics and distributions—
that is, workforce composition. This type of administrative infor-
mation does have uses, but it is limited in terms of what you can 
do with it and the value you can add with it. So while many of 
these new talent management tools are undeniably impressive, 
they are, like all other systems, only as good as the data you put 
into them. And in this respect, they are lacking. 

 A few larger companies have sought to rectify this by putting 
talent measurement at the heart of these systems. Google, pre-
dictably, is ahead of the curve when it comes to people data. 
Unsure of whether it was hiring the best applicants, the company 
started developing a comprehensive database that captured 
information about current employees ’  attitudes, behaviors, per-
sonality, biographical information, and job performance. This 
database has allowed Google to develop an algorithm for predict-
ing which applicants are most likely to succeed at the company. 8  
It is too early to judge how effective the algorithm is, and this 
kind of approach would not be suitable for all businesses. Yet it 
is clearly more sophisticated in its approach than mere demo-
graphics and has the potential to yield far more value. 

 Other organizations are following suit. For example, a major 
UK retail bank recently linked the results of its employee engage-
ment survey to administrative data on people, measurement data, 
and customer service feedback scores for individual bank 
branches. As a result, it was better able to understand what the 
business and branch managers needed to do to improve the cus-
tomer experience. 
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TALENT MEASUREMENT  5

 So businesses are beginning to realize the potential of mea-
suring talent systematically and combining talent data with other 
information to produce insights of real business value. This may 
sound like good news and a great opportunity. And it is. But it 
can be seized as an opportunity only if talent measurement works 
and produces good-quality intelligence, which is where things 
get worrying.  

  The Ineffectiveness of Most Talent Measurement 

 Unfortunately, the vast majority of organizations are ineffective 
in how they measure talent. Even among companies that are 
measuring talent effectively, most are using the information it 
provides in ways that mean they derive only a small margin of 
the real value it can deliver. 

 For example, surveys show that less than one-third of busi-
ness leaders rate their company ’ s selection processes as effective. 9  
Indeed, while they see selection as the most important task of 
talent management, they also view it as the least effective. 10  This 
is not limited to just hiring either. The results for other talent 
identifi cation processes—such as promoting, benchmarking, or 
identifying potential future leaders—are not much better. This 
may be hard to hear, and your fi rst instinct may be to dismiss it 
or rationalize it away. But it gets worse. 

 Over the past thirty years, businesses have invested heavily in 
trying to fi nd the best people, to the extent that this period has 
witnessed the development of a global talent identifi cation indus-
try. There is the corporate recruitment market—the headhunting 
fi rms whose collected annual revenues prior to the downturn were 
estimated to be in excess of US$10 billion worldwide. And then 
there is the specialist talent measurement market, estimated to be 
worth more than US$3 billion per annum globally. 

 With all this investment, you might expect to fi nd that busi-
nesses had signifi cantly improved their ability to identify talent 
and hire the right people. Yet when we compare research from 
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6 TALENT INTELL IGENCE

thirty years ago into how well new employees do with research 
from today, this is not what we fi nd. Instead, the rate of failure 
among new employees seems to have risen. Thirty years ago, it 
was estimated that about one-third of all new employees failed. 11  
Today, reported failure rates range from 30 to 67 percent, with 
an average of about 50 percent. 12  

 What is shocking about this is not so much the high rate of 
failure or even the rise in failure rates over the past few decades, 
but that the measurement industry has had no discernible impact 
on these rates. Somehow, despite massive investment in mea-
surement and the widespread adoption of sophisticated methods 
and tools, we do not appear to have achieved meaningful im -
provements in failure rates. There is no shortage of case studies 
showcasing individual organizations that have done great work 
in this area, but across the board, this success is just not shared. 

 In almost any other area of business, investing that kind of 
money and not making a dent in failure rates would be 
unacceptable—or at least it should be. As a number of commen-
tators have noted, in a world where organizations are placing an 
unerring focus on results, they seem to tolerate surprisingly low 
success rates when it comes to hiring and promoting people. 13  
Indeed, it is hard to think of any other area of management 
where such poor performance would be tolerated. 14  

 That is not to say that the task is easy. The sheer complexity 
and number of variables involved is often understated, and some 
of the reasons and circumstances that cause people to fail are not 
predictable. 15  For this reason, we are unlikely ever to reach 90 
percent of our people decisions being highly effective. But we 
should be doing better than we are. 

