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Abstract:

Pre-employment questionnaires can help to screen candidates for personality
traits which will be desirable for an open position.

Instead of relying on phone

references, whose names are provided by the candidates themselves, a hiring manager
can look at the results of the tests and find the best new hire based on their work ethic,
ambition, and how they would fit into the current culture of the workplace.

Having the

right person in the right job will lead to increased longevity and lower turnover.

By being

able to keep a person in a position is essential to cutting costs of rehiring and retraining
staff, as well as possible unemployment claims.

An employee with increased longevity

may also learn to be more efficient in their position, and more engaged employee is a
more productive and innovative employee. If the right tool is used correctly, Indiana
University Health Arnett could find a major benefit from hiri ng with the aid ofa proper
and effective pre-employment personality test built into its hiring strategy.
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Introduction

Indiana University Health is a progressive organization that desires to be a
pacesettein
r the healthcare industry.

As an organization, itis constantly striving to be

the most ethical and patient-centered as possible.

Personality testing is one

organizational practice that has gained momentum over the last ten years, and is now
worth revisiting as a hiring tool.

Below, the needs for personality testing will be

discussed, as well as the examples, advantages, validities and legalities of the topic.
Next, the chosen tool will be discussed, as well as a SWOT analysis which will develop
the Strengths, Weaknesses, Opportunities, and Threats of the organization in regards to
this topic.

Lastly, the Implementation and Assessment of the tool will be critiqued.

Through this data and analysis, Indiana University Health Arnett will have a stro nger
background on the topic in order to consider implementation of this hiring tool.

Problem Statement

Hiring managers

have the difficult task of screening candidates only through

interviews and references.

But some candidates have learned to be deceiving in

interviews by figuring out how to answer the questions in order to be perceived as more
desirable.

Candidates may also choose their references very carefully in order to only

gain positive feedback.

Reference checks are almost a thing of the past as well.

Due

to fear of litigation, former employers are not providing helpful information about their

previous employees.
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This used to be a very good way of learning how a person will

actually act in a position or in a specific situation.

“Ma ny such employers either refuse

to give any references, or will provide only neutral information, such as the dates of
employment and job titles. While the fear of defamation liability may be excessive, both
because there have actually been very few defamation suits over refere nces and

because truth is an absolute defense to a claim of defamation...”
Several times, managers

(Stabile, 2002)

hire a staff person, and within a few weeks

or months

determine that the new hire does not fit into the culture, or even worse, they have
emotional issues that make them very undesirable as an employee.

Suddenly, the

hiring manager is forced to take on the daunting task of exiting the candidate from
the
position in a legal and documented way in order to avoid unemployment claims.

If the

manager is successful in this endeavor, they must then spend their time recruiting
,
hiring, and training another candidate, within a short period of time.

This leads to

increased costs and decreased revenues in a very volatile and rapidly changing
industry.

“Hiring managers are craving more incisive methods of character evaluation

than scrutinizing dress and handshakes.”

Also, “We are frequently swayed if it is

revealed a person has similar interests or experiences as us, even when we are
consciously attempting to stifle our subjectivity.”

(Lander, 2013)

In order to avoid these

pitfalls, a tool must be established to help make this process more objective.

Introduction of the Topic

In many organizations, personality tests are administered duri ng employee
selection, where desirable traits for a position are measured prior to employment.
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These tools analyze candidate personality traits and characte ristics, integrity, and
skills.
Pre-employment personality testing may lead to increased employment longevity,
which
leads to increased revenue, and higher levels of employee engagement.
2010)

(Hausknecht,

The Human Resource Department within Indiana University Health Arnett does

not currently use these tools in their screening process.

It is recommended

that the

organization adopt this practice and administer these tests to all potential new hires.
Explanations and examples of personality tests will be provided to aid in this evaluati
on
of the practice.

Organization

Indiana University Health is a leader in healthcare in the state of Indiana, and
the
nation.

The organization's mission statement includes improving the health of patients

and the community through innovation, excellence in care, education and research
.
(www.iuhealth.org, 2013)

Indiana University Health as an organization reports directly

to the Board of Trustees and bypasses Indiana University on the organizational
chart as
seen below.

(www.zimbio.com, 2013)

There are several hospitals located throughout the state of Indiana that are part
of Indiana University Health.

They include Riley, Methodist, IU West, and IU North, all

located in the Indianapolis area, as well as Ball Memorial in Muncie, White County in
Delphi, and Arnett in Lafayette.

(Wwww.iuhealth.org, 2013)
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Indiana University Health as a system employed over 48,000 direct employees
system-wide.

It is the 4" largest employer in all of Indiana, with Indiana University in

Bloomington being #5.

(iuhealth.org, 2013)

economic impact on the state.
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It has an enormous direct and indirect

Economic impact of Indiana University
Bl 1usystem and IU Health

[Jl] 1U Bloomington

Economic impact
:

Direct expenditures for goods and services by IU, its
staff, faculty, students and visitors. This spending
supports local businesses, which in turn employ local
individuals to sell the goods and provide the services
that University and hospital constituencies need.

XT
Direct

$1 1 billion
Tl
SEX)

Indirect/
Induced Bl

Indirect or induced spending within the state of
Indiana. The businesses and individuals that receive

cas?

direct payments re spend this money within the

$1.2 billion

state, thus creating the need for even more jobs.

$11.5 billion

Total

$2.3 billion
2

4

Employment impact
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8,415 jobs

Indirect/
induced
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(www. heraldtimesonline.com, 2012)

The Senior Leaders, CEOs, and President Dan Evans of Indiana University
Health, see the big picture.
investment in the future.

They will offer resources now if they believe it to be an

Examples of this already include the adoption of Lean Six

Sigma practices and Studor Principles of Leadership.

Both of these programs required

startup resources and buy-in by all members of the organization on every level.
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Senior

Leaders have stressed its importance, educated middle-ma nagement, and they
have

been given the autonomy to implement these tactics with the staff and provider
s.

The Human

Resource Director, Veronica Siegel, has been asked to reevaluate

the use of personality testing.

Indiana University Health Arnett first considered using

personality testing approximately ten years ago, but due to fears of litigation and
perceived discrimination, the practice was tabled until the laws could “catch up with
the
practice.”

(Siegele, 2012)

According to Siegele, she believes that personality testi ng

has become a much more common practice which may show that litigation and
discrimination concerns are no longer the issues they were a decade ago.

