HAYS “FIT” SERIES
PART 1: FIT &
RECRUITMENT
Why as job seekers do we not assess fit?
Why as employers do we knowingly hire
the wrong person? Is social interaction
undervalued in the decision making process?
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INTRODUCTION

Rowan O’Grady
President, Hays Canada

How often have you heard about someone leaving a position because they felt like the company was the wrong “fit”?
Maybe it’s something you’ve experienced first-hand. Either way, I’m probably not the first one to introduce you to the idea
of workplace fit. It’s an exceedingly important part of our working lives, which is one of the reasons we have gone down
the path of understanding what the term means to people and organizations.
I have worked in recruitment for over 20 years and in that time, I’ve watched
how employers have changed their approach to hiring and how we’ve
evolved as a recruitment firm. Technology has revolutionized our business.
We’re faster, more efficient and have the ability to make more informed
decisions. What never seems to change, however, is how critical it is to make
the best employer-employee match and our recognition that fit can have a
profound impact on businesses and individual success.

As professionals, it is not a common thing for us to factor in things like fun
or social interaction when considering a new job opportunity or a potential
hire. What is interesting, however, is that when asked why someone didn’t
work out, both employers and candidates unanimously agreed that social
interaction and communication style — major components of fit — were
to blame. Despite its importance, both groups also admit they wrongly
assessed fit during the interview process.

We know very well there exists a high proportion of employees and
employers for whom fit has been a challenge. The unfortunate result
is a team member who either quits or they’re let go. When we’re asked
for help, I often challenge clients to look back in hindsight and carefully
consider whether they assessed fit and if they know what their ideal
fit looks like. Too often, the answer is no. Rather than gauge the
person’s potential to ‘click’ with the workplace culture, they only
scrutinized qualifications or the candidate took the role purely based
on the job description and pay rate.

My question to you all is, could we be putting too much emphasis on
professionalism as a society? Why don’t we assess whether we’ll get
along socially with the person we’re about to hire, or the team we’re
about to join? Is it because we’re a society that is trained to think of work
as work and that time for fun is outside of the office walls? I personally
believe this is another change that’s happening in the recruitment world,
where younger generations are starting to take into account the workplace
environment, and where older generations tend to look to the more bricks
and mortar aspects of the role. Also, what you’ll see in the findings, is that
a big reason for not factoring in fit, is that people don’t have their own
professional brand and ideal fit defined. And when interviewing for a new
hire or new role, they don’t know how to effectively assess fit.

As you read this report, you’ll learn that the majority of the Canadian
professional population, both employers and candidates, don’t properly
evaluate fit. To take this one step further, we have found that most don’t
actually know the meaning of fit.
I personally feel like one of the lucky ones — I’ve found my ideal fit.
And no, I’m not just saying that. I’ve worked for Hays my entire
professional career. Factors that make up my professional fit are speed,
agility, autonomy to do great work, but also to work with a great team
and have fun while doing so. Having fun in the office with my team is
a big part of why I’ve stayed with Hays for so many years and I’ve never
taken this for granted.

As an employer, if a significant portion of your workforce doesn’t believe
they are a fit with the organization, ask yourself what impact could this
have on retention, productivity or workplace happiness. As a candidate,
if you don’t fit in, how can you enjoy work and in turn, achieve your full
potential?
This is the first in a series of three reports designed to help employers and
candidates understand the complexities of workplace fit, the importance
of defining your ideal organizational culture and team, how to go about
evaluating fit and ultimately, how to make the best match as an employer
and a candidate.
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ABOUT THE HAYS “FIT” SERIES
More than five years’ worth of Hays Canada Salary Guide
data shows that employers believe the number one reason
why a candidate doesn’t work out is due to a poor fit with
the manager, organization and/or team culture. As a result,
we wanted to get to the bottom of what ‘fit’ means to
Canadians and ultimately, help people and companies
make better decisions.

THE RESPONDENTS

The Hays “Fit” Series looks at the impact that fit has on
recruitment and retention. It’s also an examination of
how hiring the wrong person or making the wrong job
selection impacts workplace happiness, productivity and
individual success.

Ages
20–60 years old

2,500
employees
1,250
people managers

16
industry sectors
10
provinces

The Hays “Fit” Series is broken into three categories, including:

FIT & RECRUITMENT
The impact
on recruitment
& job
selection

FIT & SATISFACTION
The impact
of workplace
happiness on
retention

FIT & VALUES
The impact
of people and
culture on your
ideal fit

REPORT 1: FIT – The impact on recruitment & job selection.
In the first of the Hays “Fit” Series, we take a look
at the impact of fit, and how making the wrong hire
or job selection has not just a monetary implication
on a business, but hinders team morale and negatively
impacts productivity. This report will look at how
candidates and employers approach the recruitment
and job selection process, what factors are included
in their assessment, and provide insights into where
both candidates and employers may be going wrong.
This report will also take a look at different working
styles of professionals within specific industries.
The purpose of this guide is to help employers and
candidates think about their ideal fit in terms of working
team, company culture and own personal preference
and provide advice on how to effectively assess fit,
ensuring employers and candidates are making better
career decisions.
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20
functional areas
Organization size from
<100 to >5000
Organization revenue from
<$5m to >1$B
Junior level to
c-suite/executive

THE MAKEUP OF FIT
WHAT DO WE MEAN WHEN WE SAY “FIT”?
As the leaders in specialist recruitment, we have the unique insight into properly calculating whether a candidate is a match
for an organization’s culture, managers and broader teams. We have over 50 years of recruitment experience and pride
ourselves on making the best possible matches between our employer and candidate clients. After thousands of successful
placements, we have come to the conclusion that workplace fit comes down to the following four key factors.

Work ethic match
The manager and/or teams
perceived work ethic matches
my standards and style.
Their level of passion, drive and
ambition as well as standards
of quality, commitment and
expertise is a match with me.

Very low

Very extreme

On one hand you may have a very
low work ethic and work is always a
secondary priority to your personal
life. On the other hand, you may
have an extreme work ethic,
with little to no work-life balance.

Social behaviour match
The manager and/or
teams perceived style of
communication, interaction
and approach is a match
with me. Their personal
characteristics and nature
in the office is a match
with mine.

Very casual

Very formal

On one hand you may be very casual,
have a very relaxed approach to work,
almost too familiar. On the other hand
you could be very formal, almost rigid
and aloof.

Conformity match
The manager and/or team
allows me to work to my
preferred level of flexibility
and conformity. I’m able to
act upon my willingness to
be pioneering, innovative
and creative or be amenable,
compliant and deferential.

Very inflexible

Very accepting

On one hand, you may not be flexible at
all, have a very low level of conformity,
not willing to change and potentially
highly-controlling and/or stubborn.
On the other hand, you could be
extremely flexible, where you are
strongly deferential, accepting and
unwaveringly cooperative.

Team vs. Individual match
The manager and/teams
working style is a match
based on my preference.
I am able to work solitarily
or remotely with my desired
amount of independence or
with the right amount of team
reliance and collaboration.

Very team

Very individual

On one hand, you could be very team
reliant and only want to work in a group
environment, you’re highly extroverted
and rely heavily on team members for
task completion. On the other hand,
you may have a strong sense of
individualism and that transcends
your working style as you’re entirely
independent, strongly private and
prefer to work alone.

Think about
your fit.
Please note, most people are a blend of
all of the above. This report is intended
to show the many complexities that go
into assessing fit and how it’s a critical
component to finding your ideal job
opportunity or next team member.
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KEY FINDINGS
Almost all professionals said having a clearly defined fit is essential to achieving one’s career goals, yet only a third
of respondents know what their ideal fit is. Almost all professionals note that at some point during their career they
haven’t fit in.

1

4

 he number one reason why an employee doesn’t work out with an
T
organization is a result of “not being a fit” as reported by employers.
Over half of employers have let someone go due to them not being
the right fit and more than a third of professionals have quit a job
also as a result of not being a fit. A disconnect with their direct
manager is said to be the main contributor.