 So what is going on? One obvious possibility that springs to 
mind is that current talent measurement methods do not work 
or even that “talent” cannot be measured. But decades of research 
have unequivocally demonstrated that some measurement 
methods and tools are better at predicting both overall perfor-
mance and individual elements of it than the traditional, basic 
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TALENT MEASUREMENT  7

selection procedure of using just unstructured interviews. 16  In 
fact, study after study has driven this point home until it is no 
longer a matter of debate. Moreover, if accurate talent measure-
ment were not possible, then no one would be making any 
progress. But that is not what we see. Instead, there appear to be 
pockets of excellence surrounded by a general lack of progress. 

 Studies show, for example, that effective talent measurement 
in recruitment and promotion processes can lead to reduced 
turnover, improved performance levels, and faster integration 
and time to full productivity. Indeed, effective talent measure-
ment in hiring executives has been shown to result in companies 
being eight times more likely to hire someone they keep and go 
on to later promote. 17  And it is not just success rates that good 
measurement can have an impact on. The use of some measure-
ment tools has been shown to be able to cut absenteeism and 
decrease both accidents at work and employee theft. 

 So measurement  can  work and the growing use of it over the 
past thirty years should have had a greater impact. Somehow, 
somewhere, something has gone wrong. And it is a critical issue, 
because if businesses cannot make talent measurement work, the 
rest of their talent management activities are likely to come up 
short.  

  Why Talent Measurement Is Not Working 

 In our work with organizations around the world looking at the 
issues they face in talent measurement, we have found fi ve 
common challenges:

   1.    Talent measurement is unavoidably complex. 

  2.    It is hard to know what works. 

  3.    Measurement methods do not always meet business needs. 

  4.    Implementation gets overlooked. 

  5.    Businesses lack expertise.   
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8 TALENT INTELL IGENCE

 Each challenge by itself can signifi cantly limit the ability of 
measurement to have the sort of impact we would expect. But 
in our experience, most organizations are struggling on all fi ve 
fronts. 

  Talent Measurement Is Unavoidably Complex 

 It is diffi cult to do something well if you do not fully understand 
it, and talent measurement is a highly technical business. 
Indeed, it has its own subareas of expertise, such as the math-
ematics of test design, which many measurement professionals 
themselves do not fully understand. Not everyone needs to 
know all the technical details, of course, but even at an opera-
tional level, measurement can be complex. 

 For starters, you need to know what you want to measure. 
Companies usually know this at a broad level—for example, they 
want to know if someone is a potential leader for the future. Yet 
knowing what specifi cally to measure can be a lot harder. Is it 
behavioral competencies and, if so, which ones? Should you 
look for intelligence? Personality? Ambition? And how do 
you know which qualities make the biggest difference in which 
situations? 

 Moreover, what if the best test to use in order to predict 
future performance also happens to be the one that shows most 
bias against some racial groups? Or what if an organization wants 
to use one consistent measurement tool across all its offi ces 
around the world, but some countries have regulations control-
ling which measures can be used? These, in fact, are some of the 
most common complexities that businesses encounter, and they 
can create signifi cant problems. 

 The complexity does not end once you have worked out 
what to measure. You then have to choose the right tool for 
the task, and here you encounter the thorny issue of how to 
ensure that you are accurately measuring what you set out 
to assess. For example, we encountered a major global bank 
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TALENT MEASUREMENT  9

that in its Singapore offi ce used a respected test to assess the 
intelligence of all job applicants. Yet it was assessing all of the 
candidates, no matter what their background, using tests written 
in English. The logic was simple enough: it wanted to be able 
to benchmark candidates ’  intelligence with that of people in 
the UK head offi ce. The complexity the fi rm did not grasp, 
however, was that it was not getting a true, accurate reading 
of intelligence because candidates ’  language abilities were 
affecting how well they did on the test. What the company 
should have done was to use intelligence tests in candidates ’  
native language, and if it wanted to assess their English ability 
as well, then it should have also administered a separate lan-
guage skills test. 

