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Why hiring needs proof, not proxies
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Russell Dalton has spent more than 30 years working at the forefront of
recruitment technology, helping organisations rethink how they attract,
assess and hire talent.

As Lead Architect of iQ, Russell sees skills-based recruitment as the
natural successor to the CV — and the next evolution of the Applicant
Tracking System.

For decades, recruitment technology has helped employers manage
applications. But the future demands more than process management.
It demands proof. In a market increasingly focused on quality,
retention, fairness and workforce agility, organisations need a clearer
way to understand what candidates can actually do.

For Russell, skills-based recruitment reveals the truth behind every
candidate’s potential. It moves hiring beyond polished CVs, keyword
matching and assumption, giving recruiters practical evidence of
capability, judgement and fit.

iQ was created to make that shift accessible: a fully supported, skills-
first ATS designed to help resourcing teams hire with confidence,
consistency and humanity.

Skills-based recruitment is not just a better way to select talent.

It is the foundation for better work.



Skills-Based
Recruitment.

The science, strategy and practical steps
behind fairer, smarter hiring.

Recruitment is changing.

For years, employers have relied on CVs, qualifications, job titles and years
of experience to decide who gets seen, shortlisted and hired.

But the world of work has moved on.

Skills are changing faster. Candidates are using Al to create polished
applications. Hiring teams are facing higher volumes, tighter budgets
and increasing pressure to improve quality of hire. At the same time,
organisations need people who can adapt, collaborate, solve problems
and perform in real-world environments — not just look good on paper.

Skills-based recruitment offers a better way forward.

It helps employers move beyond assumption and towards evidence.
Beyond proxies and towards proof. Beyond asking, “What has this person
done before?” and towards asking, “Can this person do the job, grow in
the role and thrive in our organisation?”

This guide explains what skills-based recruitment is, why it matters,
the science behind it, the results it can deliver, and how resourcing teams
can start putting it into practice.

Proof over paper. People over process. Skills over CVs.




Executive
Summary.

Why this guide matters

Hiring has always involved risk.

Every recruitment decision is a prediction: will this
person perform, contribute, adapt and stay?

For decades, employers have tried to answer that
question using the tools most readily available to
them: CVs, application forms, education history,
previous job titles, years of experience and interviews.
These signals are useful, but they are also incomplete.
They tell us where someone has been. They do not
reliably tell us what someone can do.

That distinction matters.

A candidate may have the right title but lack the
behaviours needed to succeed. Another may lack
traditional credentials but have the capability,
judgement and adaptability to thrive. A CV may be
well written, keyword optimised or Al-enhanced, but
still tell an employer very little about how that person
will respond to pressure, work with others, serve
customers, solve problems or learn quickly.

Skills-based recruitment changes the question.

Instead of asking candidates to simply describe their
experience, it gives them an opportunity to
demonstrate relevant capability. It introduces structure,
consistency and evidence into the hiring process.

It helps recruiters and hiring managers assess
candidates against the real requirements of the role,
using job-relevant tasks, scenarios, questions and
scoring criteria.

For resourcing teams, this shift is becoming essential.

Recruitment is no longer just about generating
applicants. It is about identifying the right people with
greater confidence, fairness and efficiency. Skills-based
recruitment can support stronger quality of hire, better
retention, reduced mis-hires, more inclusive shortlists
and a better candidate experience.

It also helps solve one of the biggest problems in
modern hiring: too much noise, not enough signal.

When everyone can create a strong-looking CV,
employers need a better way to understand real
capability. When recruitment teams are managing high
application volumes, they need methods that help
them compare candidates fairly and quickly. When
organisations are under pressure to improve diversity,
reduce attrition and control costs, they need selection
processes that are evidence-led and defensible.

This guide is designed for HR, talent acquisition and
resourcing teams who are new to skills-based
recruitment or looking to make the case for change.

It will explain:

P What skills-based recruitment means
A clear, practical definition that anyone in the hiring
process can understand.

» Why CV-led hiring is under pressure
How Al, automation, keyword matching and
outdated proxies are weakening traditional
recruitment methods.

P The science behind skills-based

assessment
Why structured, job-relevant evidence improves the
quality and consistency of hiring decisions.

» The business case for change
How skills-based recruitment can support better
performance, retention, fairness and efficiency.

P How to start putting it into practice
The steps resourcing teams can take to move from
theory to everyday hiring.

The future of recruitment is not about removing human
judgement. It is about giving human judgement better
evidence.

Skills-based recruitment helps organisations hire with
more confidence — because decisions are based not
only on what candidates say, but on what they can
show.



What is
Skills-Based
Recruitment?

A simple definition

Skills-based recruitment is a hiring approach that
assesses candidates against the skills, behaviours,
judgement and capabilities required to succeed in
arole.

Rather than relying mainly on CVs, qualifications,
previous job titles or years of experience, it asks
candidates to demonstrate what they can do.

At its simplest:

Traditional recruitment asks:
"Who looks most qualified on paper?”

Skills-based recruitment asks:
“Who has shown they can do the job?”

That shift may sound simple, but it changes the entire
recruitment process.

In a traditional process, a candidate is often screened
first by their CV. Recruiters and hiring managers look
for familiar employers, relevant job titles, years of
experience, education, keywords and career
progression. These indicators may provide context,
but they are still proxies. They suggest potential
capability without directly measuring it.

Skills-based recruitment brings the evidence closer to
the work itself.

It may include:

» Work-related scenarios
Candidates respond to realistic situations they are
likely to face in the role.

P Structured interview questions
Every candidate is asked consistent, role-relevant
questions and scored against agreed criteria.

P Work samples or practical tasks
Candidates complete a task that reflects the work
they would actually do.

P Situational judgement assessments
Candidates show how they would make decisions,
prioritise, communicate or solve problems.

P Behavioural scoring frameworks
Hiring teams assess responses consistently,
reducing reliance on gut feel.

P Capability-based shortlisting
Candidates progress because they show relevant

skills, not simply because they have the most
polished CV.

This does not mean experience becomes irrelevant.
Experience can still provide useful context.
Qualifications can still matter in regulated or technical
roles. Career history can still help build a picture of
someone’s journey.
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But in a skills-based approach, those things are not the
whole story.

They are supporting information, not the main
gatekeeper.

The central question becomes:

Can this person perform in this role, in this
environment, with these expectations?

That question is broader than technical competence.
Skills-based recruitment is not only about whether
someone can complete a task. It is also about how
they think, behave, communicate and grow.

For example, a successful candidate may need to
show:

p Technical ability

Can they carry out the core tasks of the role?

p Problem-solving
Can they make good decisions when the answer is
not obvious?

» Communication
Can they explain, listen, influence and collaborate?

) Adaptability
Can they respond well to change, ambiguity or
feedback?

p Customer or stakeholder focus
Can they understand and respond to the needs of
others?

p Values and culture contribution
Can they work in a way that supports the
organisation’s environment and purpose?

P Learning agility
Can they keep improving as the role, team or
market changes?

This is why skills-based recruitment is especially
relevant today. Work is evolving quickly.

Many organisations are hiring for roles where the
required skills are changing, emerging or difficult to
judge from a CV alone.

A candidate’s past may tell you something.

Their demonstrated capability tells you more.

From assumption to evidence

The biggest benefit of skills-based recruitment is that it
moves hiring from assumption to evidence.

Instead of assuming a candidate can manage conflict
because they have held a managerial title, you can ask
them to respond to a realistic people-management
scenario.

Instead of assuming a candidate can solve customer
problems because they have worked in a service
environment, you can assess how they would handle a
challenging customer situation.

Instead of assuming a candidate will adapt because
they have changed jobs before, you can explore how
they respond to feedback, uncertainty or competing
priorities.

This creates a stronger basis for decision-making.

It also gives candidates a fairer opportunity to show
potential, especially those who may not have followed
traditional routes into work. Skills-based recruitment
can open doors for career changers, returners, early
careers talent, people without degrees, people from
underrepresented backgrounds and candidates whose
capability may be hidden by conventional screening
methods.

At its best, skills-based recruitment is both more
human and more scientific.

It recognises that people are more than their CVs,
while also giving employers a more structured and
consistent way to understand their potential.



Why CV-led
hiring is
breaking.

The problem with relying on
paper

The CV has been the default currency of recruitment
for generations.

It is familiar, easy to share and simple to scan. It gives
recruiters a quick summary of a candidate’s education,
work history, responsibilities and achievements.

For many years, that made it a useful starting point.

But the CV was never designed to prove capability.

It is a self-reported document. It is selective by nature.
It is shaped by writing skill, confidence, formatting,
access to advice and, increasingly, the ability to use Al
tools effectively. A strong CV may reflect real talent.

It may also reflect strong presentation.

That creates a problem for employers.

If hiring decisions are based too heavily on CVs,
organisations risk selecting the candidates who are
best at describing themselves rather than those best
equipped to do the job.

This issue is becoming more urgent for four reasons.

1. Al has changed the value of the CV

Generative Al has made it easier than ever for
candidates to create polished, tailored and keyword-
rich applications.

That is not automatically a bad thing. Al can help
candidates communicate more clearly and overcome
barriers around writing confidence. But it also means
employers can no longer assume that a well-written CV
is a reliable signal of capability.

A candidate can now produce a professional
application in minutes. They can mirror the language
of a job advert, optimise for keywords and present
experience in a way that appears highly relevant.

The result is a crowded field of impressive-looking
applications.

For recruiters, this makes it harder to separate genuine
fit from strong formatting. For candidates, it can create
a race to optimise presentation rather than
demonstrate ability. For organisations, it increases the
risk that the recruitment process rewards polish over
performance.

The CV is not dead.

But it is no longer enough.

2. Keyword matching rewards
optimisation, not ability

Many traditional recruitment processes rely on
keyword matching, either manually or through
applicant tracking systems.

The logic is simple: if a CV contains the right words,
the candidate is more likely to be relevant.

But this approach has limits.

A candidate may include the right keywords without
having deep capability. Another may have strong
transferable skills but use different language. Someone
changing sector or returning to work may be filtered
out because their experience does not match the
expected pattern. A brilliant candidate may be
overlooked because they did not write their CV in the
way the system expected.

Keyword matching can therefore create both false
positives and false negatives.

It can let through candidates who know how to mirror
the language of a job description. It can screen out
candidates who could perform well but do not have
the “right” words on paper.