The cost of turnover is a major concern for all organizations, and this includes
Indiana University Health.

“The Journal of Management calculated the cost of replacing

close to 300 hospital employees per year, given a hospital size of 200 beds
and staff of
1200 professionals with a turnover rate of two percent per month.
total?,”

The astonishing

Coincidentally, these figures are actually very close to the Indiana University

Health Arnett system in regards to employee census and turnover rates...“Over
$2.8
million when all costs were analyzed. A Business Week study estimated that
turnover
costs related to a single employee are at least $10,000 and may be as high
as $30,000
inany industry.”

(Rose, 2012)

If a tool can be found to decrease turnover, increase revenue, and

employee engagement,
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increase

Indiana University Health would take a serious look atits

implementation.

In these changing times of how healthcare will be paid for and

administered, saving money and improving prod uctivity, reducing employee turnover,
saving time, and providing assurance to its patients is key to the future success of the
organization.

Introduction to Personality Testing

There is a strong need within Indiana University Health Arnett to administer these
tests to potential candidates, prior to hire.

These tests are designed to assess:

~&

How an individual explores a certain situation

+

How an individual responds to something

~~

How one’s preferences and attitudes are expressed

~~ They are used to see how well a certain individual would fit in that
particular work
setting

(Pantazi, 2012)

Instead of relying on phone references, whose names are provided by the
candidates themselves, a hiring manager can find out what characteristics and morals
these candidates posses early on inthe process.

~~

Persuasiveness
Teamwork

~~

Independence

Relationship Building
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These characteristics include:

~ Planning
Attention to Detail

~~

Conscientiousness

~~

Tolerance to stress

~~

Results orientation
© Leadership Style

~

Motivation and Energy

Examples

(Pantaz, 2012)

of Personality Tests

There are countless types of personality tests available to organizations.
Scientific techniques have been developed for choosing personality traits on a
personality test that are most job-related.

Researcher, Richard Goff n, developed a

process called a Personality-oriented Job Analysis (POJA) that was determined to aid
an employer in selecting the most appropriate personality traits for a position, allowing
them to choose the correct personality test to administer to possible candidates.

(Goffin, 2011)

One type of Personality Test that may be used is TAIS, or the Test of Attentional
and Interpersonal Style.

This test “predicts performance on attention and stress, and

measures concentration skills and personality characteristics.” (www.psilimited.com,
2012)

This test is recommended
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to be used in the industries of Business, Education,

Military, and Sports.
factors:

Warmth,

Another type of tool is the 16 PF, which tests for 16 personality

Reasoni ng, Emotional Stability, Dominance, Social Bold ness, Rule-

Consciousness, Vigilance, Sensitivity, Liveliness, Abstract Thi nking, Personal Privacy,
Apprehension, Openness to Change, Self-Reliance, Perfectionism, and Tension.

(Pantaz, 2012)

Pre-hire testing can also test for integrity and ho nesty.

Tests canbe

administered that deal with a fictional scenario, where the respondent is asked about
how they would react; honestly or dishonestly.

For example, if a $20 bill is dropped, the

test would measure the candidate’s likelihood of notifying its owner and returning
the

money.

Advantages

to Personality Testing

There are several advantages to using personality testing.

They include, cutting

turnover, hiring the best new grads, building teams within the organization, and
promoting the best leaders.

Increasing revenue is also possible and will be discussed

in more detail in the validity section of the proposal.

Having the right person in the right job should lead to increased longevity and

lower turnover.

“By getting the right-fit candidate, companies can reduce turnover by up

to 50 percent — and save roughly a year's salary in recruiting and training costs
that
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would have been incurred with a candidate who either quit or was let go due to

inadequate performance.”

(Chulik, 2008)

By being able to keep a personin a position, you also cut the costs of rehiring
and retraining staff, as well as possible unemployment claims.

According to an AARP

report, the cost of replacing healthcare professionals can be three times what it is to
replace an employee that works outside of this field.
and Retaining Workers 50 +,
earning

"Focus on Health Care: Recruiting

found that replacement costs fora medical/surgical nurse

$46,835 annually could cost up to three times the nurse's sa lary. And, based

on the turnover rate at the time, the study estimated it would cost $92,442 to replace
a
medical/surgical nurse and $145,000 for a specialty nurse, which translates to a
staggering $2 million in just one year fora hospital with a staff of 100
nurses.” (www.aarp.org, 2011)

Productivity will also increase as people learn to be more efficient the longer they
are in a position, as demonstrated in successful assembly lines.

Assembly line

methods were originally introduced to increase producti vity and efficiency by reducing
the amount of manufacturing time required to produce a finished product. Advance
s in
assembly line methods have the same objectives increase throughput, or the number
of
products produced in a given period. While assembly line methods apply primarily
to

manufacturing processes, they can also be applied to other areas of business ra nging
from product development to management.

(Bianco, 201 1

When the right candidates are chosen for the best fitting position, they are more
likely to be content in the workplace.

Happy employees will be more engaged, and

higher employee engagement leads to increased longevity, revenue, and loyalty
to an
organization. (Teresko, 2004)

Below is a diagram of what attributes to real employee

engagement:

FIGURE

1: THE TWO

DRIVERS OF EMPLOYEE
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(Insler, 2008)
Indiana University Health Arnett stresses the importance of Employee
Engagement.
workplace.

Employees take yearly surveys which measure their satisfaction in the

Changes in organizational direction stem from these surveys, as well as

managerial focus.

For example, two years ago, employees stated that direct

communication from their manager was lacking.

As a result, ma nagers must send out

daily huddles via email to their staff and providers to let them know of any news,

changes, or topics of concerns.

It is very important to the bottom li ne, as well as the

overall growth of the company.

The goal is to increase its previous engaged percentiles

from year to year.

By first screening new hires via personality tests, employee engagement should
increase due to the fact that the best candidates have been chosen to fill open
positions.

Current employee engagement can also suffer if the wrong new hire is added

to the culture.

This could cause an overall decrease in well-being.

According to Gallup

Consultants, “supporting employees in all areas of their lives can increase engagement
and contribute to lower health costs and turnover rates” as reported in The Economics
of Wellbeing by Tom Rath and Jim Harter.

"Every day in your organization, some

employees don't show up, don't give their best effort, erode your productivity, and cost
you millions of dollars because they are struggling or suffer ng in important areas of
their lives.”