Employers say they assess fit during the hiring process, which is
evaluated through traditional hiring practices such as multiple
interviews or scanning online profiles and resumes. Regardless of
these efforts, nearly 60 per cent of employers say they have made
the wrong hire, which indicates that employers’ assessment is not
as effective as intended. Only a few employers conduct behavioural
analyses or engage the potential hire with their team, methods that
help evaluate how the candidate will interact with the team or
working culture.

2
Nearly all professionals say having a clearly defined fit is essential
to them achieving their career goals, yet a significant proportion
of people would forgo their ideal fit for more money or career
progression. Of the candidates who have made this concession,
the majority say the result was negative, with 78 per cent saying
they no longer work for that organization.

3
Employers agree that fit is a critical factor to building high-performing
teams. Despite acknowledging the importance of fit, employers are
still hiring candidates who are not a fit, a result of undervaluing the
person’s social behaviour match with themselves, team and/or
organization culture.
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5
Employers and employees list social behaviour as the biggest
factor of fit that causes someone to quit or be let go. Despite both
employers and employees saying social behaviour is what goes
wrong, both weight work ethic as more important during their
assessments.

6
There is a significant gap between employers and employees
expectations around the conformity factor of fit. The average
professional population wants their tasks to be prescribed to
them, whereas employers are more flexible, expecting their
staff to be more assertive than their current preference.

THE IMPORTANCE OF FIT

#1

When an employee doesn’t work out:
“They weren’t a fit” was the #1 reason
stated by employers. Ranks above
things like skills, career progression
and salary.

58%

58% of employers who have hired
someone that they knew wasn’t a
fit with their team, office culture
or themselves said the outcome
was negative.

74%

75%

Of those, 74% say the
75% say the person
person no longer works decreased the morale
for their organization.
of the team.

48%

65% say the negative
impact of the person
decreased productivity.

48% say the wrong
hire increased
inefficiencies.

56%

56% of employers have let someone
go due to not being a fit.

80%

80% of employers say hiring the wrong
fit has a monetary impact of over $10K.

10%

30%
30% say hiring the
wrong fit cost the
business over $50K.

Making
the wrong
choice costs.

65%

37%

10% saying
over $100K.

37% of candidates say they have accepted
a job offer where they didn’t think they’d
fit in with the manager or office culture.

78%
Of those,
78% no longer work
for that organization.
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FIT UNDEFINED
DO YOU FIT IN?

 ighty-six per cent of Canadian
E
professionals said having a
clearly-defined fit is important
to achieving one’s goals.

Canadian professionals agree that having a clearly-defined fit is a key
factor in being able to achieve their goals. Professionals should have
a grasp on their own personal brand and what type of culture and
leadership styles they prefer. Finding the right synergy of work
environment, team and leadership is a fundamental aspect of success.
In your opinion, how important is having a clearly defined ‘fit’ in order
to achieve your career progression and goals?
1.2% 1.2%

11.4%
37.0%
Very important
Important
Neutral
Unimportant
Very unimportant
49.2%

Thirty-two per cent of professionals are unsure if they fit in with their
current working team and less than a third (30%) said they are a fit.
Further to this, when asked about their organization’s defined fit,
30 per cent of professionals said they are not a fit with their organization;
37 per cent believe they are somewhat a fit, just a third believe they do
fit in.

While professionals recognize its importance, only a third of respondents
said they are clear on what fit looks like to them. Twelve per cent said
they have no idea, nine per cent are undecided and 45 per cent said that
they are only somewhat clear as to what their ideal fit is. This is quite
problematic. Salary, benefits and opportunities for progression should
be evaluated as carefully as leadership styles, management approach,
and team dynamics. Both sets of factors are workplace constants but
cultural misalignment or daily conflicts with teammates can never be
mitigated by a pay cheque and will ultimately lead to breakdown.

Do you believe your ideal fit is clearly
defined in terms of your professional
wants and needs?

Do you think you fit in with your current
working team culture?

2.0%

Do you think you fit in with what your
organization’s defined fit is?
1.1%

3.2%

10.1%
33.6%

9.3%

Not at all

29.8%

Not at all a fit

Not really

16.1%

Undecided

45.0%
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7.6%

12.9%
32.6%

21.7%

Not much a fit

Not at all a fit
Not much a fit

Neutral

Neutral

Somewhat

Somewhat a fit

Somewhat a fit

Very much

Very much a fit

Very much a fit

38.0%

37.0%

ASSESSING FIT
IS FIT UNDERVALUED?
Employers and candidates alike are wrongly assessing fit when making decisions about hiring new staff members
or accepting a job offer. And making the wrong decision costs businesses money, decreases morale and creates
inefficiencies, in addition to potential job loss.
Thirty-seven per cent of candidate respondents said they determined
during the interview process that they weren’t a fit with a company’s
manager or office culture but accepted a job offer anyway. Of those,
78 per cent no longer work for the organization and 45 per cent
acknowledged that the experience was negative. Only 14 per cent
reported the experience had turned out positive, yet no longer work
for that organization. A mere nine per cent reported the experience
was positive and they still work for the organization.

Similarly, 49 per cent of employers have hired someone that they
believed during the interview was not a fit with their team, culture or
themselves personally. Of those, 58 per cent said the outcome was
negative, with 74 per cent reporting that the person they hired no
longer works for the organization. Just six per cent said the outcome
was positive and that the individual still works for the company.

Of those who accepted a job that they knew was not a fit,
the outcome was:

Of those that hired someone they knew wasn’t a fit,
the outcome was:

9.2%

7.0%

5.6%

Negative – I no longer work there

14.0%

Negative – they no longer work here
12.6%

Negative – but I am still working there
45.6%

7.3%

Negative – but they are still working here

Neutral – I no longer work there

49.7%

Neutral – I still work there
Positive – but I no longer work there

Neutral – they no longer work here
Neutral – they still work here
Positive – but they no longer work here

17.0%

Positive – I still work there

Positive – they still work here

17.5%
8.1%

6.4%

In your opinion, what do you think this person cost your business
financially due to the time and resources it took to hire, on-board,
train and integrate this person into the team and organization?
2.2%

1.5%
<$10,000

10.2%
20.6%
3.5%

$10,001–$20,000
$20,001–$30,000
$30,001–$40,000

4.1%

How did this person negatively affect the other team members
and staff?

80%
70%
60%

$40,001–$50,000

8.5%

$50,001–$60,000
14.8%

$70,001–$80,000

7.2%

50%

$60,001–$70,000
40%

$80,001–$90,000
11.3%

16.1%

$90,001–$100,000

30%

>$100,000
20%
10%
0
Increased
innefficiencies

Decreased
morale

Decreased
productivity

Retention
issues of
other staff

N/A

Other
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Is the skills shortage pushing employers into making poor
hiring decisions?
As reported in the Hays Canada Salary Guide, in 2016, 61 per cent of
employers believe there is a skills shortage in Canada and 78 per cent feel
that it negatively affects their industry and hiring plans, which creates
moderate to extreme recruitment difficulties. Further to this, 67 per cent
of employers said the lack of internal resources hinders their hiring ability.
With these points in mind, some might believe that ignoring fit leads to
bad hiring decisions while others might say the lack of talent leaves them
with very few options.

How do employers evaluate fit?
When hiring, employers report that both personality fit and skill level
hold equal weight in terms of the most important factors that influence
a hiring decision (both make up approximately 29 per cent). Interestingly,
experience is weighted nearly five points lower and education is said to be
least important. When deciding whether to let someone go, personality fit
and skill level rise equally to the top of the list by approximately six points,
resulting in experience and education decreasing in terms of importance
to the decision.

When hiring, please weight the following factors as to the importance
they have on your decision.

When letting someone go, please weight the following factors as to the
importance they have on your decision.