Skills-based recruitment tackles this by focusing on
demonstrated evidence.

Instead of asking, “Does this candidate mention the
skill?” it asks, “Can this candidate show the skill?”

That is a much stronger question.



3. Experience does not always
equal excellence

Experience matters, but it does not always predict
future performance.

Someone may have spent years in a role without
developing the capabilities required for a new
environment. Another person may have less direct
experience but stronger judgement, motivation,
adaptability and learning agility.

This is particularly important in fast-changing
industries.

Job titles do not always mean the same thing from one
organisation to another. A “manager” in one business
may have led a large team, while a manager elsewhere
may have had limited people responsibility.

A "marketing executive” may have focused on events,
content, analytics, CRM, social media or campaign
delivery depending on the organisation.

A “customer advisor” may have handled simple
transactions or complex, emotionally sensitive
conversations.

The title alone does not tell the full story.
Nor does tenure.

Years of experience can indicate exposure, but
exposure is not the same as competence. What
matters is what someone learned, how they applied it,
and whether those capabilities are relevant to the role
ahead.

Skills-based recruitment helps employers look beyond
time served and focus on role readiness.

4. High application volume creates more
noise, not more certainty

Many resourcing teams are dealing with more
applications than ever.

On the surface, this can look positive. More applicants
should mean more choice.

In practice, high volume often creates more pressure.
Recruiters have more CVs to screen, more candidates
to manage and more stakeholders expecting fast
decisions. Hiring managers may feel overwhelmed by
longlists. Strong candidates can be missed. Poor-fit
candidates can progress because they look credible on
paper. Candidate experience can suffer because teams
do not have the time or tools to provide clarity.

Volume does not automatically improve hiring quality.

In fact, without better evidence, it can make decision-
making harder.

Skills-based recruitment helps reduce the noise.

It gives recruiters a more consistent way to compare
candidates. It helps hiring managers understand why
someone is progressing. It gives candidates a clearer
opportunity to demonstrate suitability.

The aim is not simply to process more people.

The aim is to identify the right people with greater
confidence.




The risk of staying the same

CV-led recruitment is familiar, but familiarity can
hide risk.

When hiring relies too heavily on paper,
organisations may experience:

» Mis-hires
Candidates look right during selection but
struggle once in role.

P Longer shortlisting processes
Recruiters spend too much time interpreting
inconsistent information.

P Poor candidate experience
Candidates feel judged on format, background
or keywords rather than potential.

» Reduced diversity
Over-reliance on traditional credentials can
exclude people with non-linear or non-traditional
career paths.

P Hiring manager uncertainty
Decisions are based on opinion rather than
structured evidence.

» Higher attrition
Poor fit becomes visible only after the person has
joined.

The better alternative is not to remove the CV
entirely.

It is to stop treating the CV as proof.

Skills-based recruitment gives organisations a more
reliable way to understand potential before the offer
is made. It helps employers measure what matters,
compare candidates more fairly and make decisions
based on capability rather than confidence, polish or
pedigree.

The future of hiring will not be won by the
organisations with the most applications.

It will be won by the organisations that can identify
real capability — quickly, fairly and consistently.



Skills-Based
Recruitment:
The Business Case

Better evidence. Better decisions.
Better hiring outcomes.

60% 88%

88% report
reduced mis-hires

60% more likely to
make successful hires

82%

82% reduce
time-to-hire

74% reduce
cost-to-hire

89%

Skills-based recruitment replaces
hiring guesswork with evidence

— helping teams identify people 89% report
who can perform, grow and stay. TEreaeEee] ERmten




The science
behind skills-
based hiring.

Why measuring capability
works

Skills-based recruitment works because it brings hiring
closer to the reality of the role.

Traditional recruitment often depends on indirect
signals: where someone has worked, what title they
held, how long they stayed, what qualifications they
gained and how well they describe their experience.
These signals can be useful, but they are not the same
as evidence of performance.

Skills-based hiring improves the quality of decision-
making by asking candidates to demonstrate relevant
capability in a structured way.

That matters because good hiring is fundamentally
about prediction.

Every selection process is trying to answer a future-
focused question:

How likely is this person to
succeed in this role?

The more relevant and consistent the evidence,
the better that prediction becomes.

This is where the science of assessment is useful.
Decades of recruitment and organisational psychology
research point to a clear principle: selection methods
are strongest when they are structured, job-related
and consistently scored.

In simple terms, hiring gets better when employers
measure what matters.

From opinion to evidence

In many recruitment processes, decisions are influenced
by subjective impressions.

A hiring manager may “get a good feeling” about a
candidate. A recruiter may be drawn to a familiar
employer name. A CV may look impressive because it is
well written. An interview answer may sound confident,
even if it lacks substance.

Human judgement will always play a role in recruitment.
That is not the problem.

The problem is unsupported judgement.

When hiring teams rely too heavily on intuition, decisions
can become inconsistent. Two interviewers may interpret
the same answer differently. One candidate may benefit
from a stronger conversational style. Another may be
marked down for nerves, even though they have the
skills to perform well in the job.

Skills-based recruitment strengthens human judgement
by giving it better evidence.

It introduces structure through:

» Clear role criteria
The skills, behaviours and capabilities required for
success are defined before candidates are assessed.

P Relevant assessment methods
Candidates are asked to respond to situations, tasks
or questions that reflect the reality of the role.

p Consistent scoring
Responses are evaluated against agreed criteria, not
personal preference.

P Comparable evidence
Hiring teams can review candidates using the same
framework, making decisions fairer and easier to
explain.

This does not make recruitment cold or robotic.

In fact, it can make hiring more human, because
candidates are judged on their ability to contribute
rather than on pedigree, polish or confidence alone.



Why structure matters

Structure is one of the most important principles in
effective hiring.

An unstructured interview may feel natural, but it often
creates inconsistency. Candidates may be asked
different questions, given different prompts, or
assessed against slightly different expectations.

That makes it difficult to compare people fairly.

A structured approach gives every candidate a more
equal opportunity to show what they can do.

For example, instead of asking one candidate about
teamwork and another about career goals, a skills-
based process might ask every candidate to respond
to the same realistic team challenge. Each response
can then be reviewed against the same behavioural
indicators.

This helps hiring teams reduce noise.

It also helps them move beyond general impressions
and focus on evidence:

e Did the candidate identify the key issue?

¢ Did they consider the customer, team or business
impact?

e Did they communicate clearly?

¢ Did they show good judgement?

e Did they adapt their response to the situation?

e Did they take ownership?

¢ Did they demonstrate the behaviour the role
requires?

These are the kinds of questions that lead to better
hiring decisions.

Why job relevance matters

The closer an assessment is to the real work, the more
useful it becomes.

A generic test may provide some information, but it
may not tell the recruiter how someone will perform in
a specific environment. A role-relevant scenario, work
sample or structured task gives a clearer view of how
the candidate thinks and behaves when facing the
types of situations they are likely to encounter.

For example:

* A customer service candidate could respond to a
difficult customer scenario.

¢ A line manager could handle a team conflict
situation.

* A graduate could prioritise competing tasks in a
fast-moving environment.

* A sales candidate could respond to a stakeholder
challenge.

e A project manager could explain how they would
recover a delayed project.

e A care worker could respond to a safeguarding or
empathy-based scenario.

* A software candidate could complete a practical
problem-solving task.

The assessment does not need to be complicated.
It needs to be relevant.

A well-designed scenario can reveal far more than a
CV because it shows judgement in context. It helps
employers understand not only whether someone has
encountered similar work before, but how they might
approach it now.




The role of behavioural
evidence

Performance at work is rarely just about technical skill.

Most roles also depend on behaviours:
communication, collaboration, resilience,
accountability, empathy, problem-solving, values
alignment and willingness to learn.

These behaviours can be difficult to judge from a CV.

A candidate might say they are a “strong
communicator” or a “team player,” but those phrases
are so common that they offer little proof. Skills-based
recruitment turns those claims into evidence by asking
candidates to demonstrate behaviour through realistic
situations.

For example:

Instead of asking, “Are you good at handling
pressure?”

Ask candidates how they would manage a sudden
change in priorities.

Instead of asking, “Are you a team player?”
Ask how they would respond if a colleague missed an
important deadline.

Instead of asking, “Do you care about customers?”
Ask what they would do when a customer is frustrated,
confused or at risk of leaving.

Instead of asking, “Are you adaptable?”
Ask how they would respond to feedback that
challenges their preferred way of working.

This approach reveals practical judgement.

It also helps recruiters identify candidates who may not
have the most traditional background, but who show
the behaviours and potential to succeed.

What good skills-based
assessment looks like

A strong skills-based assessment process usually
includes five ingredients:

> 1. Role clarity
The organisation understands what success in the
role actually looks like. This includes the tasks,
decisions, behaviours and outcomes that matter
most.

P 2. Relevant scenarios or tasks
Candidates are assessed using situations that
reflect real challenges, not abstract questions
disconnected from the job.

P 3. Consistent criteria
Every candidate is measured against the same
expectations.

P 4. Human oversight
Recruiters and hiring managers use assessment
evidence to support decisions, not to replace
judgement entirely.

P 5. Continuous learning
The organisation reviews whether the assessment is
helping predict performance and improves the
process over time.

This final point is important. Skills-based recruitment is
not a one-off exercise. It becomes stronger as
organisations learn from hiring outcomes, manager
feedback, candidate performance and retention data.

The goal is not to create a perfect process overnight.

The goal is to create a better evidence base for every
hiring decision.

&
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The Business Case:
What Results can Skills-based
Recruitment deliver.

Why resourcing teams
should care

Skills-based recruitment is not just a fairness
initiative or a new assessment trend. It is a practical
response to some of the biggest pressures facing
resourcing teams today.

Most organisations are being asked to hire faster,
improve quality, reduce cost, support diversity,
strengthen retention and deliver a better candidate
experience — often with the same or fewer
resources.

That is a difficult balance.

Traditional recruitment processes can make it harder.
CV screening takes time. Interviews can be
inconsistent. Hiring managers may disagree on what
“good" looks like. High application volumes can
slow everything down. Poor-fit hires create
downstream costs that are often far greater than the
cost of improving selection in the first place.

Skills-based recruitment helps because it improves
the signal.