(Brotherton, 2012)

From data collected over two years from over 5,000

respondents, employees thriving overall “had 41 percent lower health-related costs
compared with "struggling" employees, a difference of $2,993 per person. For every
10,000 employees, this represents a difference of nearly $30 million."

One can

definitely see how increased turnover and a poor corporate culture could help contribute
to those struggling with overall well-being.

Ensuring that employees fit their new roles and being able to gauge employee
skills will ensure a better fit into the organization.

This will then result in more satisfied

employees and help employees to obtain an overall sense of well-being.

Employers will

also see increased productivity, which directly affects profits and the bottom line.

Personality tests are often used to help build teams within the organization, as well as
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promote the best leaders.

For all of these reasons, EIQ16 provides benefits to those

companies who choose to implement its screeni ng tool.

Validity of Personality Testing

Personality testing has been known to have some validity issues, but there are
also studies that show that you can find your high performers through personality
testi ng
as well.
Employees often attempt to answer the questions how they think the graders

want them to answer, rather than how they accurately feel.

“Some research conducted on the issue of faking in personality
testing suggested that although faking may occur, it does not affect
the validity of the test. For example, Hough, Eaton, Dunnette,
Kamp, and McCloy (1990) found that less than a third of

comparisons between the validity of “accurate” and “overly

desirable” respondents were significantly different. Others have
used different techniques, such as controlling for impression

management and self-deceptive enhancement (Barrick & Mount,
1996; Cunningham, Wong,&Barbee, 1994), and examining the

impact of social desirability on perso nality factor structures

(Ellingson, Smith, & Sackett,2001). All have concluded that faki ng
has a minimal impact.

(Campion, 2007)

According to some studies, cheating can be detected through eye-tracking and
response times.

Research shows that the longer a respondent takes to answer a

question; the more likely they are to be trying to deceive the test (van Hooft, Edwin,

Bonn, 2012).

To thwart this type of cheating, research has been done on the method of

speed testing, where time limits are set to make
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it more difficult for candidates to cheat

during Internet-based cognitive ability tests.

It also “examines the advantage of using

proctored vs. non-proctored exams in measuring the likelihood of cheating.”
2009)

(Arthur,

There are other ways to deter candidates from cheating during persona
lity

testing as well.

Some of those methods include warni ngs for test takers mid-test, who

seem to be cheating.

Researchers showed a “positive correlation between warning a

test taker about cheating during their personality test and the result of
less cheating
post-warning.” (Fan, Gao, Carroll, Lopez, Tian, Meng,

2012).

Other validity issues arise due to mood affect ng outcomes as well as
stress.
There are also false positives where

honest people may score dishonestly.

This is why

a balanced approach to hiring must be used in order to make the informa
tion more
reliable.

(Stabile, 2002).

The problem is with over-reliance of the personality testing.

If

a hiring manager uses references, resumes, applications, manager intervie
ws, and peer
interview, along with the results of personality testing, the overall good
employees can
still be discovered.

A balanced approach is key.

There are recent studies that can show the effectiveness of personality
testing.
The graph below depicts the number of employees considered high perform
ers.
“Recent research suggests that ma nagers spend between eight and 24
percent of their
time managing poor performers. Minimize the number of low performers,
and you
naturally gain from freeing up the higher performing managers to generat
e still higher

returns.” (Burke, 2012)

The three control groups are new hires obtained through

flipping a coin, those with experience, and finally those hired who went
through
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personality testing.

As one can see, personality testing helped to propel the

organization's total high performers by approximately 10%.

“The shelf life of past

experience is ever shortening and has been estimated recently to range from
3 to 5
years depending on which occupation and on which industry one is looking
at. Moreover, itis relatively easy to build skill and experience through
training — it is
much harder to influence personality. Having the right personalities in
role provides a
firm foundation for further development that can push potential contrib
utions even
higher.”

(Burke, 2012)

Comparison across scenarios of proportions of low, middle and high
performers
100% -

Flip a coin

Experience

Personality

(Burke, 2012)

The table below depicts the breakdown of recruits that are predicted to
fall into
each performance band.

“If we were to use the various selection methods described,

random’ selection uses no objective assessment at all: ‘experience’ bases
selection on
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basic interview, and ‘perso nality’ uses a well-constructed and relevan
t assessment of

personality against role requirements.” (Burke, 2012)

‘Rondomy
15%

Experience

or 15

Middle

12% or 12

70% or70

73% or73

High

63% ore@

15% or 15

18% or 18

28% or 28

3%

or 3

These increases in high performers in an organization like Indiana Universi
ty
Health could save the company millions in productivity, recruiting, and
hiring each year.

Legalities of Personality Testing

Written in Title VII of the Civil Rights Act of 1964, “an employer may
administer
an ability test to a job applicant during its hiring process provided that
such test, its
administration or action upon the results is not designed, intended
or used to
discriminate because of race, color, religion, sex or national origin.”

(Menjoge, 2003)

When this provision was passed, a large number of employers started
using these
hiring tests to find the best applicants.

Over the years, some employers have used

everything from 714-questioned tests that asked applicants if they
believed in the devil
to questions inquiring if men ever wanted to be a girl.
long way and expanded

Personality testing has come a

in use and scope since these archaic practices.

Mostly this is

due to technology as applicants can take tests on their own via the comput
er and
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human resource consultants do not have to administer the tests or grade them manually
anymore.
The fear of the organization in the past was the threat of legal liability through
discrimination lawsuits.
testing from 2011

The EEOC

reported receiving 164 cases involving personality

to 2012, but that is a small percentage compared to the over 100,000

claims they received overall during that same time period.

(Ellin, 2012)

As long as the

tests are used to find insights into the best candidates and not get rid of others, the
organization should be safe.

Also, if someone

has a disability, like hearing-impairment,

the employer should play it safe and not administer the test.

Recently, a lawsuit came

from just a person who scored low on the communication portion of the test because of
her disability.

When questioned, the organization stated that it did take her score into

consideration, which could possibly warrant a fine or civil award to the candidate
because of her disability causing a lower score.