100

100
29.02%

80

60

80

35.52%

60

28.57%

33.72%
40

40
24.12%

Personality fit

20

Skills
Experience

18.29%

Education & qualifications

0

Employer respondents said that personality fit is one of the most
important factors that influence hiring decisions and when looking
at those that left over the past 12 to 18 months, 56 per cent of employers
said that the deciding factor was a poor fit with the culture, team or
management. Only 25 per cent of employers said they eliminated a
staff member due to a lack of skills indicating that Canadian employers
are stronger at evaluating skill levels than fit.
In your opinion, when you look at the organization’s staff turnover
during the last 12 to 18 months, what was the most common
determining factor that lead to the person(s) leaving or being let go?

19.5%

24.9%
Skills
Fit
Compensation

55.6%

Personality fit
20

18.75%
12.01%

0

Experience
Education & qualifications

It’s important to hire people
who all hold their own weight
and openly communicate.
My success has come from
those key things. Further to this,
hiring people that you would
want to spend time with outside
of work is also essential. In the
end hiring the right people who
work well together creates a
positive environment with less
turnover and less drama.
— Survey respondent
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Skills

There may be a discrepancy between what employers are saying they
wouldn’t do, versus what is happening. Approximately 50 per cent of
employers have hired someone that they believed were not a fit, yet
when asked how likely they are to hire someone who matched all technical
requirements of the role but were not a personality match with the team,
culture or themselves, the majority said they wouldn’t. Despite saying
that they wouldn’t hire someone who isn’t a fit, when push comes to shove,
the pressure to hire someone could be blinding employers’ judgement,
leading to poor hires.

FEATURE INSIGHT

WHY FIT IS IMPORTANT TO DELL?

Employers hire based on fit at all levels, however, they also said it declines
in importance as candidates become more senior.
How likely are you to hire someone who matched all technical
requirements but were not a personality match with you as their
manager or your team culture?
1.0%

11.3%

19.7%
Not at all likely
Not very likely

23.2%

Neutral
Somewhat likely
Very likely
44.8%

Jennifer Newbill
Senior Manager Global Candidate Attraction,
Engagement and Experience, Dell
The majority of employer respondents (62%) said they have hired someone
based on the premise that the individual would fit in well with the office
culture and team and had the potential in terms of skill set.
Have you ever hired someone based on skill set potential, because you
knew they were a good fit with your team culture?

38.0%
Yes
No

What key factors contribute to “fit”?
At Dell, we define some core leadership principles that are
common across the company — things like leading with
our customers, innovation, drive, optimism & relationships
amongst others, which help provide a relatively consistent
way to ensure “fit” with our goals.
How do you hire for the right fit?
Using those core principles as a basis for our questions
and dialogue with applicants helps our hiring leaders
better determine if someone is a “fit” within our
environment. This is accomplished through a competency
based interviewing model where we interview based
on our core principals asking our candidates for specific
behavioural examples.

62.0%

Why is it important?
It’s important that we align on company priorities and
principles to ensure everyone is pushing forward in the same
direction (the what), but we also ensure that we are inclusive
in our selection to get the broadest array of background,
experiences and ideas to build the most collaborative and
innovative solutions (the how).
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When looking at fit by title or seniority level, the majority of employers
said they are more willing to take risks at the junior to lower management
level. This comes as no surprise given that skill sets are critical as senior
roles demand more responsibility and accountability. One might assume
that fit is an easier undertaking for senior staffers, however, the majority
of employee respondents (63%) said they didn’t believe their senior
leadership had a defined professional fit. Eleven per cent strongly believe
their senior leadership do not have a defined fit, while a quarter (23%) feel
they don’t and 29 per cent are undecided.

If senior leaders are expected to lead by example, their own poorly defined
fit could result in reduced morale among teams. It’s also a potential source
of resentment or feelings of a managerial double-standard among more
junior employees who are expected to establish a fit of their own.

Have you ever hired someone based on potential (knowing the person
didn’t have the exact skill or experience) because you knew they would
be a good fit with your team and office culture?

Do you think the senior leadership within your current organization have
defined their ideal professional fit?

100%
10.9%

8.6%

80%

Strongly agree
23.5%

28.3%

60%

Agree
Undecided
Disagree
Strongly disagree

40%

28.7%

20%

0
Junior to
mid-level

Yes

Mid-level to
management

Management
to senior
management

Senior
management
to director
level

Director level
to executive
(C-Suite)

No

Employers process to assessing fit
Employer respondents said they take a traditional approach to assessing
fit. The majority base decisions solely on a candidate’s resume and
interview. Within this group, a significant percentage (41%) conduct
only one interview. While resumes and interviews are important,
they are one-dimensional and represent only a small fraction of
what should be used to determine a person’s workplace suitability.

Positively, over 50 per cent of employers bring potential hires into
the office to meet team members but social interaction remains very
low. Arranging social activities such as meet-ups, lunch or some form
of outing with team members and candidates are opportunities to
determine compatibility, however, just eight per cent of Canadian
employers said they’ve done this type of thing.

When hiring, what actions do you undergo to assess if someone fits in with your organization and team?
Review resume
Conduct two or more interviews
Bring person in to meet the existing team
Conduct one interview
Review/research their online profile i.e. social media
Behavioural or psychometric testing
In-house assessment centres
Competency based interviewing
Take the person out on a team/social outing

0
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10%

20%

30%

40%

50%

60%

70%

80%

90%

100%

Twenty-three per cent of employers conduct behavioural or psychometric
testing as a component of the hiring process but do so more often
when hiring senior level staff. Results of psychometric testing can be
good for candidate screening but as a standalone, they don’t offer
insights into how the person will integrate and communicate with a
team. Employers recognize this (26%) and those who do use this form
of screening, use it as part of a more holistic hiring process.
When hiring do you use psychometric testing to help determine if the
candidate will be a fit?

How important are the results of the psychometric testing to your
decision of whether to hire the candidate or not?

100%
12.3%
80%

Not at all important
45.0%

22.8%

60%

Somewhat important
Important
Extremely important
N/A

40%

17.2%

20%

2.7%

0
Junior to
mid-level

Yes

Mid-level to
management

Management
to senior
management

Senior
management
to director
level

Director level
to executive
(C-Suite)

No

When an employee is hired and turns out to not be a fit with the organization, team, manager or culture what actions are typically taken?
We talk to them about the challenges/issues and determine options for improving the situation,
for both parties, should this not improve, we will then let them go
We talk to the person directly to determine if there are any issues (professionally or personally)
that are causing the problems, with the intention to diffuse the situation
We put the person on a career watch plan with our organization and have regular touch points
We immediately discuss with the person other career opportunities in other teams within the company
We immediately let them go
We immediately discuss with the person other career opportunities outside of the organization
We do nothing
Other

0

10%

20%

30%

40%

50%

60%

70%

80%
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How do candidates evaluate fit?
When looking for a job, candidates consider several factors but rank
compensation above all else. Four points down the list is the potential
role or job description. Personality fit with the manager and office culture
is a consideration, however, it’s next to last (24%) and is considered only
slightly more important than a company’s reputation (20%).

When asked about their decision to leave a company, data shows a near
reversal of sentiment. Personality fit with the manager and/or team jumps
seven percentage points to the top of the list and outstrips compensation.
The job itself drops to the second last in terms of importance. This implies
that candidate’s willingness to chase compensation inevitably results
in hard lessons learned. If people continue to ignore the importance of
fit and their workplace happiness, they’re creating a problem that will
potentially follow them throughout their career regardless of where they
choose to work.

When looking for a job, please weight the following as to the
importance they have on your decision.

When considering leaving a role, please weight the following as to the
importance they have or would have on your decision.