It gives hiring teams better information earlier in the
process. It helps recruiters focus on capability, not
just presentation. It supports hiring managers with
clearer evidence. It gives candidates a fairer
opportunity to show what they can do.

The result is a recruitment process that can be more
accurate, efficient, inclusive and commercially
valuable.

1. Better quality of hire

Quality of hire is one of the most important metrics
in recruitment, but it is also one of the hardest to
improve.

A candidate may interview well but struggle once
the role becomes real. They may have the right
background but lack the behaviours needed in the
team. They may have impressive experience but not
adapt well to the organisation’s culture, pace

Skills-based recruitment improves quality of hire by
assessing candidates against the actual requirements
of the role before the offer is made.

It helps employers understand:

* Can this person solve the kinds of problems the
role presents?

e Can they work in the way our environment
requires?

e Can they communicate with the people they will
need to influence?

e Can they adapt, learn and take ownership?

e Can they deliver the outcomes that matter?

This creates a stronger match between candidate
and role.

It also helps hiring managers make decisions based on
shared evidence, rather than personal preference or
interview chemistry.




2. Fewer mis-hires
A mis-hire is expensive.

The cost is not only salary. It can include lost productivity,
management time, team disruption, poor customer
experience, rehiring costs, onboarding waste and
damage to morale.

Mis-hires often happen when the selection process fails
to reveal the realities of the role. The candidate looked
suitable on paper. They gave strong answers in interview.
But once they joined, the gap between claimed
capability and actual performance became visible.

Skills-based recruitment reduces that risk by testing fit
before day one.

It allows candidates to demonstrate judgement,
behaviour and problem-solving in situations that reflect
the work. It helps employers identify concerns earlier,
before the cost of a poor decision becomes significant.

The aim is not to make hiring risk-free. No recruitment
method can do that.

The aim is to reduce avoidable risk by replacing
assumptions with evidence.

3. Faster and more confident shortlisting

Recruiters often spend large amounts of time
interpreting CVs.

This can be especially challenging when candidates
have different backgrounds, industries, job titles or
career paths. A recruiter may need to infer whether
experience is relevant. A hiring manager may reject
candidates because they do not immediately
recognise the profile. Strong candidates may be
hidden by unfamiliar language or non-linear careers.

Skills-based recruitment makes shortlisting more
direct.

When candidates complete relevant assessments or

scenarios, recruiters have clearer evidence to compare.

Instead of relying solely on “closest CV match,” they
can see who has demonstrated the capabilities
required for the role.

This can help:

* Reduce time spent on manual CV review

e Create more consistent shortlists

* Improve hiring manager confidence

* Speed up decision-making

* Reduce debate based on subjective impressions
Identify high-potential candidates who might
otherwise be missed

This is especially valuable in high-volume hiring, early
careers, career-change roles and sectors where
transferable skills matter.

4. Lower recruitment cost

Poor hiring decisions are expensive. Slow processes
are expensive. Repeated advertising is expensive.
High attrition is expensive.

Skills-based recruitment can help reduce cost by
improving the efficiency and accuracy of the process.

The savings may come from:

* Fewer failed hires
* Lower repeat recruitment costs

Reduced reliance on unnecessary screening stages

* Less time spent reviewing unsuitable applications
Better alignment between recruiters and hiring
managers

e Stronger retention after hire

* Reduced need to over-screen using expensive or

manual methods

The commercial case is strongest when organisations
look beyond cost-per-hire and consider cost-of-mis-
hire.

A cheap process that produces poor outcomes is not
truly efficient. A slightly more structured process that
improves quality, reduces churn and strengthens
performance can deliver far greater value.
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5. Improved retention
Retention starts before day one.

People are more likely to stay when there is a good
match between their capability, expectations, values,
working style and the reality of the role. When
recruitment is based mainly on CVs and interviews,
some of that match is left to chance.

Skills-based recruitment helps improve retention
because it creates a more realistic understanding on
both sides.

Employers gain better insight into whether the
candidate can succeed. Candidates gain a clearer
sense of what the role may involve. The process
becomes less about selling a role and more about
establishing mutual fit.

This is particularly important when organisations are
hiring for resilience, adaptability and growth.

A candidate who can learn, respond to feedback and
work well with others may deliver stronger long-term
value than someone who simply has the most directly
matched past experience.

6. Better candidate experience

Candidates want to feel that recruitment is fair,
relevant and worth their time.

A skills-based process can improve candidate
experience when it is designed well. It gives
candidates a clearer opportunity to demonstrate their
potential. It makes the process feel more connected to
the job. It can reduce the frustration of being judged
only on CV format, education, employment gaps or
previous job titles.

This matters for employer brand.

Even candidates who are not hired may leave with a
stronger impression if they feel the process was
meaningful and fair. They may understand why the
assessment was relevant. They may feel they had a
genuine chance to show their strengths.

The key is design.

Skills-based recruitment should not mean adding long,
generic tests that candidates see as a barrier. It should
mean creating focused, relevant and respectful ways
for people to show capability.

7. Stronger hiring manager alignment

One of the hidden benefits of skills-based recruitment
is that it forces better conversations before hiring
begins.

To assess skills properly, recruiters and hiring managers
need to define what success actually looks like.

That means moving beyond vague requirements such
as "good communicator,” “team player” or "self-
starter” and turning them into observable behaviours.

For example:

* What does good communication look like in this
role?

* What kinds of decisions will the person need to
make?

* What situations will test their judgement?

* What behaviours separate average performers
from high performers?

* What would cause someone to fail in this
environment?

® What skills can be trained, and what needs to be
present from the start?

These conversations create better role clarity.

Better role clarity creates better adverts, better
assessments, better interviews and better hiring
decisions.




Skills-Based
Recruitment
and Fairness.

Opening opportunity by
changing the evidence

Skills-based recruitment has the potential to make
hiring fairer.

That does not mean it automatically removes bias.
No recruitment method can promise that. But when
designed carefully, skills-based recruitment can
reduce the influence of weak proxies and give
candidates a more equal opportunity to
demonstrate what they can do.

Traditional recruitment often rewards people who
know how to navigate the system.

Candidates with familiar qualifications, recognised
employer names, linear career paths and polished
CVs may find it easier to progress. Candidates from
less traditional backgrounds may be overlooked,
even when they have the capability to succeed.

This can affect:

e Career changers
® Returners to work

People without degrees

People from underrepresented backgrounds

Candidates with employment gaps
e Early careers talent

People with transferable skills from different
sectors

e Candidates whose experience does not fit
familiar patterns

Skills-based recruitment helps by changing the
evidence.

Instead of asking candidates to prove they belong
through credentials alone, it asks them to
demonstrate relevant capability.

That can open the door to talent that traditional
screening might miss.

The problem with proxies

A proxy is something used as a substitute for what
we really want to know.

In recruitment, common proxies include:

e Degrees

® Previous employer names
* Years of experience

e Job titles

e Career continuity

* Interview confidence

e CV writing style

e Keyword matches

These can sometimes be useful, but they are
imperfect. They may reflect opportunity as much as
ability. They may tell us who had access to certain
routes, networks or experiences, rather than who has
the potential to perform.

For example, requiring a degree for a role that does
not genuinely need one may exclude capable
candidates. Prioritising well-known employer brands
may favour people who have already had access to
prestigious organisations. Valuing uninterrupted
career histories may disadvantage carers, parents,
people with health-related breaks or those who took
less conventional routes.

Skills-based recruitment challenges unnecessary
proxies.

It asks a better question:

Is this requirement genuinely needed to
perform the role, or is it just familiar?

That question alone can transform hiring.



Fairness through consistency

Fairness improves when candidates are assessed
against the same relevant criteria.

In an unstructured process, fairness can depend
heavily on who is interviewing, what mood they are
in, what questions they ask and what assumptions
they make. One candidate may be given space to
recover from a weak answer. Another may not.

One interviewer may value confidence. Another may
value detail. One hiring manager may favour a
profile that feels familiar.

A structured, skills-based process reduces that
variability.

[t can ensure:

e Candidates are assessed on role-relevant criteria

e Questions and scenarios are consistent

e Scoring is based on evidence

e Hiring managers use shared definitions of
success

e Decisions can be explained and reviewed

* Subjective impressions are balanced with
objective indicators

This makes the process not only fairer, but also more
defensible.

If a candidate challenges a decision, or if
stakeholders ask why someone was selected, the
hiring team can point to evidence rather than vague
impressions.

Fairness does not mean lowering
standards

One misconception about skills-based recruitment is
that it lowers the bar.

In reality, it should make standards clearer.

The aim is not to progress candidates regardless of
capability. The aim is to define capability more
accurately and assess it more fairly.

A skills-based approach can be demanding. It asks
employers to be precise about what the role
requires. It asks candidates to demonstrate relevant
judgement or ability. It asks hiring teams to score
consistently and make decisions based on evidence.

That is not lowering standards.

It is making standards visible.

This is important for inclusion because fairness is not
about giving everyone the same outcome. It is about
giving people a fair opportunity to show whether
they can meet the requirements of the role.

Designing for accessibility
A fair skills-based process must also be accessible.

If assessments are too long, too complex, poorly
explained or difficult to complete, they can create
new barriers. A process that is intended to improve
fairness can become exclusionary if it does not
consider candidate needs.

Good design matters.
Resourcing teams should consider:

e |s the assessment relevant to the role?

e |s the time commitment reasonable?

e Are instructions clear?

¢ Can candidates request adjustments?

¢ |s the language plain and inclusive?

® Does the format work across devices?

e Are candidates told why the assessment is being
used?

* |s feedback or communication provided where
possible?

The best skills-based recruitment processes feel
purposeful. Candidates understand why they are
being asked to complete a task or scenario, and how
it connects to the role.

That transparency builds trust.




Reducing bias, not pretending it does
not exist

Skills-based recruitment can reduce bias, but it should
not be treated as a magic fix.

Bias can still enter through assessment design,
scoring criteria, interviewer interpretation or final
decision-making. That is why the process must be
reviewed regularly.

Organisations should monitor:

* Who applies

® Who completes assessments

® Who passes each stage

® Who is shortlisted

* Who receives offers

* Who performs and stays after hire

e Whether outcomes differ across demographic
groups

This allows resourcing teams to identify potential
adverse impact and improve the process.