In 2007, a commission was established to investigate and gather information
about personality testing with the increase of technology.
“Rae T. Vann, general counsel of the Equal Employment
Advisory Council, a national association of large federal
contractors, observed, “When done properly, testing can be a
very important tool in the employment selection process, and we
commend the Commission on its efforts to improve the quality
and fairness of tests and other job screening methods.” She
called on the EEOC to “develop education and outreach
programs aimed at assisting both its own investigators as well as
employers to understand the rules that apply to testing and

selection procedures.” Other employer advocates testifying at the
meeting recommended ways in which the Commission could
assist employers with compliance. The meeting concluded with
commentary from Dr. James Outtzand Dr. Kathleen Lundquist,
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nationally prominent psychologists who design state-of-the-art
employment tests. They both emphasized that employers using
tests need to continually reassess the validity of tests used, as
well keep abreast of testing developments that may provide a
less discriminatory alternative to current practices.” (Scwartz,
2007)

The practice of administering personality testing has become very common, and
as long as human resource departments are using common sense and choosing tools
that have been evaluated and proven to be fair, the organization should go without
litigation.

Introduction of the Chosen Tool

EIQ16 is a tool utilized in the hiring process to measure cognitive skills,
personality characteristics, and integrity of potential candidates.

Along with the

traditional interviewing process, EIQ16 gives employers the ability to measure a
candidate’s “fit” for a specific position or organization.

It can also be used to measure

values, which reveal candidates’ motives for employment,

work in a specific field.

such as wage or a desire to

The characteristics measured are persuasiveness, teamwork,

independence, relationship building, planning, organizational skills, conscientiousness,
results orientation, leadership style, motivation and energy, and attention to detail.
(Pantaz, 2012)

The test can also reveal how an individual explores a certain situation,

responds to it, or expresses preferences and attitudes. (Pantazi, 2012)

By measuring

these characteristics and tendencies, human resource ma nagers can better predict how

well a new employee might fit into a position and organization's environment.
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The EIQ16 personality test can provide a measure for emotional intelligence.
“Emotional Intelligence is the ability to detect and to manage emotional cues
and
information” (Robins & Judge, 2011).

Understanding this type of intelligence is perhaps

more important than any high IQ. Our heart or emotional intelligence helps
us to build
strong relationships, succeed at work and achieve our goals in life. Emotional
Intelligence (EI) is the leading indicator of workplace success.
There are five dimensions to emotional intelligence:

~

Self-awareness:

being aware of what you're feeling

Self-management: the ability to ma nage your own emotions and
impulses
~

Self-motivation: the ability to persist in the face setbacks and failures

Empathy: the ability to sense how others feeling
Social skills: the ability to handle the emotions of others
(Pantaz, 2012)

ON
Self-Regulation/

Self-Awareness

Management

Emotional
Intelligence

\

Motivation/
Passion

Social Skills

NN

JS

(http://socialmedia-or-youmatter.biz/emotion al-intelligence-not-only-ig
-matters/)

The EIQ16 assesses a customer's EQ (emotional quotient) based on sixteen
emotional competencies covering four key areas (www.myskillsprofile.
com, 201 2)

Perceiving Emotions
~'

Understanding Emotions

~

Facilitating Thought

~'

Managing Emotions

EIQ16 is also an excellent tool to measure current employees fit for promoti
ons
or specific work environments.

Companies who depend on work teams or cell groups in

their operations can use this product to measure personality characteristic
s of those
best suited fora team environment. In addition, it can help identify strong
leadership
tendencies for promotions.

The emotional intelligence quotient test is a tool that could accomplish the
goals

of the Indiana University Health Arnett.

The results of the EIQ16 represent the

personality of the test-taker or applicant.

Use of the EIQ16 saves money for the

customer by decreasing their employee turnover costs.

In a time of innovation,

competition, and growth, the EIQ16 strives to provide its managers with
a screening tool
that can be used to develop their techniques for hiring, training, and sustaini
ng human
resources.

Below is an example ofa scorecard generated from the answers provide
d by the
test-takers.

This chart shows just how well that candidate is able to use their emotion
s.

Using

Emotions

Thinking
Judgment
Sensitivity
Froblem
Using

sobering

emotions

Low

Skill

level

Description

of

thinking

Four
mstincts
Judgments
and

sobering

feelings

and

emotions

dimensions

Your

Judgment

is

influenced

to

and
intuition
decisions.

a

large

hawe

extent

a

strong

You
are
fairly
knowledgeable
about
different perspectives on a situation.

how

You

and

and

27|Page

High

Lewel 5: Expert
You
seem
to be an expert in using
in thinking. problem sohving and decision making.

Thinking

Problem

Average

make
sobre

considerable
problems.

use

of feelings

by

your

impact

to

use

emotions

feelings

on

your

mood

to

and

help

emoticons.

assessments,

changes

generate

to

get

ideas

Over 50,000 people have taken this assessment, a test that has the ability
to

measure dimensions of Leadership, Management, and Decision Making. (Pantazi
,
2012)

The ability to measure personality traits, cognitive skills and integrity of
potential

employees is a key element to hiring the right employee for a position.

Red ucing

turnover rates is important, not only for the hiring process, but also for
the resultant
costs associated with replacing employees.

Increased productivity and process

efficiencies also result in a healthier bottom line.

Utilizi ng our personality test to

evaluate a candidate's fit into an organization is essential for satisfying both
the
employee and the organization.

The EIQ16 test compliments an organization's hiring process to ensure
the best
fit between the position and applicant.

Indiana University Health is not only looki ng for

qualified individuals, but also team members who hold patients and fellow
healers with a
level of respect and dignity.

The organization prides itself on being a caring and

compassionate environment.

Hiring the right employees is the key to building a

stronger organization, ensuring a higher longevity workforce, and increas
ing producti vity
and profits, but more importantly, it is key to helping the patients heal
as quickly and
positively as possible.

EIQ16 could also be used to develop employee work groups and

strengthen current employees’ contributions to the company’s output.

See the Appendix for an example of the test taking guide and how
the scores will
be calculated on the scorecard.

the candidate or the employee.
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This guide describes what the results can mean about

Introduction of the Situational Analysis

This section about strengths, weaknesses, opportunities, and threats
will

elaborate on the potential variability and vitality of the following organizational
change of
the implementation of the EIQ16 tool within Indiana University Health Arnett.
The SWOT analysis was developed as an approach to understand and
explain
what the organization is currently facing.

“SWOT stands for the organization's stre ngths

and weaknesses and the opportunities and threats it faces in the environ
ment” (Peter &
Donnelly, 2011, p. 216).