100%

100%
29.82%

80%
60%

Compensation
J ob description
Fit with manager/team

25.73%

Company reputation

40%

80%
60%

30.76%

25.89%

Fit with manager/team
Compensation
Company culture
Job requirements

40%

23.99%

21.90%

20%

20%
20.46%

21.45%

Response average

Response average

Fifty-two per cent of professionals would accept a job offer for a position
that they knew wasn’t their ideal fit. Candidates who are willing to place a
job description and compensation ahead of things like culture and social
dynamics run the risk of being unhappy at work. This doesn’t mean that
Canadian respondents are ignorant of the importance of fit. Their rationale
for leaving a job in the past year shows that fit is indeed on their minds.
Instead, the data suggests that Canadian job-seekers struggle to evaluate
fit earlier in the process (e.g. during the interview stage). Their inability to
effectively gauge a match with a potential employer has unfortunate and
likely a very frustrating outcome for them.
Would you accept a job offer where the job is a match based on your
technical skills and career objectives but you knew it wasn’t your ideal
work fit based on personality and culture?
4.0%

9.8%

— Survey respondent

9.7%
Definitely
Very likely
21.3%

Likely
Undecided

38.0%

Not likely
Definitely not
17.2%
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 inding the right fit is extremely
F
important. Someone who is
the right fit can be trained,
but someone who has all the
hard skills may not be able to
be taught the soft skills.

Candidates process to assessing fit
The majority of candidates evaluate fit in ways that are quite similar to
employers but there are some notable differences. They base decisions on
job descriptions (90%) and interviews and meetings with multiple people
at the organization (73%). Sixty-nine per cent conduct online research
whereas only 30 per cent of employers do the same.
Conducting research can yield rich insight into an organization and
its reputation but limited information on its culture or team dynamics.
Corporate profiles are typically part of an overall branding effort. Web
and social media content is carefully created, edited and presented in
a favourable light. The details are easy to find, however, they may not
offer the candid glimpse of corporate culture that candidates would like
to have. Conversely, people’s online public profiles are often less filtered.
For better or worse, it’s not difficult for an employer to search and learn

about a candidate and form an opinion long before an interview takes
place. Nevertheless, a significant number of employers seem to not engage
in this step. Further to this, it appears candidates are more interested in
what others have to say about an organization as 50 per cent will consider
information passed along by word-of-mouth.
One might assume that the job interview is the ideal time to gauge fit,
however, just 30 per cent ask behavioural or situational questions when
meeting a potential employer. Asking questions that probe how a manager
might handle certain situations is a great way for a candidate to assess
how they might mesh yet just 31 per cent of candidates take this extra
step. This demonstrates that the majority of candidates put the power in
the hands of an employer and are more interested in impressing them than
actually determining whether the opportunity is right.

Before accepting a job offer, what actions have you undergone to assess if the job is a fit for you?

Review job description
Based on interview/meetings with multiple people
Online research i.e. social media
Meet the team/management in the office
General word-of-mouth
Based on interview/meeting with one person
Conduct situational/behavioural type questions with the interviewer about the team/manager
Engage in a social activity with the team/management
Other

0

10%

20%

30%

40%

50%

60%

70%

80%

90%

KEY INSIGHT: MAKING THE BEST MATCH
This study shows that assessing fit is often a one-sided affair, however, making the best match should be a two-way street. Fifty per cent of
employers said they wrongly judged fit during the past year, yet, they believe it’s as important as a candidate’s skill set. Candidates, on the
other hand, are distracted by the job opportunity itself and compensation. They seem to undervalue or under assess whether the opportunity
is the right fit or not.
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FIT – THE IMPACT ON RECRUITMENT & JOB SELECTION

THE SYSTEM DOESN’T HELP US
ASSESS FIT
Recruitment is a relatively universal process. Some employers have made strides in changing, however, in most instances the
process fundamentally stays the same. As a result, when assessing fit, both employers and candidates are, to some extent,
set up to fail.

THE RECRUITMENT PROCESS
Candidate process:
The candidate process is pretty much set by tradition and norms.
The candidate follows the process and are expected to “sell themselves”.
As a result, their mindset becomes becomes “get them to like me”,
as opposed to whether or not they like them (the employer). If the
candidate gets an offer, they have then won the competition. If the
offer is financially attractive, then it is very hard to say no.
Employer process:
On the employer side, they are also process driven, they agree the
shopping list of requirements, looking primarily at skills and experience,

however, fit is definitely talked about. The employer then screens
candidates, matches the person and the spec in the interview, perhaps
gets someone else to do likewise, and then compares notes. If there
is a skills and experience match, it is hard not to offer the candidate
the position. The employer then assesses how much they will offer
the candidate. If the candidate accepts, it is mission accomplished.
The catch:
As the employer is assessing whether the candidate matches or not,
the person they are talking to is in “sell myself” mode.
The question here is, where does the assessment of fit part happen?

Is enough time being
dedicated to assessing fit?
CANDIDATES PROCESS
1. Applies to job
2. Selected based on paper
3. Preps for interview (online review)
4. Sells themselves in interview
5. Selected for 2nd interview
6. Preps for interview
7. Sells themselves again in interview
8. Negotiations – phone discussion
9. Accepts offer – phone discussion
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EMPLOYERS PROCESS
1. Agree spec (skills, experience)
2. Screens resume
3. Preps for interview
4. “Match to spec” during interview
5. Passes candidate to 2nd interviewer
6. Collects feedback from 2nd interviewer
7. Assesses value
8. Presents offer
9. Closes deal
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FIT – THE IMPACT ON RECRUITMENT & JOB SELECTION

PROFESSIONAL VS. PERSONAL
A WORKPLACE DISCREPANCY
WORKPLACE FIT GOES BEYOND THE JOB. SOCIAL INTERACTION MATTERS.
Employers and employees alike underestimate the importance of social interaction when contemplating their ideal fit.
Based on the following graphs, there is a clear gap between what employees and employers think they should be basing
their decisions on versus what factors they actually make their decisions on. For example, when an employee leaves a
job or an employer lets someone go, both parties say it’s a result of social behaviour not being a match. This is interesting,
as when both parties are asked to weight the four fit factors as to the importance they would have on a career or staff
decision, social behaviour is significantly undervalued, and ranked as least important.

FIGURE 1: BEFORE THE DECISION IS MADE

How people rank the importance of each fit factor before their
decision to:
EMPLOYEES
Accept a job offer?

EMPLOYEES
Leave a company?

100%

FIGURE 2: AFTER THE DECISION IS MADE

What people rank as the influence of each fit factor
on their decision:

The reality...

75%

50%

28.13%
25.49%

26.92%
25.14%

25%

24.27%

23.80%
0%

22.58%

23.67%

Social
behaviour
undervalued in
decision making
process.
22.74%
23.56%
23.66%

All other factors: 21.0% Work ethic, 20.7% Conformity, 11.8% Independence

22.21%
22.42%
23.60%
31.77%

30.04%

EMPLOYERS
Let someone go?

EMPLOYERS
Hire someone?
Work ethic match

C
 onformity match
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46.5%
of employees

rank social
behaviour as the
#1 reason for
leaving a job.

T
 eam vs. Individual match

Social behaviour match

38.8%
of employers

rank social
behaviour as the #1
reason for letting
someone go.

All other factors: 33.7% Work ethic, 16.3% Conformity, 11.2% Independence

It is evident that employers and candidates struggle with defining their
ideal fit, which affects their ability to assess fit during a hiring or job
seeking process.
As noted in this guide, workplace fit is based on finding the right balance
of work ethic, social behaviour and communication methods. It also
involves a close look at conformity and flexibility styles and independence
versus team work and what is deemed acceptable by the organization and
management team.
At the time of hire, social behaviour is ranked as the least important factor
by both employers and employees. Instead they focus on work ethic. When
things don’t work out and an employee quits or is fired, social behaviour is
the main deciding factor.
Based on the findings, both employers and employees initially assess fit
purely from a business standpoint. They judge whether the individual,
team or manager will match one’s work ethic style as opposed to any
synergies from a communication or social interaction standpoint.