A skills-based approach is strongest when it combines
structure with reflection. It gives organisations better
evidence, but it also requires them to keep asking
whether the process is working fairly.

Why fairness benefits everyone

Fairness is not only a moral or compliance issue. It is a
performance issue.

When organisations rely too heavily on narrow
proxies, they shrink their own talent pool. They may
repeatedly hire from the same backgrounds, miss
people with transferable capability, and struggle to
build teams with different perspectives.

Skills-based recruitment helps organisations widen
the lens.

It can support:

* More diverse shortlists

* Better access for non-traditional candidates

e Clearer decisions

* Improved candidate trust

e Stronger employer brand

e Better alignment between role requirements and
candidate capability

* More resilient workforce planning

Most importantly, it helps employers find people who
can perform — not just people who look familiar.

That is the real promise of skills-based recruitment.

It is not about replacing judgement with tests. It is
about creating a fairer, clearer and more evidence-led
way to see human potential.




What skills should
employers actually

measure?

Moving from job descriptions
to success profiles

One of the most common challenges in skills-based
recruitment is knowing where to start.

Most organisations already have job descriptions.
These usually list responsibilities, qualifications,
experience requirements and desired attributes.
But a job description is not always the same as a
success profile.

A job description explains what the role is.

A success profile explains what someone needs to
do well in order to thrive in that role.

That difference matters.

Skills-based recruitment works best when employers
move beyond generic requirements and identify the
specific capabilities, behaviours and judgement that
predict success in the real working environment.

For example, many job descriptions ask for
“excellent communication skills.” But that phrase
can mean very different things depending on the
role.

In a customer service role, communication may
mean listening with empathy and calming a
frustrated customer.

In a project management role, it may mean
explaining risk clearly and keeping stakeholders
aligned.

In a leadership role, it may mean giving feedback,
setting direction and creating psychological safety.

In a technical role, it may mean translating
complexity into language non-specialists can
understand.

The skill label may be the same.
The behaviour required is different.

That is why skills-based recruitment starts by
defining what success actually looks like.

The three layers of capability

A practical way to think about role requirements is to
separate capability into three layers:

1. Technical capability

These are the practical, functional or specialist skills
required to perform the tasks of the role.

Examples include:

e Data analysis

e Software development
¢ Copywriting

e Financial modelling

e Clinical knowledge

e Safeguarding practice
e Campaign planning

* Machinery operation

* Project planning

e Sales methodology

* Compliance knowledge
¢ Design skills

Technical capability is often the easiest layer to
identify because it is closely linked to the work
output.

But it is not always the best predictor of long-term
success on its own.

Technical skills can become outdated. They can
often be trained. And in many roles, candidates fail
not because they cannot perform the technical task,
but because they struggle with judgement,
communication, pace, ownership or collaboration.

This is why technical capability should be measured
alongside broader human capabilities.



2. Behavioural capability

Behavioural capability describes how someone works.

It includes the habits, attitudes and interpersonal
behaviours that influence performance day to day.

Examples include:

e Communication

¢ Collaboration

e Accountability

* Resilience

* Empathy

* Adaptability

e Curiosity

e Conflict resolution
¢ Self-awareness

* Influencing

¢ Attention to detail
* Learning agility

These behaviours often determine whether someone
can succeed in a particular team or environment.

A technically strong candidate may struggle if they
cannot take feedback, manage ambiguity or work
constructively with others. A less experienced
candidate may succeed because they learn quickly,
communicate well and take ownership.

Behavioural capability is particularly important in
changing organisations because it helps predict how
people will respond when the role evolves.

3. Contextual judgement

Contextual judgement is the ability to make good
decisions in the situations the role actually presents.

This is where skills-based recruitment becomes
especially powerful.

A candidate may know what “good” looks like in
theory, but the real test is how they respond when
priorities compete, emotions are high, information is
incomplete or the obvious answer is not available.

Examples include:

* How would they handle a difficult customer?

* How would they prioritise urgent tasks?

* How would they respond to a colleague who is
underperforming?

* How would they escalate a risk?

* How would they adapt when a project changes
direction?

* How would they balance speed, quality and
compliance?

* How would they communicate bad news to a
stakeholder?

Contextual judgement helps employers understand
how candidates apply their skills in real life.

It reveals decision-making, values, awareness and
problem-solving in one place.



The mistake:
measuring everything

One of the risks in skills-based recruitment is
overcomplication.

Once organisations start thinking about skills, it can be
tempting to measure everything. Every technical skill.
Every behaviour. Every value. Every possible scenario.

That quickly becomes overwhelming for recruiters,
hiring managers and candidates.

The goal is not to assess every possible capability.

The goal is to identify the few capabilities that matter
most for success in the role.

A useful question is:

What would make someone succeed or
fail in this role within the first six to
twelve months?

This helps focus the assessment on the skills and
behaviours that genuinely matter.

For each role, resourcing teams should identify:

D Essential skills
The capabilities someone must already have to
perform the role safely or effectively.

P Trainable skills

The capabilities that can reasonably be developed
after hire.

b Differentiating skills
The capabilities that separate good performers
from excellent performers.

) Risk indicators
The missing behaviours or judgement gaps that
would create performance, culture or customer
problems.

This prevents the process from becoming a long
checklist and keeps the focus on meaningful evidence.

Technical skills are only part of the answer

In many organisations, the phrase “skills-based
recruitment” is interpreted narrowly.

It is often assumed to mean technical testing: coding
challenges, writing tasks, numerical tests, trade
assessments or job knowledge checks.

These can be valuable, especially where technical
accuracy is critical.

But a complete skills-based approach should go
further.

Work is rarely performed in isolation. Most roles
involve other people, competing expectations and
changing circumstances. That means employers need
to understand not only whether someone can do a
task, but how they will behave while doing it.

For example:
A nurse needs clinical knowledge, but also empathy,
prioritisation and calm judgement.

A developer needs technical skill, but also
collaboration, curiosity and ownership.

A manager needs operational knowledge, but also
communication, fairness and accountability.

A customer adviser needs product knowledge, but
also patience, listening and problem-solving.

A graduate needs potential, but also learning
agility, resilience and self-awareness.

This is why the strongest approaches measure both
task capability and human capability.




A simple capability
framework for beginners

For organisations just starting out, it can help to
group skills into practical categories.

Can they do the work?

This includes technical skills, role knowledge,
practical task ability and problem-solving.

Can they work well with others?

This includes communication, teamwork, empathy,
influence and conflict resolution.

Can they serve the customer
or stakeholder?

This includes service mindset, listening,
prioritisation, relationship-building and outcome
focus.

Can they adapt and grow?

This includes learning agility, resilience,
accountability and openness to feedback.

Can they contribute to the culture?

This includes values alignment, ethical judgement,
inclusion, adaptability and how they add to the
working environment.

These categories help make skills-based recruitment
easier to apply.

They also remind hiring teams that performance is
multi-dimensional. A good hire is not simply
someone who can complete tasks. A good hire is
someone who can perform, learn, collaborate and
contribute in the environment they are joining.

Turning skills into evidence

Once the key capabilities are defined, the next step
is to decide how to measure them.

Different capabilities need different evidence.

Technical knowledge may be assessed through a
practical task.

Customer judgement may be assessed through a
scenario.

Collaboration may be assessed through structured
interview questions.

Learning agility may be assessed through reflection
on feedback or change.

Values alignment may be assessed through realistic
dilemmas.

The important thing is to avoid vague claims.

Instead of accepting “I am adaptable,” ask for
evidence of adaptability.

Instead of accepting "l am customer-focused,”
observe how someone responds to a customer
challenge.

Instead of accepting “l am a team player,” explore
what they would do when team dynamics become
difficult.

Skills-based recruitment is not about making the
process harder.

It is about making the evidence stronger.




The four human

capabilities behind

performance.

A practical framework for
understanding potential

Every role is different.

A software engineer, customer adviser, care worker,
project manager, graduate trainee and senior leader will
all need different technical skills. They will have different

responsibilities, tools, pressures and measures of success.

But beneath those differences, high performance often
depends on a familiar set of human capabilities.

People need to work with others.

They need to serve customers, clients, users or
stakeholders.

They need to adapt, learn and take responsibility.

They need to contribute positively to the culture around
them.

These capabilities are not soft extras.

They are core predictors of whether someone will
perform, stay and grow.

A practical way to understand them is through four
human performance areas:

P Culture

How someone aligns with, contributes to and adapts
within the working environment.

p Team

How someone collaborates, communicates and
builds trust with others.

P Customer

How someone understands, supports and creates
value for the people they serve.

b Self

How someone manages themselves, learns, reflects
and grows.

Together, these four areas help employers look beyond
what someone has done before and understand how
they are likely to behave in the role.

Culture: Will they contribute
to the environment?

Culture is often misunderstood.

It should not mean hiring people who are all the same.
It should not mean choosing candidates because they
"feel like us” or share the same background, personality
or interests.

In skills-based recruitment, culture is about contribution
and alignment.

It asks:

* Does this person understand the values and
expectations of the environment?

* Can they adapt to the way the organisation works?
Will they contribute positively to the culture?

e Can they make good decisions when values are
tested?

* Will they strengthen the team rather than simply fit
in?

This is the difference between culture fit and culture add.

Culture fit can become narrow if it is based on personal
similarity. Culture add is broader. It looks for people who
can support the organisation’s purpose while bringing
different experiences, perspectives and strengths.

Culture-related assessments may explore:

e Ethical judgement

e Adaptability

* Values-based decision-making

® Inclusion

® Response to change

* Ownership of behaviour

e Contribution to team environment

A candidate who performs well in this area is not simply
someone who says they like the company values.
They show how they would act when those values matter.



Team: How will they work Customer: Who do they

with others? create value for?

Very few roles succeed in isolation. Every role has a customer.

Even highly technical or independent roles usually Sometimes that customer is external: a client, patient,
involve colleagues, stakeholders, managers, suppliers passenger, resident, student, user or buyer.

or customers. The ability to collaborate well can have a

. Sometimes the customer is internal: another team, a
major impact on performance.

hiring manager, a colleague, a stakeholder or a senior
Team capability is about how someone communicates, leader.

contributes and handles relationships at work. . ) )
The Customer capability area is about service,

It asks: empathy, problem-solving and outcome focus.

* Can this person build trust? It asks:

¢ Can they communicate clearly? .
y y e Can this person understand the needs of others?