 Of course, complexity in itself is not a problem. It becomes 
problematic only when the complexity is not recognized or is 
underestimated. So it is unfortunate that many vendors, in an 
effort not to scare potential customers away, tend to downplay 
the complexities and keep the inner workings of measurement 
out of sight. It is commercially understandable and, from a cus-
tomer ’ s viewpoint possibly, preferable. After all, we live in a 
world in which convenience, keeping things simple, and “just-
do-it” solutions are valued. But understanding complexity can 
sometimes be necessary for things to work effectively, and this is 
certainly true for measurement. Measurement  is  a complex issue, 
and if it is to be done well, it needs to be treated as such. Failure 
to do so will mean that whatever you do, the chances are it will 
not work.  

  It Is Hard to Know What Works 

 Adding to the complexity is the fact that fi nding the right solu-
tion can be diffi cult. The measurement market is awash with a 
mass of different methods and tools, and the choice can be bewil-
dering. Information about which tools should be used when and 
which work best tends to come from one of three sources:
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10 TALENT INTELL IGENCE

   1.     Academic researchers —who are not always interested in the 
same issues as organizations and whose fi ndings often need 
translation for nonacademic readers 

  2.     Vendors —whose commoditization of measurement methods 
creates a confl ict of interest in terms of objectively 
reporting their effi cacy 

  3.     Colleagues in other organizations —whose interests, like those 
of the vendors, are not served by reporting negative fi ndings   

 In theory the best source of information should be academic 
research because it is the only reliably objective source. Yet 
surveys show that HR professionals and business leaders alike 
rarely read academic journals and often consider research con-
tradictory or irrelevant. 18  And who can blame them? The research 
literature can be hard to access and even harder to understand. 
As preparation for this book, we read over a thousand articles, 
so with some authority, we can confi rm that they can be diffi cult 
to understand and downright mind numbing. 

 The result is that businesses tend to be relatively uninformed 
about measurement research and have to rely instead on what 
vendors tell them. Yet without objective sources of information, 
HR and business leaders often report feeling intimidated by the 
apparent expertise of vendors—or at least unable to question or 
challenge what vendors tell them. 

 The importance of this is that organizations need to question 
and challenge what they hear. Some excellent vendors, services, 
and tools are on the market, but there are estimated to be over 
two thousand test publishers in the United States alone, and only 
a minority of them engages in any proper validity studies. 19  So 
only a small percentage of vendors can say with any objective 
authority that they know that their measurement methods genu-
inely work. 

 Moreover, even when they do have evidence of the quality 
of their tools, this information cannot be taken at face value. 
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TALENT MEASUREMENT  11

The reason lies in the worrying trend of reporting bias: the ten-
dency for people to publish only positive results or ones that 
further their arguments or products. Measurement is, of course, 
a business, and we understand that in this commercial environ-
ment, vendors need to present themselves well. But recent 
research shows that reporting bias is far more prevalent than you 
might expect in an industry that professes to be grounded in 
science. 

 At a broad level, for example, there is evidence that aca-
demic research fi ndings are less favorable about the success of 
measurement than research produced by vendors. 20  More spe-
cifi cally, studies have identifi ed reporting bias by some very 
well-known psychometric test publishers. 21  The publisher of one 
of the most globally used personality tests, for instance, states 
that the tool has great validity, yet a review by a respected 
independent body has concluded that “the test suffers from 
questionable reliability and unknown validity. Its use is not 
recommended.” 22  

 Probably the most public example of the issue is the tale of 
emotional intelligence. In the mid-1990s psychologist and author 
Daniel Goleman brought to the fore the idea that emotional 
skills are important for leadership success. On the back of the 
book came a number of tools claiming to measure emotional 
intelligence, and with them came claims that they could account 
for 80 percent of the factors that determine success. 