FIGURE 3: Candidates who left a job because of a ‘fit’ issue
What part of fit do you think you wrongly assessed with the manager,
team and/or organization culture?

Work ethic assessment — also a challenge
Both candidates and employers acknowledge they wrongly evaluate
social behaviour, but feel they have a grasp on work ethic, despite being
the second biggest discrepancy (as outlined in figure 2).
When an employee or job doesn’t work out, both employers and
candidates said work ethic was the second biggest misalignment.
Thirty-four per cent of employers said work ethic was misaligned
(next to social behaviour at 39%), figure 2, yet only 14 per cent
acknowledge they wrongly assessed it (a 20 point discrepancy),
figure 4. Twenty-one per cent of candidates said that work ethic
was misaligned (again next to social behaviour at 46%), figure 2,
yet 16 per cent acknowledge that they wrongly evaluated work ethic
(a five point difference), figure 3. These discrepancies may indicate
a false sense of confidence in terms of ability to gauge the more
corporate side of fit and understanding what the elements actually
mean to the individual, team or organization. This could also point
to a discrepancy in the Canadian marketplace as to what ‘hard work’
actually means to the employer versus the employee.

FIGURE 4: Employers who let someone go due to a ‘fit’ issue
What part of fit do you think you wrongly assessed with the candidate?

14.9%

16.0%
25.8%

25.9%

33.7%

Work ethic match

Work ethic match

Social behaviour match

Social behaviour match

Conformity and flexibility level and styles

Conformity and flexibility level and styles

Required levels of independence or team work

24.5%

18.5%

40.7%

Required levels of independence or team work

IMPORTANT QUESTIONS TO ASK ABOUT FIT
As an employer
• Are you being honest with yourself about what you
expect from your employees?
• Is this being communicated during the search and
interview process?
As a candidate
• Are you clear as to what you want from an employer?
• During the search and interview process, are you clear
about what you are and are not willing to do for the role?

Having honest and open conversations, in particular
during the interview process is critical to ensuring both
the employer and employee make the right decision.
Hiring the right people that have similar expectations
and styles of things like work ethic will help create
high-performing teams and therefore drive business
activity and productivity.
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FIT – THE IMPACT ON RECRUITMENT & JOB SELECTION

WORKING STYLES: A LOOK AT
CANADA’S WORKPLACE FIT
HAYS “FIT” SERIES – WORKING STYLES SECTION
This section compares an employees preference and/or expectation of their standard work style against an employers
expectation of their employees. Employers can utilize this information to gauge the wants and/or preferences of their
staff — a great aid to support the development of recruitment and retention strategies. Candidates can utilize this
information to garner whether or not the expectations of the employer is a match to their preferred style. This will
help both parties make the best match.

“Fit factor” match
Employer expectation
This number represents the employers
expectation for the working style of
their staff for this particular factor of fit.
For example, the 6.50 number on this
bar shows that employers expect their
employees working style for this factor
to be slightly more extreme.

6.50

Employer expectation

0

10

7.50
Very low

Employee expectation

Very extreme

Employee expectation
This number represents the employees
expectation and/or preference of
working style for this particular factor
of fit. For example, this number shows
that the employees standard is slightly
more extreme than the expectations
of the employer.

NOTE: As a result of the large data sample, the overall averages for employers and employees appear to be closely aligned. Please note that the decimal
places present a much larger gap then the scale portrays.
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The following provides insight into Canadian professionals expectations and/or their preference of working style versus the expectations of working styles
by employers.
Perceived industry standards vs professionals preference
Work ethic match

Social behaviour match

6.99
0

10

7.17
Very low

0

5.72

Very extreme

Very casual

INSIGHT
Employees typically expect to work slightly harder or want to work slightly
harder than required by the employer. Employers should be cognizant of
this, and use this as an opportunity to retain staff by recognizing the hard
work being executed.

Flexibility/conformity match

Employer expectation
10

Employee expectation

Expectations for the standard of work ethic appear to be relatively aligned.

Employee expectation

Very formal

People want a slightly more casual work environment than what employers
are striving for.
INSIGHT
The closeness of expectations could be a red herring, as a result of social
behaviour being the root cause for fit not working out. Are employers and
employees being honest in their preference or expectations for social
behaviour at work?

Team vs individual match

6.02
0

5.87

Employer expectation
10

6.88
Very inflexible

6.00

Employer expectation

0

10

6.01

Employee expectation

Very accepting

There is a large gap between expectations of employers and employees as
it relates to conformity match. Employees are wanting to be “told what to
do” more so than employers expectations.
INSIGHT
Employees want clear direction. Employers could be confusing
empowerment and direction. You may think you are empowering
someone but instead are confusing staff by not providing direction.
People want clear direction. Once they have that, they then want to
be empowered to make it happen.

Employer expectation

Very team

Employee expectation

Very individual

Expectations are most closely aligned in regards to the working styles
around team versus individual.
INSIGHT
As an employer striking the balance between encouraging independence
or entrepreneurship versus needing staff to implement the agenda is a
difficult task. Be sure to assess your staff individually and their styles
versus the work at hand. As staff move up the corporate ladder the want
for autonomy may increase. Be sure to set clear expectations to avoid
discouraging high performers.

2016 Hays “Fit” Series | 19

FIT – THE IMPACT ON RECRUITMENT & JOB SELECTION

RECRUITMENT & JOB
SEEKING RECOMMENDATIONS
The following are some essential tips to help you assess your ideal fit as a candidate or employer.

EMPLOYER INSIGHTS
1

CANDIDATE INSIGHTS
1

Define your working culture fit. Understanding the key components that
make your team successful from a work ethic, social interaction, team
reliance standpoint will help you better screen potential candidates.

Define your personal brand, then assess what your ideal fit will be.
Understanding the key elements that make you not only happy in
your day-to-day work, but also successful, is paramount to being
able to effectively assess your fit with a potential employer.

TIP
If your organization is still developing its ideal work culture, don’t be
afraid to hire the type of individual who can drive cultural change.
This may force you into making some hard decisions, but knowing
what type of team culture will drive the desired outcomes is critical
to effective hiring best practices.

TIP
When assessing your fit, look beyond yourself. What characteristics
or attributes of others do you work best with, that compliment
your strengths, and that you have fun with. When assessing fit you
must include what will make you successful and what will enable
you to have some fun along the way.

2

2

Aim to put less weight on the technical requirements. By broadening
the job spec to include factors such as social behaviour will help
ensure you make a better match.

The interview process is a two-way street. During the interview(s) make
sure to be prepared to ask your potential manager what it’s like to work
at the organization, what the culture of the business is versus the team,
and how the team interacts. This will help you paint a picture of whether
the opportunity is right for you or not.

TIP
The proof is in the pudding. Bring your final one or two candidates into
your office setting. See if they actually fit with the culture and team.
Involve your team in the process. They can help provide insights into
the candidate that you may have missed during the interview.

TIP
Use behavioural based or situational based questions as well.
The interviewer may use these tools to assess you, but you too can
use them to assess if this is a manager you want to work for or not.

3

3

Cover all bases. Things like psychometric testing to searching someone
online will help you paint the full picture of the individual.

Look beyond the obvious. It is very easy to be swayed by a powerful brand
or product, an attractive compensation package or the job requirements.
All of these elements are important factors, but your decision shouldn’t
be based fully on these elements. Make sure to assess fit in your decision.

TIP
Don’t just rely on technology. Tools such as psychometric testing are
great aids to help you screen candidates during the interview process,
but relying solely on these mechanisms won’t show you how the individual
will interact with your team and respond to your current working culture.
Technology won’t substitute human interaction.

TIP
Ask questions about what the day-to-day is like in the office, and pointed
questions around work ethic, social behaviour, flexibility and team work.
This will help you not be distracted by a monetary gain, and assess if
you’ll be happy in the role.