] they list Il k? . .

Can they listen as Yve as spea ) e Can they respond with empathy and clarity?
e Can they handle disagreement constructively? e Can they solve problems while protecting the
e Can they balance their own goals with the needs of organisation’s standards?
th ? ' : :

e group ) o * Can they balance customer needs with operational
* Can they support others without avoiding

bility? realities?
accountapility? . . .
y e Can they build trust through their actions?
Team-related assessments may explore: e Can they turn a difficult interaction into a positive
outcome?

e Collaboration

e Communication under pressure Customer-related assessments may explore:

e Conflict resolution « Empathy

* Feedback L

e Listening
e Reliability

e Service mindset

Psychological safety e Stakeholder management

* Respect for others « Problem-solving

* Shared problem-solving * Relationship-building

A candidate’s team capability is often revealed most * Commercial awareness
clearly in moments of tension. * Judgement under pressure
* How do they respond when a colleague disagrees? This capability matters even in roles that are not
* What do they do when someone misses a traditionally customer-facing.
deadline?

e A finance colleague serves internal decision-

* How do they communicate when priorities change?
makers.

* Do they escalate appropriately or avoid difficult

tions? e A technology team serves users.
conversations?

e A recruiter serves candidates and hiring managers.

These behaviours can be difficult to identify from a CV, * A manager serves their team and the organisation.
but they are essential to performance. e A designer serves the audience using the
experience.

Understanding who the role serves helps make
assessment more relevant.



Self: Can they manage,
learn and grow?

Self capability is about how someone manages
themselves.

It includes self-awareness, accountability, resilience,
motivation, reflection and learning agility.

This area is increasingly important because roles are
changing quickly. Employers are not only hiring for the
tasks of today. They are hiring people who can continue
to adapt as the work changes.

Self capability asks:

* Can this person take ownership?
* Can they reflect on their performance?
e Can they learn from feedback?
e Can they stay effective under pressure?
e Can they adapt when circumstances change?
e Can they manage ambiguity?
* Can they keep improving?
Self-related assessments may explore:
* Learning agility
® Resilience
e Accountability
* Motivation
* Openness to feedback
® Prioritisation
e Self-management
* Growth mindset

A candidate with strong Self capability may not know
everything on day one, but they are more likely to learn
quickly, recover from setbacks and grow with the
organisation.

This makes Self especially important in early careers,
leadership, transformation environments and roles
affected by technology change.

Why these capabilities matter
across every role

The balance of Culture, Team, Customer and Self will
vary by role.

A customer service role may place greater weight on
Customer and Self.

A leadership role may emphasise Culture, Team

and Self.

A technical role may combine technical ability with
Team and Self.

A frontline role may require strong Customer, Culture
and judgement under pressure.

A graduate role may focus heavily on learning agility,
collaboration and adaptability.

But the principle remains the same.

Great hiring is not only about whether someone has
done a similar job before. It is about whether they can
perform in the situations that matter.

These four human capability areas help resourcing
teams ask better questions:

* How will this person behave when the work
becomes real?

* How will they work with the people around them?

e How will they serve others?

* How will they respond to pressure, change and
feedback?

e How will they contribute to the culture we are
building?

That is where skills-based recruitment becomes
powerful.

It turns human potential into observable evidence.

A simple example

Imagine two candidates applying for a team leader
role.

Candidate A has five years of management experience
and a polished CV. In interview, they speak confidently
about hitting targets.

Candidate B has less formal management experience
but performs strongly in scenarios. They show good
judgement in a team conflict, communicate clearly
under pressure, demonstrate empathy for a struggling
colleague, and reflect maturely on how they would
adapt their approach.

A traditional process may favour Candidate A.

A skills-based process gives Candidate B a fairer
opportunity to show leadership potential.

The point is not that experience does not matter.
The point is that evidence matters more.

Skills-based recruitment helps employers see beyond
the obvious profile and understand who is truly ready
to perform.



The CV Was
Never Built for
the Age of Al

When everyone can look good on paper,
employers need proof of capability.

Ve

46% of job seekers use Al to 70% of hiring managers say it is
write or enhance CVs harder to tell whether applications
were written by humans

Al assistance

increased perceived

CV quality by over 40% in
recruiter ratings

The current number of ‘ATS Busters’
on the market — Al CV Generators.

Skills-based hiring asks
candidates to ‘do’ the work,
not just describe it



How to start:

A practical roadmap
for resourcing teams.

Turning skills-based
recruitment from idea
into action

Skills-based recruitment can sound like a major
transformation.

For some organisations, it will become exactly that:
a long-term shift in how talent is attracted, assessed,
selected, developed and retained.

But getting started does not have to be complicated.

The most effective approach is to begin with clarity.
Choose a role, define what success looks like, identify
the skills and behaviours that matter, and introduce
better evidence into the hiring process one step at a
time.

Skills-based recruitment is not about adding
unnecessary complexity. It is about removing
guesswork.

Here is a practical roadmap for resourcing teams.

<]

PEPRS
|
|

@ =
E
=

5

Step 1 — Choose the right starting point
Do not try to transform every role at once.

Start with an area where skills-based recruitment can
solve a visible problem.

Good starting points include:

High-volume roles

Roles with high attrition

Roles where CVs are poor predictors of success
e Early careers and graduate roles

Customer-facing roles

Roles with transferable skills

Roles where hiring managers disagree on what
"good” looks like

Roles where diversity of background is a priority

Roles affected by fast-changing skills or technology

The best pilot role is one where the organisation has
enough hiring activity to learn quickly and enough
pain to justify change.

Ask:

* Where are we seeing mis-hires?

® Where are we losing candidates?

® Where are hiring managers frustrated?

* Where are we over-relying on experience or
credentials?

® Where could transferable skills widen the talent
pool?

* Where would better evidence make decisions
easier?

A focused pilot creates momentum.



Step 2 — Define what success really
looks like

Before assessing candidates, the hiring team needs to
agree what they are assessing for.

This means moving beyond the job description.

A job description may list tasks and requirements.
A success profile identifies the capabilities that predict
performance.

Bring together recruiters, hiring managers and, where
possible, high-performing people already in the role.
Explore what separates someone who merely does the
job from someone who thrives.

Useful questions include:

® What does success look like after three, six and
twelve months?

* What situations does this person need to handle
well?

¢ What decisions will they need to make?

* What behaviours cause people to succeed here?

* What behaviours cause people to struggle?

® Which skills are essential from day one?

* Which skills can be trained?

e What values or working practices matter in this team?

* What does great performance look like in real
examples?

This conversation is often one of the biggest benefits of
the process. It creates alignment before candidates enter
the funnel.

Step 3 — Separate essential requirements
from unnecessary barriers

Many hiring processes include requirements because
they are familiar, not because they are essential.

This is where resourcing teams can make a major impact.

Review the job advert, job description and screening
criteria. Challenge each requirement.

Ask:

e |s this qualification genuinely necessary?

® Is this number of years' experience essential?

* Could someone from another sector succeed?

e Are we asking for a background, or a capability?

* Are we using degree requirements where equivalent
skills would work?

* Are we excluding people who could perform with
training?

e Are we confusing industry familiarity with role
readiness?

This does not mean removing all standards. It means
making standards more accurate.

A skills-based process should be clear about what is
essential, what is desirable and what can be
developed.

That helps widen the talent pool without lowering the
bar.

Step 4 — Identify the capabilities to assess

Once the role is clearly understood, choose the
capabilities that matter most.

Avoid creating a long list. Focus on the few skills and
behaviours most connected to success.

A useful structure is:

P Technical capability
What must the person be able to do?

) Behavioural capability
How must they work with others?

) Contextual judgement
What situations must they navigate well?

P Learning potential
What must they be able to develop over time?

P Culture contribution
How should they contribute to the environment?

For each capability, define what good looks like.

For example, “communication” is too broad. Instead,
define the behaviour:

* Explains information clearly to non-specialists
e Listens before responding

* Adapts tone to the situation

e Escalates risk early

e Checks understanding

e Handles difficult conversations respectfully

The clearer the behaviour, the easier it is to assess.




Step 5 — Design realistic scenarios
or tasks

Now translate the success profile into assessment
evidence.

The best scenarios are realistic, focused and directly
connected to the role.

Examples:

e A customer adviser responds to an unhappy
customer.

¢ A manager handles a conflict between team
members.

e A project coordinator prioritises competing
deadlines.

* A salesperson responds to a hesitant prospect.

e A graduate analyses information and recommends
a next step.

* A recruiter handles a difficult hiring manager
conversation.

e A care worker responds to a sensitive safeguarding
concern.

* A team leader gives feedback to an
underperforming colleague.

The aim is not to trick candidates.

The aim is to create a fair opportunity for them to
show judgement.

A good scenario should:

e Reflect a real situation
® Be clearly written
e Avoid unnecessary jargon
* Assess one or two key capabilities
e Allow different levels of response
® Be reasonable in length
e Connect clearly to the role
Be scored consistently

Where appropriate, practical tasks or work samples
can also be used. The key is relevance.

Step 6 — Create a scoring framework
A skills-based process needs consistent scoring.

Without this, assessment can become another form of
subjective judgement.

A simple scoring framework should define what strong,
average and weak evidence looks like.

For example, in a customer scenario:

p Strong response
Acknowledges the customer’s concern, asks
clarifying questions, explains next steps, takes
ownership and balances empathy with policy.

P Moderate response
Shows some empathy and offers a solution, but
misses detail, does not fully clarify the issue or lacks
ownership.

P Weak response
Gives a generic answer, ignores the customer’s
emotion, blames another party or fails to provide a
clear next step.

This helps assessors evaluate candidates consistently.

It also helps hiring managers understand why a
candidate has progressed.

Step 7 — Combine assessment with
structured interviews

Skills-based recruitment does not remove the need for
interviews.

[t makes interviews better.

Assessment evidence can be used to guide structured
follow-up questions. Instead of asking broad or
repetitive questions, interviewers can explore specific
strengths, concerns and behaviours revealed during
the assessment.

For example:

"Talk us through how you approached that scenario.”
"What information did you prioritise, and why?”
"What would you do differently if you had more
time?”

“"How have you handled a similar situation before?”
"What support would help you succeed in this area?”
“What did you learn from the task?”