In addition to the internal attributes (strengths and

weaknesses) of the organization, the external attributes (opportunities
and threats) of
the environment are considered for this analysis.

HELPFUL fo Achieving the Organisation's Objective

oapelqQ 8, uopps ub a0 ayBupeiyay oy of INJWEYH

Internal Attributes of the Organisation

Extornal Attributes of the Environment

(http://www.andyeklund.com/creativestreak/2009/05/swot-a nalysis.html)

Strengths

The first of the internal attributes of the organization considered for analysis
are
the strengths of Indiana University Health Arnett and its implementation of the
emotional

intelligence personality test (EIQ16).

These strengths include the availability of

resources, the organization's ability to see new and innovative ideas as investm
ents in
their future, and its reputation.

Indiana University Health Arnett is a rapidly-growing organization, focused
on
providing preeminent healthcare with the best customer service possible.

(iuhealth.org)

Its strengths include highly-qualified providers and employees, system-wide
resources,
innovative leaders, and a commitment to work/life balance of its employees.

At Indiana

University Health Arnett, the patient comes first, but employees are also highly-v
alued
within the organization and according to employee engagement surveys, they
feel this
as well.

Indiana University Health has seen good profits over the years.
Therefore, they have some resources to pay for this new rollout.

(iuhealth.org)

Because they are not

struggling to make payroll each week, it is more likely they will consider this
proposal.

As mentioned,

Indiana University Health is innovative and creative.

Administration seeks out the most current ways they can motivate employees,
lead staff

and providers, and be more efficient.
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They truly do see hard work now as an

investment in the future.

Therefore, using cutting edge hiring practices would

not be

outside of the organization's scope or practice.

Weaknesses

The next internal attribute of the organization is weakness of the organization.
Weaknesses include the costs of the product, lack of awareness of be nefits associat
ed
with the product, possible inaccuracies provided by tested subjects, testing errors,
and
limited testing capabilities.

First, the costs associated with the testing are low: however, the training fees
required for the HR managers to issue the test may be costly up front.

Also, another

weakness may be the possibility of applicants to give answers that they believe
are
desirable to the organization.

Such a test cannot generate biased questions on age,

gender, religious beliefs, or ethnicity.

While weaknesses do exist with the testing

parameters of the emotional intelligence personality test, itis possible to overcom
e the
lack of awareness

of the usefulness of the test and its cost-to-benefits ratio.

Other weaknesses of the organization are the size.

If Indiana University Health

Arnett, located in Lafayette, IN decides to implement this test, the hopes would
be to
track the results and to spread the adoption of the practice across several other
locations, such as Muncie, Indianapolis, and Bloomington.

This may prove to be difficult

if some

Human

Resources Directors view personality testing as invalid or too

expensive.

Opportunities
Indiana University Health has a wonderful reputation throughout the country
as
top research hospital and healthcare system.

In 2013, it was named as one of only 17

Healthcare Systems to the U.S. News and World Report Honor Roll.

(Comarow, 2012)

A positive reputation can be gained by a company who has effective teamwor
k, satisfied
employees, and a positive organizational culture.

“One way to reduce turnover is to

approach the issue from the perspective of what can be done to get employe
es to stay”.
(Gomez, Balkin, & Cardy, 2012)

Many people want to work for Indiana Uni versity Health because of its reputati
on,
and due to this fact, they may not walk away from the table if asked to take
a personality
test.

Like the Veteran's Administration, there are several levels of interviewing and

obstacles a candidate must go through before they are considered fora position.

If a

candidate is truly interested, they will be willing to fill out the personality test,
without

much resistance, due to the fact that they especially would like to work for this
wonderful organization that they have heard just great things about.
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Other external opportunities include being able to be competitive against other

healthcare systems, which could help with reimbursement in the future. The re are
many changes coming in healthcare, and organizations must get on board
or they may
be left behind.

The new Affordable Healthcare Act calls for healthcare organizations to

be efficient, streamlined, and high producers for patients if they are going to remain
relevant in the future.

If they are not, their reimbursement from government run

Medicare or State run Medicaid, may suffer, as well as Insurance companies.

For

example, “The law establishes a hospital Value-Based Purchasing program
(VBP) in
Traditional Medicare. This program offers financial incentives to hospitals to
improve the
quality of care. Hospital performance is required to be publicly reported, beginnin
g with
measures relating to heart attacks, heart failure, pneumonia, surgical care,
health-care
associated infections, and patients’ perception of care.”

(www. healthcare.gov, 2013).

These reimbursements still may be a reduction of current reimbursement,
therefore
healthcare systems

must find innovative and

increase revenues.

Implementing a program that would cut down on turnover and

new ways to be efficient, cut costs, and

increase quality human resources will be keys in the future success of healthca
re
systems.

This test can determine what individuals what might not be a desired fit to the
positions available and generate follow-up questions to interviewers so that the

manager's interviewing process may be improved in the future.

By utilizing the EIQ16

to its full potential, the company can develop a dedicated workforce that works
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effectively as a team.

In addition, the business can remain competitive in their efforts to

maintain an attractive place to work.

Other opportunities include the ability to provide managers with a method of
comparison for their employees, promote job fit and aid in promotions against others
coming from outside organizations.

If the testis administered to all employees in a

department, and a candidate from a rival organization applies, a comparison can be
done to see if that person has the same

values and personality as the current staff.

It

provides a competitive analysis of the market at that time and promotes a positive
organizational culture as well.

Avoiding conflict in the workplace can be a potential benefit for customers who

use the test to promote a sufficient work environment.

Therefore, by ensuring

individuals have the right characteristics for the job, it can ensure the teamwork
amongst individuals is amicable.

The last thing a patient wants to see is staff bickering.

They just want to recover or heal.

Threats

Just as the changes to the healthcare system may be an opportunity for those
organizations that are efficient and smart, they may also be a threat to Indiana
University Health.
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As depicted in the below graph, Indiana University Health has had to

hire more lobbyists than ever to argue and fight for its interests during these dynamic
times in healthcare.

This practice requires money and eats away at profits.

Yet, most

organizations find it necessary to have their voices heard at the state and national level
in regards to laws being passed that affect their industries.