 Almost twenty years on, however, there is now overwhelm-
ing independent research showing that emotional intelligence 
measures are actually some of the less effective predictors of 
success. This does not mean that emotional intelligence is not 
important for leadership. It simply means that measures of it are 
nowhere near as good at predicting success as initially claimed. 
Yet if you Google these measures, you will fi nd the same original 
weighty claims still being made by some big-name vendors selling 
them, without mention of the decades ’  worth of independent 
research fi ndings to the contrary. 23  
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12 TALENT INTELL IGENCE

 This prevalence of biased validity fi gures makes the recent 
actions of one of the biggest test providers in the world all the 
more concerning. It appears to have changed its contractual 
terms to prevent independent research into the validity of its 
tests without its approval and permission. In our view, this throws 
any kind of pretense about objective science straight out of the 
window. 

 So not only is measurement a complex, technical, and all-
too-often impenetrable fi eld, but knowing who and what to trust 
is not easy. Little wonder that when recently asking for our help 
in setting up a new talent measurement process, one of the 
biggest companies in the world said that it felt “vulnerable” to 
the market. 

 It may feel at this point that there is no easy way to determine 
if measures and tools actually work. But all you need to know is 
which questions to ask and what to look out for in the answers. 
And businesses have the opportunity here not just to fi nd out 
which tools work, but also to change how the measurement 
market works and make it easier to navigate. For example, if they 
stop using vendors who do not provide proper validity informa-
tion, those vendors will either start producing it or disappear. 
And if fi rms simply refuse to use vendors that prohibit indepen-
dent research into their tools, then these vendors will soon revert 
to allowing it. Far from being hopeless, the reality of the situation 
is that armed with just a little knowledge, you can make a big 
difference.  

  Measurement Methods Do Not Always Meet 
Business Needs 

 The choice of what measures and tools to use is complicated by 
the fact that they have traditionally been developed without 
considering how organizations use them. As a result, researchers 
and vendors have sometimes developed measurement methods 
that look great in theory and are strongly able to predict perfor-
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TALENT MEASUREMENT  13

mance, but have not been used or are not much liked by 
businesses. 

 The biggest example of this can be seen in the academic 
articles expressing surprise that businesses so frequently ignore 
one of the most accepted fi ndings in measurement research: that 
structured interviews tend to be far better able to predict perfor-
mance than unstructured interviews. This surprise betrays a lack 
of understanding that the purpose of interviews for businesses is 
not just to predict performance. Interviews also need to leave 
candidates with a positive impression of the company and give 
managers a chance to gauge what their working relationship with 
candidates might be like. Yet proposals to heavily structure inter-
views, which in the strictest sense does not allow for any 
unscripted questions, clearly do not acknowledge these addi-
tional objectives. Some researchers have suggested that the 
reason structured interviews are not used more is that their ben-
efi ts have not been clearly communicated. 24  The reality is that 
they simply do not meet business needs. 

 Furthermore, researchers and test developers for the most 
part have taken the objective of measurement to be predicting 
job performance. At present, the yardstick for whether a measure 
is viewed as valid or effective is if it can predict who receives the 
best overall performance ratings. This certainly sounds reason-
able, and indeed it is, in that this kind of information can be 
important in making people decisions. Yet the emphasis on pre-
dicting performance has been so strong that it has come at the 
expense of also trying to develop tools that can predict other 
factors that may affect a person ’ s success. 

 For example, hiring managers are usually not only interested 
in who is the most able or could theoretically perform best. They 
also tend to be interested in factors such as whether potential 
new employees will get along with them, fi t with the company ’ s 
values, or work well with their coworkers. These issues may 
not sound as immediately compelling as candidates ’  likely 
overall level of performance. Nevertheless, they are critical to 
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14 TALENT INTELL IGENCE

individuals ’  longer-term success and are some of the most fre-
quent reasons people eventually “fail” in a role, despite consider-
able apparent ability. Let ’ s face it: if your manager does not like 
you, then chances are that you are not going to succeed no 
matter how good you are on paper. 

 To be fair, there has been a shift in recent years. Vendors are 
beginning to produce more user-friendly tools and are starting to 
look at a broader range of factors that lead to success. And, of 
course, some vendors are better at this than others. But in general, 
the move has been late, slow, and minimal, and it has some way 
to go.  

  Implementation Gets Overlooked 

 Knowing what to measure and how to measure it may be the 
most obvious challenges facing businesses when it comes to 
gauging talent, but they are not the biggest ones. In fact, in spite 
of everything we have said about how hard it is to know what 
works, the choice of measurement processes is usually the easiest 
thing to get right. It is everything else that is much harder for 
businesses to do effectively—things such as how they use mea-
surement outputs to make decisions, how well they integrate 
measurement activities with other processes, and the degree to 
which they use measurement data to inform their broader people 
strategy. 