4

4

Be prepared for your interview. Going into an interview unprepared
typically results in making a poor decision or not getting to know the
candidate fully. Use behavioural based or situational based questions
when interviewing potential candidates, these will not only demonstrate
the candidate’s skill sets, but give you insights into how they approach
projects, challenges or other staff.

The grass isn’t always greener on the other side, no matter what
the persuasive hiring manager says. Ask to meet some of the team,
other members of the organization, or even to have a walk through
of the office. This will help you really see if you’re a fit or not.

TIP
Try and get the candidate to answer these questions both from real
examples from their experience, as well as getting them to share their
approach to a situation that is real to your team and work at hand.
This will not only give you insights into their background, but help
you gain insight into how their approach would work with your team.
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TIP
You may not want to make these demands early on in the hiring process.
As you get further along and if you’re confident you’re one of the final
candidates, then approach your hiring manager with these requests.

AN ASSESSMENT
OF DIFFERENCES
A look at industry sectors
& functional areas
1. Working styles by industry
2. Fit assessment by industry
3. Fit assessment by functional area
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ASSESSMENT OF DIFFERENCES – 1
WORKING STYLES BY INDUSTRY
Perceived industry standards vs professionals preference by industry

Banking & Financial Services

Construction

Work ethic match

Work ethic match

6.99
0

10

0

7.05
Very low

7.01

Employer expectation

7.25

Very extreme

Very low

0

Very extreme

6.00

Employer expectation
10

5.48

0

5.75

Very formal

0

5.99

Employer expectation
10

6.81

0

6.85
Very inflexible

Team vs individual match

Employer expectation
10

Employee expectation

Very accepting

Employee expectation

Very accepting

Team vs individual match

5.03
0

Very formal

Flexibility/conformity match

6.02

Very inflexible

Employee expectation

Very casual

Flexibility/conformity match

Employer expectation
10

Employee expectation

Very casual

6.01

Employer expectation
10

5.77
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Employee expectation

Social behaviour match

6.01

Very team

10

Employee expectation

Social behaviour match

Employer expectation

0

10

5.89

Employee expectation

Very individual

Employer expectation

Very team

Employee expectation

Very individual

Perceived industry standards vs professionals preference by industry

IT & Telecommunications

Manufacturing

Work ethic match

Work ethic match

7.00
0

10

10

7.28

Employee expectation

Very extreme

Very low

Social behaviour match

Employee expectation

Very extreme

Social behaviour match

6.03

4.99

Employer expectation

0

10

5.68

Very casual

Flexibility/conformity match

Employee expectation

Very formal

Flexibility/conformity match

7.01
0

6.00

Employer expectation
10

7.20

0

6.64
Very inflexible

Team vs individual match

Employer expectation
10

Employee expectation

Very accepting

Employee expectation

Very accepting

Team vs individual match

6.04
0

10

5.61

Very formal

Very inflexible

Employer expectation

0
Employee expectation

Very casual

5.00

Employer expectation
10

5.98
Very team

Employer expectation

0

7.18
Very low

6.02

Employer expectation

0

10

5.89

Employee expectation

Very individual

Employer expectation

Very team

Employee expectation

Very individual
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Perceived industry standards vs professionals preference by industry

Mining

Oil & Gas

Work ethic match

Work ethic match

6.02

6.05

Employer expectation

0

10

0

7.38
Very low

7.21
Very low

Social behaviour match

Employee expectation

Very extreme

Social behaviour match

6.00
0

5.82
Very casual

4.98

Employer expectation
10

5.51
Very casual

Very formal

6.01

Employer expectation
10

6.67

0

6.79
Very inflexible

Team vs individual match

Employer expectation
10

Employee expectation

Very accepting

Employee expectation

Very accepting

Team vs individual match

5.01
0

Employee expectation

Flexibility/conformity match

6.00

Very inflexible

10

Employee expectation

Flexibility/conformity match

0

Employer expectation

0

Very formal

6.02

Employer expectation
10

5.88
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10

Employee expectation

Very extreme

Very team

Employer expectation

0

10

5.84

Employee expectation

Very individual

Employer expectation

Very team

Employee expectation

Very individual

Perceived industry standards vs professionals preference by industry

Property & Real Estate

Public Sector

Work ethic match

Work ethic match

6.01
0

10

0

7.23
Very low

Employer expectation
10

6.70

Employee expectation

Very extreme

Very low

Social behaviour match

Employee expectation

Very extreme

Social behaviour match

6.03

5.00

Employer expectation

0

10

5.80

Very casual

Flexibility/conformity match

Employee expectation

Very formal

Flexibility/conformity match

7.01
0

5.97

Employer expectation
10

7.21

0

6.56
Very inflexible

Team vs individual match

Employer expectation
10

Employee expectation

Very accepting

Employee expectation

Very accepting

Team vs individual match

6.03
0

10

5.94

Very formal

Very inflexible

Employer expectation

0
Employee expectation

Very casual

5.01

Employer expectation
10

5.93
Very team

5.98

Employer expectation

0

10

5.73

Employee expectation

Very individual

Employer expectation

Very team

Employee expectation

Very individual
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Perceived industry standards vs professionals preference by industry

Retail
Work ethic match

6.00
0

Employer expectation
10

7.06
Very low

Employee expectation

Very extreme

Social behaviour match

5.01

Employer expectation

0

10

5.77
Very casual

Employee expectation

Very formal

Flexibility/conformity match

6.02
0

Employer expectation
10

6.74
Very inflexible

Employee expectation

Very accepting

Team vs individual match

6.02
0

Employer expectation
10

5.57
Very team
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Employee expectation

Very individual

 it affects every team member
F
— their ability to produce,
to interact, to meet deadlines,
to work collaboratively,
to achieve goals and to
maintain accountability.
Without it, a domino effect
is created where all of the
above start to falter.
— Survey respondent
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ASSESSMENT OF DIFFERENCES – 2
FIT ASSESSMENT BY INDUSTRY
Banking & Financial Services
FIGURE 1: BEFORE THE DECISION IS MADE

FIGURE 2: AFTER THE DECISION IS MADE

How people rank the importance of each fit factor before their
decision to:
EMPLOYEES
Accept a job offer?

What people rank as the influence of each fit factor
on their decision:

The reality...

EMPLOYEES
Leave a company?

100%

75%

50%

28.26%
24.79%

41.7%
of employees

27.44%
24.73%

25%

24.00%

23.88%
0%

23.07%

23.83%

Employers assess
social behaviour more
so than candidates,
despite still being
the #1 reason why
someone is let go.
22.55%

All other factors: 37.5% Social behaviour, 12.5% Conformity, 8.3% Independence

21.38%
23.51%

23.27%

23.72%

24.49%

50.0%
of employers

31.39%

29.69%

EMPLOYERS
Let someone go?

EMPLOYERS
Hire someone?
Work ethic match

Conformity match

rank work ethic as
the #1 reason for
leaving a job.

Team vs. Individual match

rank social
behaviour as the #1
reason for letting
someone go.

All other factors: 50.0% Work ethic

Social behaviour match

CANDIDATES:
What part of fit do you think you wrongly assessed with the manager,
team and/or organization culture?

EMPLOYERS:
What part of fit do you think you wrongly assessed with the candidate?

20.0%
Work ethic match

40.0%

Social behaviour match
Conformity and flexibility level and styles
Required levels of independence or team work
26.7%
13.3%
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Data sample
not sufficient

Work ethic match
Social behaviour match
Conformity and flexibility level and styles
Required levels of independence or team work

Construction
FIGURE 1: BEFORE THE DECISION IS MADE

FIGURE 2: AFTER THE DECISION IS MADE

How people rank the importance of each fit factor before their
decision to:
EMPLOYEES
Accept a job offer?

What people rank as the influence of each fit factor
on their decision:

The reality...

EMPLOYEES
Leave a company?

100%

75%

50%

27.56%
24.96%

45.9%
of employees

26.15%
24.80%

25%

24.69%

24.68%

rank social
behaviour as the
#1 reason for
leaving a job.