Indiana University Health
Annual Lobbying by
Indiana University Health

Total (in thousands)

$400 0K
$300.0K $200.06 +
$100.0K

300k4 ‘9

'39 '00 '01 '02 '03 '04 '05 '06 '07 '08 '09 10 111 12

(www.opensecrets.org, 2012)

Although healthcare systems can only guess what reimbursement rates will be in
the future, the general consensus is that private insurance reimbursements will go down
by approximately 25%. (Evans, 2013)
are not providing quality.

Also, provider's paychecks may decrease if they

“A new provision will tie physician payments to the quality of

care they provide. Physicians will see their payments modified so that those who
provide higher value care will receive higher payments than those who provide lower

quality care” (www.healthcare.gov, 2013)
the past by 2015.

The days of fee-for-service will be a thing of

A provider's quality is directly linked to their staff.

If the provider has someone

who is a poor fit for the office or department, quality will suffer, and in turn, their takehome pay will also suffer.

There are more and more reasons to adopt an efficient way

of screening candidates early and effectively, before quality is affected and revenue is
decreased

in this manner.

Other threats may include privacy and falsification concerns and competition ina
technological society.

Indiana University Health was once worried about the threat of

lawsuits and found the practice of personality testing to be a legal liability.
now caught up to the practice, but a candidate may say that

Laws have

their personality is formed

by their experiences, and perhaps those experiences were common with a certain
socioeconomic background or race.

In addition, another threat can be hiring an individual who lies on the
assessment.

Since the test cannot be foolproof, it is possible that someone

able to answer all of the questions erroneously without being caught.

may be

This may lead to

an inappropriate job fit.

Most importantly, competition is the biggest threat, and the threat of new entrants
into the market is very real in this innovative and quickly changing society.

Due to the

innovative nature of this product, competition is kept high in regard; however, the test
not being foolproof remains to be a threat.

In conclusion, by evaluating the SWOT analysis, hiring managers can look at the
opportunities and strengths of a product versus the weaknesses and threats.

By

analyzing the weaknesses and threats, a business can create strategies to avoid the
pitfalls associated with these various attributes as well as consider how to add value to

the organization.

In turn, if Indiana University were to adopt the EIQ16, it should be

able to find continued success amongst employees, financially, and with the patients
they serve.

Strengths

Weaknesses

Add Value

Opportunities]

Threats

SWOT Analysis
www.marketingteacher.com

(www. marketingteacher.com, 2013)
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Implementation

of the Tool

According to the instructions in the testing guide, “The EIQ16 emotional
intelligence questionnaire is designed to provide information about a person's emotional
intelligence. The purpose of the instrument is to help people understand and develop
emotional competencies and skills to improve their performance and reach their
potential.”

(www.myskillsprofile.com, 2012).

It is administered online only, through two options.
questionnaire that takes approximately 20 minutes.

Option one is the full

A link is sent to the candidate, or it

is administered at a computer work station in a specified area.

Option two is the EIQ

App, which pulls 36 questions from the full questionnaire and it takes approximately 5
minutes.

Human Resource Consultants can administer the test during the screening

process, but each test costs $19.95 each.

The more you buy, the less itis, and since

Indiana University Health is so large, it will be cheaper for the organization.

Type of Assessment
Self-assessment

360 feedback

| Number

ream

1-20

19.95

21-50

18.95

51-75

17.9

76-100

16.95

101-200

15.95

Over 200

14.95

1-20

59.9

21-50

5 9%

51-75

49.95

76-100

449%

101-200

39.9

Over 200

MH

(www. myskillsprofile.com,2012)

Regardless of the discount, it is proposed that the test be administered to the
final two staff selected for the position, via the full questionnaire or just the EIQ App.

ff

there is only one candidate who is chosen, the test should still be administered with the
intent to gain a baseline for new recruits and to catch any red flags.

Assessment of the Tool

In regards to assessing the EIQ16, research has showed that the test is reliable
and valid.

In the past, the EIQ16 was piloted on 201 managers.

to have “reliability and high validity.

Data showed the tool

In particular construct validity.”

The researcher

demonstrated this by “using the 16PF, Belbin team roles, Myers-Briggs type inventor
y

and Type A behavior.
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Seven elements (sub-scales) make up the total questionnaire —

self-awareness; influence; decisive; interpersonal se nsitivity; motivation; integrity; and

resilience.”

(Dulewicz& Higgs, 1999)

Test Psychometrics show:
»

International comparison group of 6,000 respondents

>

Majority of respondents from USA (50%), UK (18%), Australia (10%), Canada

(7%)
Average age of 38, 50/50 gender balance
Scale reliabilities within accepted benchmark
Median correlation between scale scores and job performance is 0.21 (consistent
with 2010 meta-analysis conducted at Virginia Commonwealth

University)

Only minor variations due to gender, age, ethnicity and nationality
(myskillsprofile.com, 2012)

This test was designed to be used by HR professionals, life coaches, and
psychologists.

It meets criteria in the EFPA Review Model for the Description and

Evaluation of Psychological Tests (Bartram, 2002).

This model was developed to

“encourage the process of harmonizing the reviewing of tests.

It provides a standard

set of criteria to assess the quality of modern psychometric tests.

These cover the

common areas of test review such as norms, reliability, and validity.

The EIQ16 has

been submitted to the British Psychological Society Psychological Testing Center (PTC)
and the Buros Institute of Mental Measurements for registration and review.”
(myskillsprofile.com, 2012)

40|Page

The test ensures the hiring decision is based upon the applicant's charact
eristics

rather than solely upon opinions or personal biases made by the hiring
manager/committee.

The results of the test provide information to the human resource

(HR) manager that can be utilized for individualized questions and during
the interview.
“After Neiman Marcus began testing to select the most aggressive sa
lespeople, sales
increased 15 percent, turnover dropped 18 percent and the time devoted
to making
hiring decisions declined” (The HR Specialist, 2004).

Therefore, the test helps HR

managers to improve the quality of workers who are hired, and in turn,
improves the
quality and/or quantity of productivity.

In addition, the test assists HR managers to eliminate biases made in
the hiring
process, which reduces lawsuits that may result from employee turnover
.

Reduction of

employee turnover is a direct result of hiri ng a person who is best suited
for the job, and
the emotional intelligence IQ test improves that probability.

A perfect match between an

applicant and an open position decreases the unnecessary costs of training
and loss of
time that are incurred when a match is not made. In addition to red ucing
employee
turnover, lawsuits, time spent, and costs of recruitme nt, the most positive
marketing
strength of the emotional intelligence personality test is to assist the HR
manager with
finding a perfect match between an applicant and the available position
.