This creates a richer conversation.

It also helps candidates feel that the process is
connected and fair.



Step 8 — Train hiring managers

Skills-based recruitment works best when hiring
managers understand it.

They need to know:

* Why the approach is being used

What capabilities are being assessed
® How scoring works

How to interpret evidence

How to avoid reverting to gut feel

* How to use assessment insights in interview
* How to give feedback and make decisions
consistently

Hiring managers do not need to become
assessment experts overnight. But they do need
confidence in the process.

The most successful resourcing teams position skills-
based recruitment as a support tool for managers,
not a replacement for their judgement.

Step 9 — Communicate clearly
with candidates

Candidates are more likely to engage with skills-
based recruitment when they understand the
purpose.

Explain:

* Why the assessment is being used
* How it relates to the role

® How long it will take

* What candidates need to do

e Whether adjustments are available
® How the information will be used
* What happens next

A short explanation can make a big difference.

For example:

"We use skills-based scenarios because we want
to understand how candidates approach real
situations from the role. This helps us assess
people fairly and consistently, beyond CVs alone.’
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That message reinforces trust.

Step 10 — Review, learn and improve
A skills-based process should improve over time.

After each campaign or hiring round, review what
happened.

Ask:

Did the assessment identify candidates who
performed well later?

Were hiring managers confident in the evidence?
Did candidates complete the process?

Were there drop-off points?

Did the process support diversity?

Were any scenarios unclear or too difficult?

Did scoring feel consistent?

What would we improve next time?

Over time, this creates a feedback loop between
recruitment, performance and retention.

That is when skills-based recruitment becomes more
than a selection method. It becomes a learning
system for better resourcing.




Common
Mistakes
to Avoid.

How to make skills-based
recruitment work in the
real world

Skills-based recruitment can transform hiring, but
only when it is designed and implemented well.

Like any recruitment approach, it can fail if it
becomes a tick-box exercise, feels disconnected
from the role or creates more work without
improving evidence.

The good news is that most mistakes are avoidable.

Here are the most common pitfalls for resourcing
teams — and how to avoid them.

Mistake 1 — Treating skills-based
recruitment as a test, not a strategy

Skills-based recruitment is not simply adding an
assessment to the process.

It is a different way of thinking about talent.

If an organisation keeps the same degree
requirements, the same CV-led shortlisting, the same
unstructured interviews and the same gut-feel
decision-making — but adds a test somewhere in
the middle — very little changes.

The assessment becomes an extra step rather than a
better way to hire.

Avoid it by:

Starting with role success, not assessment design.
Define what matters, remove unnecessary barriers
and align the whole process around evidence.

Mistake 2 — Using generic assessments
that do not reflect the role

Generic tests can be useful in some contexts, but
they often fail to show how someone will perform in
a specific job.

A candidate may score well on an abstract test but
struggle in the role. Another may have strong
practical judgement but perform less well on a
generic assessment that feels unrelated to the work.

If candidates cannot see the relevance, the process
can also damage experience and trust.

Avoid it by:

Using scenarios, tasks and questions that reflect the
real situations candidates will face. The closer the
assessment is to the role, the more useful the
evidence becomes.

Mistake 3 — Measuring too many things

Skills-based recruitment can become overwhelming
if every stakeholder adds more criteria.

The result is a long, unfocused process that tries to
assess everything and frustrates everyone.

Candidates spend too much time completing tasks.
Recruiters have too much information to interpret.
Hiring managers lose sight of what matters most.

Avoid it by:

Prioritising the few capabilities that are most
predictive of success. Focus on essential skills, key
behaviours and major risk areas.



Mistake 4 — Confusing skills with
experience

Some organisations say they are moving to skills-based
hiring but continue to define skills in terms of years of
experience.

For example:

“Five years' experience in a similar role” is not a skill.
"Experience in a fast-paced environment” is not a skill.
"Worked in our sector before” is not a skill.

These may be useful context, but they do not directly
describe capability.

Avoid it by:

Translating experience requirements into observable
behaviours and abilities. Ask: what does that
experience supposedly prove? Then assess that
capability directly.

Mistake 5 — Ignoring candidate
experience

A skills-based process should feel fair, relevant and
respectful.

It should not feel like an obstacle course.

Long assessments, unclear instructions, inaccessible
formats, no explanation and poor communication can
all undermine the benefits of the approach.

Candidates may disengage, particularly those with
competing responsibilities, accessibility needs or
limited time.

Avoid it by:

Keeping assessments focused, explaining their
purpose, designing for accessibility, offering
reasonable adjustments and communicating clearly
throughout.

Mistake 6 — Replacing human judgement
with automation

Skills-based recruitment should support human
judgement, not remove it.

Technology can help structure assessments, generate
insight and reduce administrative burden. But final
hiring decisions still require context, conversation and
responsible human oversight.

Over-automation can create risk if hiring teams do not
understand how decisions are being supported or if
candidates feel reduced to a score.

Avoid it by:

Using assessment data as evidence, not as the only
decision-maker. Combine scores with structured
interviews, recruiter expertise and hiring manager
insight.

Mistake 7 — Failing to train hiring
managers

Hiring managers are critical to success.

If they do not understand the approach, they may
ignore the evidence, challenge the shortlist, or revert
to familiar CV-based preferences.

This can undermine the entire process.

Avoid it by:

Involving hiring managers early. Co-create success
profiles, explain the scoring framework and show how
assessment evidence supports better interviews and
decisions.

Mistake 8 — Making the process unfair by
design

Skills-based recruitment can reduce bias, but poor
design can create new barriers.

For example, scenarios may use language that favours
certain backgrounds. Timed tasks may disadvantage
some candidates if time pressure is not relevant to the
role. Assessment content may assume knowledge that
has not been provided. Scoring criteria may be vague
or inconsistently applied.

Avoid it by:

Reviewing assessments for accessibility, relevance and
adverse impact. Test scenarios before launch and
monitor outcomes across candidate groups.



Mistake 9 — Forgetting to review
outcomes

The value of skills-based recruitment grows when
organisations learn from results.

If no one checks whether successful candidates
perform, stay and thrive, the process cannot improve.

Without review, assessments can become outdated or
disconnected from changing role needs.

Avoid it by:

Building a simple feedback loop. Compare assessment
outcomes with hiring manager feedback, performance
data, retention and candidate experience. Use what
you learn to refine the process.

Mistake 10 — Expecting perfection
immediately

Skills-based recruitment is a journey.

The first version does not need to be perfect.
What matters is that it is more relevant, fair and
evidence-led than the process it replaces.

Starting small, learning quickly and improving over
time is better than waiting until every assessment,
framework and workflow is flawless.

Avoid it by:
Piloting with one role or business area, measuring the
results and building confidence through progress.

The golden rule

Skills-based recruitment works best when it is:

Relevant to the role

Clear for candidates

Consistent for assessors
Accessible by design

Supported by hiring managers
Reviewed over time

Balanced with human judgement

When these principles are in place, skills-based
recruitment becomes far more than a selection
technique.

It becomes a smarter, fairer and more reliable way to
understand potential.







The role of Al in
skills-based
recruitment.

Using Al to measure capability,
not mask it

Al'is changing recruitment from both sides of the hiring
process.

Candidates can now use Al to write CVs, tailor covering
letters, optimise applications, prepare interview answers
and mirror the language of job adverts. For employers,
this creates a difficult challenge: applications can look
more polished than ever, but polished does not always
mean capable.

At the same time, Al also gives employers new ways to
design better, faster and more consistent recruitment
processes.

The question is not whether Al belongs in recruitment.
The question is how it should be used.

In skills-based recruitment, the most valuable use of Al is
not to replace human judgement. It is to help hiring teams
create, manage and interpret better evidence.

Al should help recruiters measure capability.

It should not simply help candidates or employers mask
uncertainty.

Al has increased the need for
skills-based hiring

Generative Al has weakened the reliability of traditional
application signals.

A CV may still contain useful information, but it is
becoming harder to know how much it reflects the
candidate’s own communication, judgement or depth of
experience. A candidate can now generate a tailored
application that appears highly aligned with a role, even
when their underlying capability is unclear.

This does not mean candidates are doing something
wrong. Many are using the tools available to them.
But it does mean employers need to adapt.

When written applications become easier to polish, hiring
teams need stronger ways to understand real ability.

Skills-based recruitment provides that answer.

Instead of depending on how well someone describes
their skills, it asks them to demonstrate how they would
apply those skills in realistic situations.

Al may have made CV-led recruitment noisier.

Skills-based recruitment helps restore signal.

Where Al can support skills-
based recruitment

Used responsibly, Al can help resourcing teams put skills-
based recruitment into practice at scale.

It can support the process in several ways.

1. Creating role-relevant scenarios

One of the barriers to skills-based recruitment is content
creation.

Recruiters and hiring managers may understand the role,
but struggle to turn that understanding into effective
assessment questions or realistic scenarios.

Al can help draft role-specific scenarios based on:

* Role responsibilities

e Seniority level

e Industry context

e Customer or stakeholder challenges
® Team dynamics

e Common pressure points

* Required behaviours

* Values and culture expectations

For example, Al can help generate a realistic customer
complaint scenario, a team conflict scenario, a
prioritisation exercise or a values-based judgement
question.

Human review is still essential. The hiring team must
ensure the scenario is accurate, fair, accessible and
relevant. But Al can reduce the burden of starting from
scratch.



2. Translating vague requirements into
observable behaviours

Job descriptions often include broad phrases such as:

“Strong communicator”
"Team player”
"Customer focused”
"Resilient”
"Adaptable”
"Commercially aware”
"Self-starter”

These phrases are common, but not always useful.

Al can help translate them into more specific
behavioural indicators.

For example, “strong communicator” might become:

* Explains information clearly to different audiences
e Checks understanding before moving on

e Adapts tone to the situation

e Listens actively before responding

e Escalates issues clearly and early

* Communicates difficult messages respectfully

This helps recruiters and hiring managers move from
vague aspiration to assessable evidence.

3. Building scoring frameworks
A good skills-based process needs consistent scoring.

Al can help create draft scoring rubrics that describe

what strong, moderate and weak responses may look
like.