 The importance of these implementation issues is that if 
insuffi cient attention is paid to them, they can fundamentally 
limit the value and usefulness of the intelligence that talent 
measurement produces. Yet insuffi cient attention is exactly what 
these issues typically receive. 

 Working both within organizations and as external consul-
tants to them, we have lost count of the number of times we 
have been asked to help set up a new measurement process or 
identify the best tool to use. But rarely have we been asked about 
how to make more use of measurement data or how to develop 
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TALENT MEASUREMENT  15

a company ’ s attitudes and approach to using the data. Yet in our 
experience, it is such seemingly peripheral issues that all too 
often constrain and limit the potential impact and value of mea-
surement processes. 

 For example, one of the easiest wins with measurement data 
collected in recruitment processes is to use this information to 
help tailor initial developmental support for new joiners. Yet 
research shows that only 19 percent of fi rms do this. 25  It is cer-
tainly common enough to hear talk of how important such issues 
are, but the reality is that all too often, they are an afterthought 
and so not implemented effectively, if at all. 

 The shame in all of this is that measurement can do so 
much more than merely guide and support individual people 
decisions and development. Indeed, not doing more with the 
results is probably the single biggest missed opportunity that 
exists with measurement. With the advent of talent analytics, 
the situation is changing as businesses look more closely at what 
they can use measurement data for, but they have a lot of catch-
ing up to do.  

  Businesses Lack Expertise 

 Finally, to meet the fi rst four challenges successfully, you either 
need to have measurement expertise yourself or access to someone 
who does. Unfortunately, the people who make decisions about 
measurement issues and manage vendors frequently have little 
such expertise themselves and little independent expertise avail-
able to them. 26  As a result, they often either use the wrong 
measurement processes for their needs or use them in ways that 
limit their impact. 

 An increasing number of companies do employ experts to 
help them navigate the market and manage processes. Yet these 
roles are typically at a fairly junior level and predominantly 
tactical in nature. As a result, they can have little infl uence on 
measurement strategy. Of course, many smaller fi rms cannot 
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16 TALENT INTELL IGENCE

afford or justify employing specialists and so have to fi nd and rely 
on external experts and vendors. In itself, there is nothing wrong 
with this. But with little knowledge of the fi eld, it is not easy to 
be effective in choosing and managing vendors. 

 In an effort to navigate the fi eld, fi rms often resort to what 
Peter Saville, one of the fathers of modern measurement, calls 
 faith validity . This is the tendency to become attached to parti-
cular tests or vendors that are familiar instead of objectively 
considering what works best. 27  Yet surveys show a large diversity 
of opinion among HR professionals on which measurement 
methods work best. 28  And wide gaps appear to exist between 
what research tells us is the best approach and what practitioners 
and businesses believe and in fact do. 29  

 For example, the highly popular Myers-Briggs Type Indicator 
(MBTI) continues to be used in selection processes, even though 
the test distributors repeatedly assert that it should not be applied 
in this context. 30  As a more general example, there is the con-
tinued use of graphology in places like France despite a mass of 
evidence demonstrating its lack of effi cacy. 31  And we recently 
came across a business that claimed that the measure it used to 
help identify which candidates to hire was right 95 percent of 
the time. Yet this belief in the tool appears to be unfounded. The 
company has never evaluated it, and in the tool ’ s technical 
manual, the vendor suggests that it could account for only 3 
percent of the reasons that people succeed. Something does not 
add up. 

 This is not to say that businesses need to know everything 
about measurement—far from it. Of course, the more access 
to expertise they have, the better. But we are convinced that 
even smaller fi rms without access to independent expertise 
can successfully manage measurement and make it work for 
them. All they need is a basic understanding of the challenges, 
knowledge of what fundamental questions they should always 
ask, and an awareness of how they can make the most of 
measurement.   
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TALENT MEASUREMENT  17

  The Purpose of This Book 

 From these fi ve issues, it is obvious why getting measurement 
right can be diffi cult and why both measurement and the talent 
intelligence it produces appears to be having little impact. 