Conclusion

Personality testing, if administered correctly and used fairly, can be an enormous
asset to an organization like Indiana University Health Arnett.

Hiring managers will be

able to gain knowledge of the inner-workings of their candidates’ minds, and see
what
types of characteristics they actually possess.
"If you use these tests with all the other co mpone nts—a good
resume, a very solid interview process with behavioral-type
interview questions, the way the candidate presents him or herself,
and a personality test—you should have a full picture of the person
through all of these lenses," Michele St. Laurent, a recruiti ng
practice manager at Insight Performance, a human resource
consultancy in Dedham, Mass., told ABC News. "That should
predict the success of the candidate in the role for a long time."
(Ellin, 2012)

There are many different types of tests to choose from in each ind ustry and for
every position.

Advantages of these tests include increased longevity, revenue, and

employee engagement.

Indiana University Health Arnett should adopt this procedure

as soon as possible to gain a competitive edge over its competition in the healthca
re

field.

Through SWOT analysis, the benefits and weaknesses of the organization and
its environment are displayed.

Positive leadership only comes from hiring human

resources who are of fine quality and skill; however, it is important to also include
diversity in the workforce. (Ferrell & Hartline, 201 1)
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Because of the EIQ16, many

variant, diverse personalities may be tested for the proper fit for an availabl
e position
within the organizational culture.

Teamwork is essential to the successful growth of an

organization, and Indiana University Health Arnett will demonstrate these
objectives and

make them a reality to the organization.

The EIQ16 personality test is a tool that could be used across all areas
in the
organization, from staff to providers.

The benefit would be improving the longevity of

their human resources and cutting costs from hiring practices, with the
overall goal of
promoting organizational growth and productivity.

Appendix

Emotional Intelligence Report

EIQ16
questionnaire
Joe Smith

Report
myskillsprofile.com
around the globe

The EIQ16 questionnaire is copyright MySkillsProfile.com.
myskillsprofile.com developed and publish the questionnaire
suppliers of test materials and software.

and

is the sole

Introduction

The EIQ16 measures aspects of your emotional intelligence by asking you
questions about your understanding of emotions and feelings as well as your
attitudes and reactions in various situations.
Groups of questions relate to
different aspects of emotional intelligence called emotional competencies. It is the
particular combination of emotional competencies possessed by a person that
contributes to their uniqueness.
Competencies are not the only influence on your individuality, however, as your
personality, your particular talents, your interests. your values, your pattern of
intellectual abilities, your life experience and your current life situation also
contribute to making you the person you are. Psychological tests do not measure
the whole you which is why they need to be interpreted in the context of other
information about you.

Please

bear the following points in mind as you consider the results from your

assessment:

+

your profile is based on what you have said about yourself through your
responses to the questionnaire so that what we are measuring here is your
own perception of what you are like:
the results can also be affected by your strategy for answering the
questionnaire - whether this was conscious or unconscious - for example,
whether you were very frank, whether you were very self-critical or whether
you felt under pressure to convey a more
yourself;

the EIQ16
competency

presents
area by

than

usually positive impression

of

your results in one of three categories for each
comparing your responses against the responses of

thousands of other people who have completed the questionnaires;
remember

that this assessment

is intended

to help

you

clarify your view

of

yourself and help you to develop and achieve personal growth. If you do not
recognize yourself in the following pages, check what other people think by
taking views from bosses, peers and direct reports.
The framework below provides a way of analyzing how your emotional intelligence
along with your personality, abilities and motivations may be influencing your
current job performance. Taking each competency area in turn, think about the
tasks that you find come easily to you and those that you find harder to perform
consistently to a high standard. Use the report alongside your organization's
competency framework to identify your strengths and areas where further
development would improve your performance.
In deciding where to put your development efforts, focus on one or two areas that
are likely to have the biggest impact on your work performance. Set yourself
specific learning goals for these development areas.

Your Emotional Intelligence Quotient
Emotional intelligence is a set of acquired skills and competencies that predict
positive outcomes at home with one's family, in school, and at work. People who

possess

these

are healthier,

less depressed,

more

productive

at work,

and

have

better relationships. It is important to understand that emotional intelligence is not
the triumph of heart over head - it is the unique connection of both.
According to psychologists Salovey and Mayer who coined the term, emotional
intelligence is the ability to perceive emotions: to access and generate emotions so
as to assist thought; to understand emotions and emotional knowledge; and to
reflectively regulate emotions so as to promote emotional and intellectual growth.
In other words, there are four parts:
reading people;
using emotions;

understanding emotions:
4.

managing emotions.

The EIQ16 provides a single score of your emotional intelligence in order to give
you a very approximate indication of your overall emotional intelligence. This score
is based on your total score across all 16 dimensions measured by the
questionnaire. It is based on a ten point scale linked to percentile scores.

You have scored 5. Roughly speaking, this means you have scored better than
50
percent of the people who have completed this questionnaire. You can interpret
a
score of 7 or above as higher than average, between 4 and 6 as average and 3 or
lower as below average.
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Reading People
Emotional intelligence consists of four related abilities or competencies.
The first of
these is reading people - that is, identifying how you and those around
you are
feeling and being able to see how people are really feeling even when
they may be
putting on an outward show. This cluster of abilities also covers
the ability to
express emotions appropriately for the situation. A competent manager
knows
what people feel, will talk about feelings and can show how they feel.
You scored 9 on Self-Analysis and 5 on Self-Expression. Roughly
speaking, this
means that you have scored higher than 90 percent of test
takers on the
Self-Analysis scale and 50 percent of test takers on the Self-Expressio
n scale.
It seems that you are usually fairly aware of your feelings and emotion
s and you
know how to express them appropriately for the situation. Your
powers of
emotional self-perception seem to be a definite strength and you
also have a
capacity to express your feelings and emotions reasonably well.
These are
strengths to build on.
You scored 6 on Analysis of Others and 9 on Discrimination. Roughly
speaking,
this means that you have scored higher than 60 percent of test
takers on the
Analysis of Others scale and 90 percent of test takers on the Discrimi
nation scale.
You have some capacity to read people. You pay as much attention
to people's
feelings, emotions and non-verbal behavior as the average person.
This indicates
that you have some ability to interpret people's facial expressions and
identify the
emotions in them. You also have the ability to spot when people are
displaying an
emotion they don't actually feel. You pick up the subtle cues that
indicate when
people are lying or trying to cover up how they are feeling.
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Using Emotions
This cluster of emotional