0%

24.36%

22.80%

In line with
overall results,
social behaviour
undervalued in
decision making
process.
22.21%

All other factors: 20.8% Work ethic, 17.1% Conformity, 16.2% Independence

21.54%
22.80%

23.72%

23.63%

24.32%

39.3%

32.03%

29.75%

of employers
EMPLOYERS
Let someone go?

EMPLOYERS
Hire someone?
Work ethic match

Conformity match

Team vs. Individual match

All other factors: 30.4% Work ethic, 23.2% Conformity, 7.1% Independence

Social behaviour match

CANDIDATES:
What part of fit do you think you wrongly assessed with the manager,
team and/or organization culture?

25.9%

EMPLOYERS:
What part of fit do you think you wrongly assessed with the candidate?

9.1%

18.6%
27.2%
Work ethic match

Work ethic match

Social behaviour match

Social behaviour match

Conformity and flexibility level and styles

Conformity and flexibility level and styles
45.5%

Required levels of independence or team work
29.6%
25.9%

rank social
behaviour as the #1
reason for letting
someone go.

Required levels of independence or team work

18.2%
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IT & Telecommunications
FIGURE 1: BEFORE THE DECISION IS MADE

FIGURE 2: AFTER THE DECISION IS MADE

How people rank the importance of each fit factor before their
decision to:
EMPLOYEES
Accept a job offer?

What people rank as the influence of each fit factor
on their decision:

The reality...

EMPLOYEES
Leave a company?

100%

75%

50%

28.29%
25.77%

44.8%
of employees

27.72%
25.37%

25%

23.67%

23.67%
0%

22.27%

23.24%

Employers and
employees both assess
work ethic the most
prior to hiring or
accepting a job,
but social behaviour
is the main reason it
does not work out.
23.14%

All other factors: 15.5% Work ethic, 31.1% Conformity, 8.6% Independence

21.18%
23.13%

23.51%

23.56%

23.86%

44.0%
of employers

32.13%

29.49%

EMPLOYERS
Let someone go?

EMPLOYERS
Hire someone?
Work ethic match

Conformity match

Team vs. Individual match

All other factors: 32.0% Work ethic, 12.0% Conformity, 12.0% Independence

EMPLOYERS:
What part of fit do you think you wrongly assessed with the candidate?

9.1%

11.1%

36.4%
27.3%

Work ethic match
Social behaviour match
Conformity and flexibility level and styles

Work ethic match
Social behaviour match

44.5%

33.3%

Required levels of independence or team work
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rank social
behaviour as the #1
reason for letting
someone go.

Social behaviour match

CANDIDATES:
What part of fit do you think you wrongly assessed with the manager,
team and/or organization culture?

27.2%

rank social
behaviour as the
#1 reason for
leaving a job.

Conformity and flexibility level and styles
Required levels of independence or team work

11.1%

Manufacturing
FIGURE 1: BEFORE THE DECISION IS MADE

FIGURE 2: AFTER THE DECISION IS MADE

How people rank the importance of each fit factor before their
decision to:
EMPLOYEES
Accept a job offer?

What people rank as the influence of each fit factor
on their decision:

The reality...

EMPLOYEES
Leave a company?

100%

75%

50%

28.60%
25.32%

53.8%
of employees

27.34%
25.40%

25%

24.24%

23.65%
0%

22.43%

23.02%

Social
behaviour a
bigger issue on
the employee
side.
22.11%

rank social
behaviour as the
#1 reason for
leaving a job.

All other factors: 17.9% Work ethic, 18.0% Conformity, 10.3% Independence

20.38%
22.35%

23.44%

25.49%

24.95%

33.3%

31.78%

29.50%

rank work ethic
as the #1 reason
for letting
someone go.

of employers
EMPLOYERS
Let someone go?

EMPLOYERS
Hire someone?
Work ethic match

Conformity match

Team vs. Individual match

Social behaviour match

CANDIDATES:
What part of fit do you think you wrongly assessed with the manager,
team and/or organization culture?

20.0%

All other factors: 27.3% Social behaviour, 21.2% Conformity, 18.2% Independence

EMPLOYERS:
What part of fit do you think you wrongly assessed with the candidate?

12.5%

20.0%

25.0%
Work ethic match

Work ethic match

Social behaviour match

Social behaviour match

Conformity and flexibility level and styles
Required levels of independence or team work

20.0%
40.0%

Conformity and flexibility level and styles
Required levels of independence or team work

37.5%
25.0%
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Mining
FIGURE 1: BEFORE THE DECISION IS MADE

FIGURE 2: AFTER THE DECISION IS MADE

How people rank the importance of each fit factor before their
decision to:
EMPLOYEES
Accept a job offer?

What people rank as the influence of each fit factor
on their decision:

The reality...

EMPLOYEES
Leave a company?

100%

75%

50%

27.69%
27.67%

61.5%
of employees

27.48%
27.00%

25%

23.72%

23.46%

0%

21.80%

21.18%

In line with
overall results,
social behaviour
undervalued in
decision making
process.
20.47%

All other factors: 15.4% Work ethic, 7.7% Conformity, 15.4% Independence

19.00%
22.11%

22.94%

25.67%

25.64%

EMPLOYERS
Let someone go?

EMPLOYERS
Hire someone?
Conformity match

Team vs. Individual match

rank social
behaviour as the #1
reason for letting
someone go.

All other factors: 31.2% Work ethic, 25.0% Conformity

Social behaviour match

CANDIDATES:
What part of fit do you think you wrongly assessed with the manager,
team and/or organization culture?

23.9%

43.8%
of employers

33.22%

30.95%

Work ethic match

rank social
behaviour as the
#1 reason for
leaving a job.

EMPLOYERS:
What part of fit do you think you wrongly assessed with the candidate?

19.0%

Work ethic match
Social behaviour match
19.0%

Conformity and flexibility level and styles
Required levels of independence or team work

38.1%
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Data sample
not sufficient

Work ethic match
Social behaviour match
Conformity and flexibility level and styles
Required levels of independence or team work

Oil & Gas
FIGURE 1: BEFORE THE DECISION IS MADE

FIGURE 2: AFTER THE DECISION IS MADE

How people rank the importance of each fit factor before their
decision to:
EMPLOYEES
Accept a job offer?

What people rank as the influence of each fit factor
on their decision:

The reality...

EMPLOYEES
Leave a company?

100%

75%

50%

29.24%
25.76%

38.1%
of employees

29.38%
24.09%

25%

23.48%

23.80%

rank conformity as
the #1 reason for
leaving a job.

0%

21.52%

22.73%

Employees say
the required level
of conformity is the
main reason they leave,
despite the 2nd biggest
area they assess when
accepting a job.
Employers undervalue
social behaviour.
20.00%
22.58%

All other factors: 19.1% Work ethic, 19.0 Social behaviour, 23.8% Independence

21.42%

23.61%

23.06%

23.95%

EMPLOYERS
Let someone go?

EMPLOYERS
Hire someone?
Work ethic match

42.9%
of employers

35.52%

29.86%

Conformity match

Team vs. Individual match

rank social
behaviour as the #1
reason for letting
someone go.

All other factors: 38.1% Work ethic, 9.5% Conformity, 9.5% Independence

Social behaviour match

CANDIDATES:
What part of fit do you think you wrongly assessed with the manager,
team and/or organization culture?

EMPLOYERS:
What part of fit do you think you wrongly assessed with the candidate?

13.3%
26.7%
Work ethic match
Social behaviour match
Conformity and flexibility level and styles
13.3%

Required levels of independence or team work

Data sample
not sufficient

Work ethic match
Social behaviour match
Conformity and flexibility level and styles
Required levels of independence or team work

46.7%
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Property & Real Estate
FIGURE 1: BEFORE THE DECISION IS MADE

FIGURE 2: AFTER THE DECISION IS MADE

How people rank the importance of each fit factor before their
decision to:
EMPLOYEES
Accept a job offer?