For example, for a stakeholder management scenario,
Al could help outline whether a response shows:

e Clear understanding of the stakeholder’s concern
* Appropriate questioning

e Balanced judgement

* Ownership

e Communication clarity

* Awareness of risk

* Practical next steps

Again, this should never be accepted blindly. Scoring
frameworks must be checked by people who
understand the role. But Al can speed up
development and make the process easier to
standardise.

4. Supporting structured interview design

Assessment evidence is most powerful when it feeds
into the interview.

Al can help recruiters generate structured follow-up
questions based on the capabilities being assessed.

For example:

“Tell us how you approached the prioritisation
task.”

"What trade-offs did you consider?”

“"How would your response change if the customer
was vulnerable?”

"What would you do if the stakeholder rejected
your recommendation?”

"What support would help you succeed in this
area?”

“How have you handled a similar situation
before?”

This helps interviews become more consistent,
relevant and evidence-led.

5. Reducing administrative burden
Recruitment teams are often stretched.
Al can help reduce manual work by supporting:

¢ Assessment content drafting
® Question bank creation
e Candidate communication templates

Role profile development
e Interview guide generation
® Summary reports

e Data organisation

* Workflow automation

This does not remove the need for recruiter expertise.
It frees recruiters to spend more time on judgement,
relationship-building, candidate experience and
strategic hiring conversations.




Where caution is needed The right principle: Al as

Al can be valuable, but it must be used responsibly. CO'pllot, not autopl|ot
Poorly designed Al in recruitment can create risk. The best way to think about Al in skills-based
It can reinforce bias, produce generic content, lack recruitment is as a co-pilot.

transparency or create overconfidence in automated

. o
scoring. It can help create structure.

e |t can reduce manual effort.

Resourcing teams should be especially careful in five * It can support consistency.
areas. * |t can generate useful starting points.

It can help recruiters manage complexity.

P 1. Bias

Al systems learn from data, language and patterns.

If those patterns reflect existing bias, Al can
reproduce or amplify it. Recruitment is a human process because work is

human. People bring context, judgement, potential,
motivation and lived experience that cannot be
reduced to a single output.

But it should not make final hiring decisions alone.

This is why human review, adverse impact
monitoring and inclusive assessment design are

essential.
Al'is most powerful when it helps hiring teams ask

P 2. Relevance better questions and interpret better evidence.

Al-generated content may sound plausible but still That is the real opportunity.

miss the reality of the role. A scenario that reads

well is not automatically valid. Not faster guesswork.
Hiring teams must check whether content reflects Better proof.
real work.

p 3. Transparency

Candidates should understand when assessments
are being used, why they are relevant and how
their responses will inform the process.

Trust matters.

P 4. Over-reliance on scores

A score can be useful, but it should not be treated
as the whole person.

The strongest hiring decisions combine assessment
evidence, structured interviews, role context and
human judgement.

P 5. Data responsibility

Recruitment involves sensitive information.
Organisations must ensure Al-enabled tools are
used in ways that protect privacy, comply with
relevant regulation and support ethical decision-
making.




From skills-based
hiring to skills-based

resourcing.

Why this is bigger than
recruitment

Skills-based recruitment often begins as a selection
improvement.

An organisation wants to shortlist more fairly, reduce
mis-hires, improve quality of hire or open access to a
wider talent pool. These are important goals.

But the real opportunity is bigger.

When organisations start understanding skills more
clearly, they can make better decisions across the
whole talent lifecycle.

Skills-based thinking can influence:

* Workforce planning

e Talent attraction

e Internal mobility

® Learning and development
® Succession planning

e Career pathways

® Redeployment

e Reskilling

¢ Retention

Employer brand
e Onboarding
e Performance conversations

This is why the most mature organisations are
moving from skills-based hiring to skills-based
resourcing.

Recruitment is the starting point.

Workforce intelligence is the destination.

A better understanding of
supply and demand

Every organisation has changing skills needs.

New technology emerges. Customer expectations
shift. Markets change. Roles evolve. Teams
restructure. Some skills become less critical, while
others become urgent.

Traditional workforce planning often focuses on roles
and headcount.

Skills-based resourcing looks deeper.
It asks:

* What capabilities do we have today?

* What capabilities will we need tomorrow?

® Where are the gaps?

e Which skills can we build internally?

* Which skills do we need to hire?

 Which people have transferable potential?

* Where are we over-relying on scarce external
talent?

* How do we future-proof the workforce?

This creates a more strategic view of talent.

Instead of simply filling vacancies, resourcing teams
can help shape the capability of the organisation.




Better attraction: advertising
for capability, not credentials

Skills-based resourcing also changes how roles are
marketed.

Many job adverts unintentionally discourage good
candidates by focusing too heavily on requirements
that are not truly essential.

Long lists of qualifications, years of experience, sector
background and “nice-to-have" skills can make people
self-select out — particularly those from
underrepresented backgrounds or non-traditional
career paths.

A skills-based approach helps employers write clearer,
more inclusive adverts.

Instead of leading with rigid credentials, employers
can explain:

* What the person will do

* What capabilities matter most

* What can be learned in role

* What support is available

* What behaviours will help someone succeed
* What outcomes the role contributes to

* Why transferable experience is welcome

This improves both inclusion and relevance.

The advert becomes less about who has followed the
most familiar path and more about who has the
potential to succeed.

Better internal mobility

Skills-based thinking is not only for external
candidates.

Many organisations already have people with valuable
transferable skills, but they are hidden inside job titles,
departments or career histories.

An employee in customer service may have the
empathy and problem-solving skills to move into
recruitment, account management or training.

A project coordinator may have the organisation,
stakeholder and judgement skills to move into
operations.

A retail manager may have leadership, commercial
awareness and resilience that transfers into a corporate
environment.

A graduate hire may show future leadership potential
before they have formal management experience.

Skills-based resourcing helps organisations see this
potential.

By mapping skills and behaviours, employers can
identify people who may be ready for lateral moves,
stretch opportunities or development pathways.

This can reduce external hiring pressure and improve
retention by showing employees that growth is
possible.

Better development
and onboarding

When recruitment produces skills evidence, that
insight should not disappear after the offer.

It can be used to personalise onboarding and
development.

For example, if a candidate shows strong customer
empathy but weaker prioritisation, their onboarding
can include support around workload management.

If a new manager shows strong accountability but less
confidence in conflict resolution, their development
plan can include coaching in difficult conversations.

If a graduate shows high learning agility but limited
stakeholder experience, their early projects can be
designed to build exposure safely.

This makes onboarding more targeted.

It also helps managers understand how to support new
hires from day one.

Skills-based recruitment therefore becomes a bridge
between selection and performance.



Better retention

People are more likely to stay when they can see a
future.

Skills-based resourcing supports retention by making
growth more visible.

When organisations understand the skills people have
and the skills they need, they can create clearer
pathways:

* What skills do | need for my next role?

* What strengths do | already have?

* What development would help me progress?

* Where else in the organisation could my skills be
valuable?

* What opportunities are available beyond my
current job title?

This can be especially powerful for employees whose
potential might otherwise be missed.

It also supports a culture of continuous learning, where
people are valued not only for the role they currently
hold but for the capability they can build.

Better strategic conversations

Skills-based resourcing gives talent teams a stronger
voice in the business.

Instead of only reporting on vacancies, applications
and time-to-hire, they can discuss capability, risk and
future readiness.

For example:

“"We are seeing strong applicant volume, but
weaker evidence of customer judgement.”

"Our best-performing hires in this role show high
learning agility, not just direct sector experience.”

“"We could widen the shortlist by removing an
unnecessary degree requirement.”

“This team has a future skills gap in stakeholder
management.”

“Our internal talent pool shows strong transferable
capability for these roles.”

" Attrition appears linked to mismatch between role
expectations and working environment.”

These are strategic insights.

They move resourcing from a transactional function to
a talent intelligence function.

The future: proof-based
workforce planning

The organisations that thrive in the future will be those
that understand capability at a deeper level.

They will not rely only on job titles, departments, CVs
or qualifications. They will understand what people can
do, how they work, how they learn and where they can
grow.

That starts with recruitment, but it does not end there.
Skills-based hiring helps organisations select better.
Skills-based resourcing helps them build better.

It creates a more agile, inclusive and future-ready
workforce — one where decisions are based on
evidence, potential and performance rather than
assumptions.

For resourcing teams, this is the opportunity.
Not just to fill roles.

To shape the skills, behaviours and potential of the
organisation itself.




Fairer Hiring
Starts with
Better Evidence

Skills-based recruitment gives more people
the chance to be seen for what they can do.

89%

84%

84% say skills-based hiring positively 89% of HR leaders say skills-based

impacts workforce diversity approaches make hiring fairer and
more inclusive

86%

56% of candidates prefer hiring 86% say they are more likely to
processes that include skills-based land their dream job when skills-
assessments based assessments are included

Skills-based hiring replaces
proxies with proof



Making skills-based
recruitment practical:

Introducing iQ.

From knowing what to do, to
having the tools to do it

By this point, the case for skills-based recruitment is
clear.

CVs are no longer enough.

Experience does not always equal excellence.

Al has made applications easier to polish.

Hiring teams need better evidence.

Candidates deserve fairer opportunities to
demonstrate potential.

Organisations need stronger quality of hire, better
retention and more confidence in every decision.

But for many resourcing teams, the challenge is not
belief.

It is implementation.

They understand the value of skills-based recruitment,
but struggle to make it practical inside everyday hiring.

Common barriers include:

e Lack of time to design assessments

* Inconsistent hiring manager expectations
* Limited assessment expertise

® Pressure to move quickly

* High application volumes

Difficulty comparing candidates fairly
e Disconnected recruitment systems

Poor candidate experience

Lack of confidence using behavioural data
e No easy way to turn insight into action

This is where technology needs to help.

Skills-based recruitment should not be reserved for
organisations with large assessment teams, complex
consultancy projects or expensive standalone tools.
It should be accessible to every resourcing team that
wants to hire more fairly and effectively.

That is why Genius created iQ.

iQ is a skills-first Applicant Tracking System
built to make proof-based hiring practical

iQ brings skills-based recruitment directly into the
recruitment workflow.

Rather than treating skills assessment as a separate
bolt-on, iQ embed:s it into the way roles are created,
candidates are assessed, hiring teams review evidence
and decisions are made.

It is designed around a simple principle:

Hire based on evidence of capability, not
assumptions on a CV.

iQ helps recruiters move from:

"Who looks right on paper?”
to
“Who has shown they can perform?”