 The purpose of this book is to show how organizations can 
overcome these challenges. It is thus not about how to do 
measurement—how to run an interview or the various algo-
rithms for sifting candidates. It is about how to implement 
measurement in ways that produce good talent intelligence and 
have a genuine impact on the bottom line. 

 Moreover, one of the key messages of this book is that the 
solutions required to make measurement work lie within organi-
zations. As much as vendors are trying to produce and promote 
shinier, shorter, and smarter new tools and tests, it is organiza-
tions that hold the key to progress. In fact, there are some simple 
things that all businesses can do that have the potential to trans-
form the effi cacy of talent measurement and thus the quality of 
their talent intelligence. 

 In the chapters that follow, we guide you through the three 
basic things that businesses need to know and get right to make 
measurement work:

   •    They need to know what to measure. 
  •    They need to know how to measure it. 
  •    They need to know how to implement measurement and 

use the results.   

 Chapters  2  and  3  are all about what to measure. We begin in 
chapter  2  by looking at the standard measures of talent—some 
of the common factors that businesses look at to try and gauge 
people ’ s talent—things like experience, competencies, intelli-
gence, and personality. And we present an accessible summary 
of what the very latest research has to say about which—if any—
of these factors can genuinely be used to identify talent. In 
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chapter  3 , we explore some simple things that all fi rms can do 
to dramatically improve their chances of accurately predicting 
who is most likely to succeed. 

 Chapters  4  and  5  are about how to measure. Chapter  4  
describes the various methods and tools that can be used, and 
chapter  5  focuses on how businesses can best choose which to 
use: the basics they need to know and the questions they need 
to ask. 

 Chapters  6 ,  7 , and  8  are about how to implement talent 
measurement and use the results. In chapter  6 , we look at the 
foundations that talent measurement needs to be built on to 
be effective—the things that need to be in place for it to have 
the impact it should. Chapter  7  is about how companies can 
ensure that the output of measurement, the intelligence pro-
vided, is used to best effect. And in chapter  8 , we go on to 
explore how fi rms can source the expertise needed to do all 
these things, as well as how best to choose and manage mea-
surement vendors. 

 In chapter  9 , we draw some conclusions about the state of 
the market and give pointers for the future. We end on a practi-
cal note with an appendix that provides answers to some 
frequently asked questions that we hear from HR and business 
leaders.

   More than anything else, this book is a call to arms, a plea 
for action. Businesses themselves—not just outside vendors 
or expert consultants—need to act to make measurement 
work because only they can do so. If they do not, the current 
failure rates will remain as fi xed for the next thirty years as 
they have been for the past thirty. And without progress in 
these rates, talent management as a whole will remain intrinsi-
cally limited in what it can achieve, and businesses will be 
missing an opportunity for better performance and shareholder 
value. 

 Companies may not have taken action yet, but the growing 
talent challenges and need for reliable talent intelligence provide 
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   How to Read This Book  

 This book contains a lot of information, some of which is quite 
technical and some of which is very practical. We believe that 
having a basic understanding of technical issues is important for 
making good practical decisions about how to use talent 
measurement. So the earlier chapters of the book focus more on 
these technical issues, before we then move on to practical 
matters from about chapter  6  onward. 

 We hope that readers will go through the chapters in order. 
However, we are aware that different readers will be interested 
in different elements of the book, and that almost all readers will 
be very busy people. So:

   •    If you are mainly interested in reading an accessible 
summary of some of the latest technical research about how 
to measure talent, you could start with chapters  2  and  4.  

  •    If you are more interested in understanding some of the 
practical considerations involved in choosing which 
measure, method, or tool to use, you could start with 
chapters  3  and  5  and the relevant sections in the 
appendix. 

  •    If you are primarily interested in how best to implement 
and use talent measurement in your organization, you could 
begin with chapters  6 ,  7 , and  8.    

a compelling reason to do so now. Firms that do not act will not, 
of course, collapse overnight or notice a sudden drop in profi ts. 
Yet slowly and insidiously, their competitors who do act will gain 
ground on them. Big or small, global or local, organizations need 
to get this right. It is time to make measurement work.   
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