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Got Talent? -

T

o thine own self be true, and it
must follow, as the night the
day, thou canst not then be
false to any man.” For anyone
in business, these words of
William Shakespeare from Hamlet
resonate even more today than yesterday. For when people in organizations
do not know their talents, there is
tremendous waste and a lot of red ink
to the bottom line.
To be true to ourselves requires
that we know our talents specific to
the roles we have undertaken, are
currently taking, or are considering
taking. For it is the “what” of our
decision-making process, coupled
with the “why” of what motivates us
and the “how” of our actual behaviors,
that truly allows us to unleash all that
untapped potential residing within
each individual.

The Challenges

The initial challenge is: human
beings are emotional creatures and
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these emotions affect our daily workplace behaviors. Measuring emotions
with any predictability is very difficult
unless you’re a seasoned FBI profiler;
and that, too, is a lot of educated
guesswork.
Yet there are some tools in the
marketplace that can help individuals
and organizations to leverage their
human capital far more efficiently and
effectively. These tools are usually
identified with words like “assessments” or “profiles," or with some
kinds of tests.
When investigating these tools,
it helps to find the ones with higher
internal coefficients. These numbers
reflect the statistical soundness of
the instrument.
Assessments such as DISC or 360
or Myers Briggs are well-known. However, these instruments are constructed
from an inductive, subjective position
and from a qualitative perspective.
Hence, their statistical soundness
averages around .85 coefficient. What

this means is that for every 100 people
who undertake this assessment, 15
may have false results.
Being able to have at least one
instrument based upon a deductive or
objective approach helps to offset the
potential false results inherent in the
other more popular assessments. Possibly this is why Professor Robert S.
Hartman of Yale and MIT created Axiology (the science of decision-making).
By using mathematics (quantifiable
data), Dr. Hartman was able to ascribe
numbers to human value and logic.
He determined that people make decisions both externally and internally
by using three perspectives, or what I
prefer to call filters:

However, this is an obstacle easily overcome by having people self-rank themselves when administering a deductive
talent tool. Assessment instruments
like the 360s use this strategy for the
initial data compilation.
When people can truly reflect and
then align their responses to the data
within the instrument, greater awareness and clarity will result. The clarity
is somewhat dependent upon the
ability of the person administering the

debriefing process, which leads to the
fourth challenge.
The process of sharing this information can either propel the individual
and the organization forward, securing
both WIIFM and WIIFU; or do just the
opposite. Here is where the assessment
administrator’s experience and skill
come into play.
No matter what type of assessment
(deductive or inductive) is used, the
process established by the assessment

• Systems Judgment – Thinkers – (Head)
• Empathy – Feelers – (Heart)
• Practical Thinking – Doers – (Hands)
Instruments constructed using
the science of Axiology increase the
coefficient to around .92, depending
upon the exact instrument. Several
different companies publish Axiology-based tools and have different
coefficients. Again, since the subject
matter is human beings, constructing
any assessment with a higher coefficient, such as .97 or .98, is highly
improbable.
Another challenge is how we
learn in the U.S. The K-16 educational
experience separates learning into
these six steps:
1. Read it.
2. Learn it.
3. Test it.
4. Forget it.
5. Move on.
6. Repeat steps 1-5.
Unless the information is fully
integrated into the individual’s daily
performance and aligned to current
organizational goals, the entire assessment exercise is a waste of money
(think profits) and, to be honest,
quite criminal in that it sets people up
for failure. One strategy to overcome
this is to have a comprehensive workbook that goes beyond the couple of
action item pages found at the end of
some assessments.
The third most common challenge is “What’s In It for Me?” Many
of these instruments provide good
information, but fail to connect with
an individual’s untapped potential.
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DISENGAGED EMPLOYEES

The following is a table of three different firms, to quickly illustrate how profits are being drained
by non-productive employees (disengaged to actively disengaged), many of whom are probably
focusing on their weaknesses because they truly don’t know their talents.

ENGAGED EMPLOYEES

Shifting just 11 percent of the disengaged to actively engaged can generate these savings:

Number of
Employees

Hourly
Rate

Annual Salary
No Benefits

Total
Salary

Lost Productivity
$$ @ 69%*

25

$15

$31,200

$780,000

$538,200

50

$20

$41,600

$2,080,000

$1,435,200

100

$30

$62,400

$6,240,000

$4,305,600

*Note: The 69 percent is from Gallop’s Engaged Workers Poll.

Number of Shift
Employees 11%

Annual Salary Total Salary Savings @ 50% Per- Employee
No Benefits
of 11%
Recovery Rate* Savings

25

3

$31,200

$93,600

$46,800

$15,600

50

6

$41,600

$249,600

$124,000

$20,800

100

11

$62,400

$686,400

$343,200

$31,200

*Note: The 50 percent recovery rates presumes the shift in productivity is from disengaged workers who are
doing some work, but wasting a lot of time and creating potential work flow challenges for other employees.

administrator is critical to securing the desired result of unleashing
untapped potential. Depending upon
the instrument, a minimum of 60
minutes should be scheduled for a
one-on-one debriefing. Follow-ups
then need to be scheduled individually, as well as group workshops to
continue to apply this robust information. Having a customized workbook only enhances this debriefing
and follow-up process.
Team debriefs can be very
beneficial, especially when the data
is posted anonymously. The participants can be asked questions such as:
“Knowing that the decision-making
styles of this group favor thinkers
and feelers, how does this affect the
doers and the overall ability to secure
the goals?”
Another opportunity for team
debriefing is for the team to determine
the best talents necessary for their current employment roles or even a forthcoming project. Then the team can
better leverage the existing talents of
their fellow teammates, which makes
for a much stronger team and secures
the desired results far more quickly.
Here is where challenge number
five raises its ugly head. Most people
don’t achieve personal goals, let
alone organizational ones. New Year’s
resolutions, anyone?
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Consistently planning, setting,
and achieving goals isn’t taught in the
K-16 experience. When the data from
these assessments are directly connected to a proven goal achievement
process, amazing results happen and
happen very quickly.
Challenge number six is the excuse
of not having the dollars to invest in
such an undertaking. Given that productivity research continues to demonstrate
that only one-third of employees are
actively engaged on the job (doing what
they need to be doing, usually without
asking), then dollars is truly a non-issue.
By not taking action, each firm is not
realizing the old “8 for 8” motto of eight
hours of pay for eight hours of work.

The Solution

To unleash the untapped human
capital talent within any firm does require returning to the overall strategic
action plan. (This is probably challenge number seven, but writing about
strategic planning is very much akin
to beating a dead horse.) For many
organizations lacking such a plan or
being unable to execute said plan, we
might suggest considering a broader
solution focusing on organizational
development (OD). The 5 Point Star
Model for OD by Jay R. Galbraith is
one such proven model that can help
all firms, from the single office /home
office (SOHO) to the Fortune 100.
Talent assessments need to be
part of the overall performance appraisal process. This approach helps to
strengthen the relationships between
Human Resource departments, department managers, and the employees.
In the 21st century, organizations
that change how they think of their
employees will go beyond just surviving and truly thrive. Management
within these firms will realize the
benefit of leveraging and maximizing
the innate potential within their most
valuable asset – human capital. These
innovative businesses will be the few
to turn wasted productivity into green
dollars and truly be the Red Jacket in
a Sea of Gray Suits. N
Leanne Hoagland-Smith, executive coach,
author, and speaker, helps C Suite executives
to sales professionals leave their comfort
zones and stretch themselves. If you want
improved results, then you must accept
being uncomfortable. For a free strategy
session, please forward an e-mail to
leanne@processspecialist.com.