It gives resourcing teams a practical, fully supported
way to introduce skills-based hiring without losing the
speed, structure and usability they need from a
modern ATS.




What makes iQ different?

iQ is not a traditional ATS with a few assessment
features added.

It has been built around skills-first recruitment from
the ground up.

That means the platform is designed to help recruiters:

e Define the capabilities that matter

e Create role-relevant scenarios

* Assess candidates consistently

* Compare evidence fairly

* Support hiring managers with clear insight

® Reduce reliance on CVs and keyword matching
* Improve candidate experience

e Use data to strengthen future hiring

The aim is not to make recruitment more complicated.

The aim is to make better recruitment easier.

The Four Pillars in practice

At the heart of iQ is a practical behavioural framework
built around four universal areas of performance:

P Culture

How someone aligns with values, adapts to the
working environment and contributes to the
organisation.

p Team

How someone collaborates, communicates,
handles disagreement and works with others.

p Customer

How someone understands needs, solves
problems, builds trust and creates value for the
people they serve.

) Self

How someone manages themselves, learns,
reflects, takes ownership and grows.

These Four Pillars help recruiters assess the human
capabilities that sit beneath successful performance
across almost every role.

They also make skills-based recruitment easier to
explain.

Hiring managers can understand them.

Candidates can engage with them.

Recruiters can use them consistently.
Organisations can apply them across different roles
and functions.

The result is a common language for potential.

Built for real resourcing teams

iQ has been designed for the realities of modern
recruitment.

Recruiters need tools that are fast, intuitive and easy to
adopt. Hiring managers need clear evidence, not
complex assessment theory. Candidates need a
process that feels relevant and respectful.
Organisations need technology that supports fairness,
consistency and measurable outcomes.

iQ brings these needs together.
It combines:

® Skills-based assessment

e Scenario-based candidate insight
* Al-supported content generation

e Structured scoring

* Candidate comparison

e Modern ATS workflows

* Branded candidate experience

e Talent pooling

* Reporting and analytics

e Recruitment marketing intelligence

This means skills-based recruitment does not sit
outside the process.

It becomes part of how hiring happens.



How iQ works
in practice.

A simple workflow for
evidence-led hiring

The power of iQ is that it turns skills-based recruitment

into a practical workflow.

Instead of asking recruiters to manage assessments
manually or interpret disconnected data, iQ supports
the process from role creation through to hiring
decision.

A typical iQ journey looks like this:

1. Define the role

The process starts by identifying what success looks
like.

Recruiters and hiring managers define the role, the
required capabilities and the behaviours that matter
most. This may include technical requirements,
behavioural expectations, customer or stakeholder
needs, culture contribution and growth potential.

The aim is to create clarity before candidates apply.

Better role clarity leads to better attraction, better
assessment and better decisions.

2. Build the skills profile

The role is mapped against relevant skills and
behaviours.

Using the Four Pillars, iQ helps hiring teams think
beyond job titles and experience requirements.
The focus becomes:

* What will this person need to do?

e How will they need to work with others?

* Who will they serve or support?

* How will they need to adapt and grow?

* What behaviours will predict success in this
environment?

This creates a practical success profile for the role.

3. Create role-relevant scenarios

iQ supports the creation of realistic, role-specific
scenarios that reflect the situations candidates are
likely to encounter.

These may test judgement, prioritisation,
communication, customer focus, collaboration,
adaptability or values-based decision-making.

For example:

e A customer-facing candidate may respond to a
difficult service situation.

e A manager may handle a team conflict or
performance issue.

* A graduate may prioritise competing tasks.

* A recruiter may manage a challenging stakeholder

conversation.
e A frontline worker may respond to a sensitive or
time-critical scenario.

Al can support scenario creation, helping recruiters
move faster while maintaining relevance and
consistency.

Human oversight remains central. Recruiters and hiring
managers can review, refine and approve content so it

reflects the real role.




4. Invite candidates into a fairer process

Candidates are invited to complete relevant skills-
based scenarios as part of the application journey.

This gives them a chance to demonstrate capability
beyond their CV.

For candidates, this can feel more meaningful because
the process is connected to the work. They are not
simply being judged on formatting, keywords or
previous job titles. They have an opportunity to show
how they think, behave and respond.

This is especially valuable for:

e Career changers

e Early careers candidates

® Returners to work

* People without traditional credentials

e Candidates with transferable skills

e Applicants from non-linear backgrounds

* High-potential candidates who may be missed by
CV screening

The process becomes less about proving they have
followed the expected path and more about showing
they can succeed.

5. Assess responses consistently

Candidate responses are reviewed against structured
scoring criteria.

This helps reduce inconsistency and gives recruiters
clearer evidence to work with.

Instead of relying on vague impressions, hiring teams
can evaluate how well candidates demonstrate the
capabilities required for the role.

Strong evidence might include:

e Clear judgement

® Practical problem-solving
* Empathy

* Ownership

e Communication clarity

* Awareness of risk

* Ability to prioritise

* Adaptability

e Values alignment

¢ Learning orientation

The scoring framework helps ensure candidates are
compared against the same expectations.

6. Compare candidates using evidence

iQ helps recruiters and hiring managers compare
candidates using structured insight.

This does not remove human judgement.
It improves it.

Recruiters can see who has demonstrated the
strongest evidence against the role requirements.
Hiring managers can understand why candidates have
been shortlisted. Interviews can be shaped around real
assessment responses rather than generic questions.

The conversation changes from:

| liked this candidate.”

to
"Here is the evidence this candidate can handle the
situations that matter in this role.”

That is a powerful shift.

7. Use insights to improve interviews

Skills-based assessment should not sit separately from
the interview.

iQ insights can be used to create better interview
conversations.

Hiring teams can explore:

* Why a candidate approached a scenario in a
particular way

* Where they showed strong judgement

* Where they may need support

* How they reflect on their decisions

* How their skills compare with the role requirements

* Whether their motivations and expectations align

This makes interviews more structured, relevant and
fair.

It also helps hiring managers focus on evidence rather
than personal chemistry alone.




8. Hire, learn and improve

Once hiring decisions are made, the insights can
continue to add value.

Skills evidence can inform onboarding, development
and future workforce planning. Over time,
organisations can learn which capabilities are most
predictive of performance and retention.

This creates a feedback loop:

* Role clarity

e Skills assessment

¢ Candidate evidence
e Hiring decision

Onboarding insight

Performance learning

Improved future hiring

That is how skills-based recruitment becomes a talent
intelligence system.

Not a one-off assessment.

A smarter way to hire and learn.

The iQ workflow at a glance

Define the role

1
Map the skills and behaviours
1
Create realistic scenarios
!
Invite candidates to demonstrate capability
1
Assess against structured criteria
1
Compare evidence fairly
!
Use insight to guide interviews
18
Hire with confidence
18

Learn and improve




Conclusion:;
The future is
proof-based.

Skills over CVs. Evidence over assumption.
Potential over pedigree.

Recruitment is changing because work is changing.

The skills people need are evolving faster than traditional
hiring methods can keep up. Al has made applications
easier to polish. Candidates are following more varied
career paths. Organisations are under pressure to
improve quality of hire, reduce cost, increase fairness and
build workforces that can adapt.

In this environment, relying on CVs alone is no longer
enough.

CVs can still provide useful context. Experience can still
matter. Qualifications can still be important in some roles.
But they should not be the only gatekeepers of
opportunity.

The future of hiring belongs to organisations that can see
capability more clearly.

Skills-based recruitment helps them do that.

D It gives candidates a fairer way to show what they
can do.

P It gives recruiters better evidence earlier in the
process.

P It gives hiring managers clearer insight and
stronger confidence.

P It gives organisations a more reliable way to
improve performance, retention and workforce
resilience.

At its best, skills-based recruitment is both scientific and
human.

Scientific because it uses structure, relevance and
evidence.

Human because it recognises that people are more than
their CVs.

It helps employers understand not only where someone
has been, but how they think, work, learn and contribute.

That is the shift modern recruitment needs.

A beginner’s guide, but a strategic
opportunity

For resourcing teams, skills-based recruitment should be
on the radar now because it addresses the issues that
matter most:

e Quality of hire

* Hiring speed
e Fairness and inclusion

Candidate experience

* Hiring manager confidence
e Retention

e Cost control

* Workforce agility

e Future skills readiness

This is not a passing trend.

It is a practical response to a labour market where
traditional signals are becoming less reliable and real
capability matters more than ever.

The organisations that start now will build an advantage.
P They will understand talent more deeply.
P They will widen access without lowering standards.

3 They will make better decisions with better
evidence.

) They will move from reactive hiring to strategic
resourcing.

Most importantly, they will give more people the chance
to be seen for what they can actually do.



How iQ helps

iQ makes this shift practical.

It gives resourcing teams a fully supported, skills-first
ATS that brings scenario-based assessment, structured
scoring, candidate insight and modern recruitment
workflow together in one place.

It helps organisations move beyond CV-led hiring
without adding unnecessary complexity.

With iQ, recruiters can:

* Build role-relevant skills profiles

e Use realistic behavioural scenarios

e Assess candidates consistently

e Compare evidence fairly

* Support hiring managers with insight

* Improve candidate experience

* Reduce reliance on assumptions

* Introduce skills-based recruitment at scale

The result is recruitment with more clarity.

Clarity about who can do the job.
Clarity about who will thrive.
Clarity about who can grow.

Clarity about who is ready to perform.

The final message

Skills-based recruitment is not about replacing people
with process.

It is about giving people better evidence.

It is about helping recruiters make stronger decisions,
helping candidates demonstrate potential, and
helping organisations build teams that perform,
adapt and stay.

The question for resourcing teams is no longer
whether skills-based recruitment matters.

The question is how quickly they can make it part of
everyday hiring.

iQ makes that possible.

Proof over paper. People over process.
Skills over CVs.







Another
Pure Genius
Product.

iQ is one of a range of innovative HR software solutions created by Genius.
If you love iQ, you'll love AndMe™ — our onboarding software.

We also create award-winning careers websites, along with branding,
employer marketing and media services. So we can do more than transform
your recruitment — we can help transform your world.

Genius Online Limited
South Barn
Broughton

BD23 3AE
hello@genius.online
www.genius.online
www.geniusig.co.uk
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