competencies

is about

using feelings

and

emotions

to

guide your thoughts and behavior. It means getting in the mood and using feelings

and emotions to facilitate thinking and decision making. The ability to use
emotions
can help you identify different scenarios and give you a different and
enhanced
perspective on issues in work and family life. It will help you see the
world in
different ways and appreciate other people’s points of view. A skillful manager
can
feel what others are feeling and focuses on what's important when emotions
are
strong.
You scored 7 on Thinking and 5 on Judgment. Roughly speaking, this
means that
you have scored higher than 70 percent of test takers on the Thinking scale
and
90 percent of test takers on the Judgment scale.
You seem to possess more highly developed powers than most other people
to
use feelings and emotions to help you think. You appear to have as
highly
developed powers as most other people to use feelings and emotions to
help you
make judgments and decisions. In other words, feelings and emotions play
a big
part in your thinking and some part in your judgments and decision making.

You scored 4 on Sensitivity and 6 on Problem Solving. Roughly speaking
,
means that you have scored higher than 40 percent of test takers
on
Sensitivity scale and 60 percent of test takers on the Problem Solving
scale.

this
the

Your ability to sense other's emotions and feelings is as well developed
as most
people as is your ability to use mood changes and emotional states
to foster
creativity and problem solving. You show some capacity to tune into
how people
are feeling and read the emotional currents in a situation. You also
use your
intuition and emotions to see things from different angles and generate
ideas and
solutions to problems as much as most other people.

Understanding Emotions
Understanding emotions will help you predict how people will react
to different
situations. This cluster of abilities is about developing a map of how
emotions
Operate, about how one emotion can lead to another and result in
a particular
emotional state. It covers understanding the warning signs of emotion
al states
such as boredom, apprehension and anger. When you possess an emotion
al map,
you will be able to deal more effectively with the ups and downs in your career
and
in your life. A competent manager knows how people will react to
different
situations and knows what to say and what to do to get the best from themsel
ves
and from other people.
You scored 8 on Symptoms and 8 on Outcomes. Roughly speaking,
this means
that you have scored higher than 80 percent of test takers on the Sympto
ms scale
and 80 percent of test takers on the Outcomes scale.
You seem to have an understanding of the clues and symptoms of emotion
s, and
you also appear to be able to identify the causes and consequences of
emotions.
You understand the progression of emotions and you can usually spot the
warning
signs of emotions such as anger, fear or grief. You also recognize that
emotions
affect behavior and relationships and that it is important to try to deal with
people's
feelings and emotional needs. These are strengths to capitalize on.
You scored 7 on Complexity and 8 on Transitions. Roughly speaking,
this means
that you have scored higher than 70 percent of test takers on the
Interactions
scale and 80 percent of test takers on the Outcomes scale.
It looks as if you understand pretty well how emotions operate, and
how one
emotion can lead to another and affect people's moods and behavior
. You
recognize the complexity of people's emotions and emotional states
and you are
aware of the negative consequences of failing to handle, ignoring
or abusing
people's feelings and concerns. You also seem to have a good appreci
ation of
complex emotional states such as anger, stress and depression.

Managing Emotions
Your emotions and other people's emotions are sources of information that along
with rational and logical information can help you make well-informed decisions
.
This cluster of abilities is about staying alert to your own and other people's
instincts, gut feelings and mood swings. It also covers the ability to manage your
own and other people's feelings and emotions in pressurized and stressful
situations in order to maximize your own and other people's performance. A skillful
manager connects with themselves and with other people. He or she knows how
to psych themselves and other people up or down appropriately for the situation.
You scored 4 on Openness and 9 on Monitoring. Roughly speaking, this means
that you have scored higher than 40 percent of test takers on the Openness scale
and 90 percent of test takers on the Monitoring scale.
Your responses indicate that you do have some ability to stay open to your
feelings and emotions - both pleasant and unpleasant. You are not the type
of
person who blocks out their feelings and emotions. You can also put a label
on
your feelings and emotions - in other words, you reflect on how you are feeling and
you have a good understanding of how your feelings and moods can affect your
thoughts and behavior.
You scored 5 on Self-Control and 5 on Managing Others. Roughly speaking, this
means that you have scored higher than 50 percent of test takers on the
Self-Control scale and 50 percent of test takers on the Managing Others scale.
You seem to be able to manage "you" and you seem to be able to manage others
as skillfully as the average person. You can stay reasonably calm in emotionally
charged situations and you can usually recover reasonably well from setbacks
.
You pay some attention to other peopie's feelings and emotions and you try to
include them in your thinking and decisions. These are key competencies of
an
emotional intelligent manager and you seem to have as much of them as the next
person.

Joe Smith

Dimension

Self-Analysis : Analyzes own emotions in different
situations and states.

Analysis of Others : Recognizes how others are
feeling in different situations and states.

Self-Expression : Expresses emotions and emotional
needs appropriately for the situation.
Discrimination : Recognizes feelings and emotions
that point to dishonesty or manipulation.
Thinking : Uses feelings and emotions to redirect or
prioritize thinking.

Judgment : Uses feelings and emotions to facilitate

judgment and decision making.

Sensitivity : Capitalizes on mood changes to
appreciate multiple points of view
Problem Solving : Uses emotional states to facilitate
problem solving and creativity.
Symptoms : Can spot the clues and warning signs of
common emotional states.
Outcomes : Perceives the causes and
consequences of positive and negative emotions.
Complexity : Understands complex feelings,
emotional blends and contradictory states.
Transitions : Understands transitions among
different feelings and emotions.
Openness

: Open to pleasant and unpleasant

feelings and emotions.

Monitoring : Monitors feelings and emotions and
reflects on implications and meaning.

Self-Control : Knows how to control own feelings and
emotions effectively.
Others : Handles others’ feelings and emotions
sensitively and effectively.

Impression Management : Pattern of responses
consistent with socially desirable responding.

Reading People : Identifies own and other people's
feelings and emotions.
Using Emotions : Uses feelings and emotions to

facilitate thinking and problem solving.

Understanding Emotions : Understands how
emotions operate and affect behavior.
Managing Emotions : Monitors feelings and
emotions and knows how to control them.

myskillsprofile.com
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