What people rank as the influence of each fit factor
on their decision:

The reality...

EMPLOYEES
Leave a company?

100%

75%

50%

27.85%
25.29%

51.7%
of employees

27.47%
24.43%

25%

24.10%

24.36%
0%

22.76%

23.74%

In line with
overall results,
social behaviour
undervalued in
decision making
process.
21.33%

All other factors: 24.2% Work ethic, 17.2% Conformity, 6.9% Independence

22.27%
22.86%

22.66%

24.14%

23.60%

37.9%

30.73%

32.41%

of employers
EMPLOYERS
Let someone go?

EMPLOYERS
Hire someone?
Work ethic match

Conformity match

rank social
behaviour as the
#1 reason for
leaving a job.

Team vs. Individual match

rank social
behaviour as the #1
reason for letting
someone go.

All other factors: 27.6% Work ethic, 20.7% Conformity, 13.8% Independence

Social behaviour match

CANDIDATES:
What part of fit do you think you wrongly assessed with the manager,
team and/or organization culture?

EMPLOYERS:
What part of fit do you think you wrongly assessed with the candidate?

12.5%
25.0%
Work ethic match

18.8%

Social behaviour match
Conformity and flexibility level and styles
Required levels of independence or team work

43.7%
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Data sample
not sufficient

Work ethic match
Social behaviour match
Conformity and flexibility level and styles
Required levels of independence or team work

Public Sector
FIGURE 1: BEFORE THE DECISION IS MADE

FIGURE 2: AFTER THE DECISION IS MADE

How people rank the importance of each fit factor before their
decision to:
EMPLOYEES
Accept a job offer?

What people rank as the influence of each fit factor
on their decision:

The reality...

EMPLOYEES
Leave a company?

100%

75%

50%

28.75%
27.47%

54.5%
of employees

26.59%
26.55%

25%

25.34%

22.30%

rank social
behaviour as the
#1 reason for
leaving a job.

0%

21.52%
Employees assess
conformity match most
when leaving a company,
yet social behaviour the
main root cause. Employers
assessment of work ethic
not generating desired
results, as work ethic is the
main reason for letting
someone go.
22.73%
21.13%
21.48%

All other factors: 18.2% Work ethic, 27.3% Conformity

21.45%

22.73%

22.10%

23.33%

44.4%
of employers

35.32%

31.21%

EMPLOYERS
Let someone go?

EMPLOYERS
Hire someone?
Work ethic match

Conformity match

Team vs. Individual match

rank work ethic
as the #1 reason
for letting
someone go.

All other factors: 33.3% Social behaviour, 11.1% Conformity, 11.2% Independence

Social behaviour match

CANDIDATES:
What part of fit do you think you wrongly assessed with the manager,
team and/or organization culture?

EMPLOYERS:
What part of fit do you think you wrongly assessed with the candidate?

11.1%
22.2%
Work ethic match
Social behaviour match
Conformity and flexibility level and styles
22.3%

44.4%

Required levels of independence or team work

Data sample
not sufficient

Work ethic match
Social behaviour match
Conformity and flexibility level and styles
Required levels of independence or team work
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Retail
FIGURE 1: BEFORE THE DECISION IS MADE

FIGURE 2: AFTER THE DECISION IS MADE

How people rank the importance of each fit factor before their
decision to:
EMPLOYEES
Accept a job offer?

What people rank as the influence of each fit factor
on their decision:

The reality...

EMPLOYEES
Leave a company?

100%

75%

50%

27.48%
25.64%

45.5%
of employees

27.83%
25.28%

25%

24.25%

24.03%

rank social
behaviour as the
#1 reason for
leaving a job.

0%

22.63%

22.86%

In line with
overall results,
social behaviour
undervalued in
decision making
process.
23.75%

All other factors: 9.1% Work ethic, 27.3% Conformity, 18.1% Independence

21.74%
24.29%

23.75%

24.64%

24.38%

EMPLOYERS
Let someone go?

EMPLOYERS
Hire someone?
Work ethic match

Data sample
not sufficient

29.33%

28.12%

Conformity match

Team vs. Individual match

Social behaviour match

CANDIDATES:
What part of fit do you think you wrongly assessed with the manager,
team and/or organization culture?

Data sample
not sufficient
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Work ethic match
Social behaviour match
Conformity and flexibility level and styles
Required levels of independence or team work

EMPLOYERS:
What part of fit do you think you wrongly assessed with the candidate?

Data sample
not sufficient

Work ethic match
Social behaviour match
Conformity and flexibility level and styles
Required levels of independence or team work
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ASSESSMENT OF DIFFERENCES – 3
FIT ASSESSMENT BY
FUNCTIONAL AREA
Accounting & Finance
FIGURE 1: BEFORE THE DECISION IS MADE

FIGURE 2: AFTER THE DECISION IS MADE

How people rank the importance of each fit factor before their
decision to:
EMPLOYEES
Accept a job offer?

What people rank as the influence of each fit factor
on their decision:

The reality...

EMPLOYEES
Leave a company?

100%

75%

50%

30.16%
24.86%

39.7%
of employees

29.28%
24.44%

25%

23.37%

23.12%
0%

21.86%

22.91%

During the
onboarding process,
both employers and
employees undervalue
social behaviour, but
recognize the impact
when parting ways.

22.06

All other factors: 19.1% Work ethic, 25.0% Conformity, 16.2% Independence

21.35%
22.85%

22.51%

23.61%

23.84%

EMPLOYERS
Let someone go?

EMPLOYERS
Hire someone?
Conformity match

Team vs. Individual match

rank social
behaviour as the #1
reason for letting
someone go.

All other factors: 36.4% Work ethic, 12.1% Conformity, 2.5% Independence

Social behaviour match

CANDIDATES:
What part of fit do you think you wrongly assessed with the manager,
team and/or organization culture?

12.5%

49.0%
of employers

32.19%

31.59%

Work ethic match

rank social
behaviour as the
#1 reason for
leaving a job.

EMPLOYERS:
What part of fit do you think you wrongly assessed with the candidate?

12.5%

Work ethic match
Social behaviour match
Conformity and flexibility level and styles

31.3%

Required levels of independence or team work
43.7%
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Data sample
not sufficient

Work ethic match
Social behaviour match
Conformity and flexibility level and styles
Required levels of independence or team work

Human Resources
FIGURE 1: BEFORE THE DECISION IS MADE

FIGURE 2: AFTER THE DECISION IS MADE

How people rank the importance of each fit factor before their
decision to:
EMPLOYEES
Accept a job offer?

What people rank as the influence of each fit factor
on their decision:

The reality...

EMPLOYEES
Leave a company?

100%

75%

50%

28.52%
25.23%

53.1%
of employees

27.89%
27.29%

25%

23.15%

24.46%

0%

21.79%

21.67%

Despite employers
and employees
assessing social
behaviour fit, social
behaviour is still the
reason that fit
doesn’t work out.

20.38%

All other factors: 16.3% Work ethic, 26.5% Conformity, 4.1% Independence

22.12%
22.74%

20.44%
23.44%

24.25%

35.74%

49.0%
of employers

30.89%

EMPLOYERS
Let someone go?

EMPLOYERS
Hire someone?
Work ethic match

Conformity match

rank social
behaviour as the
#1 reason for
leaving a job.

Team vs. Individual match

rank social
behaviour as the #1
reason for letting
someone go.

All other factors: 24.5% Work ethic, 14.3% Conformity, 12.2% Independence

Social behaviour match

CANDIDATES:
What part of fit do you think you wrongly assessed with the manager,
team and/or organization culture?

EMPLOYERS:
What part of fit do you think you wrongly assessed with the candidate?

0.0%
12.5%

Work ethic match
Social behaviour match
31.3%

56.2%

Conformity and flexibility level and styles
Required levels of independence or team work

Data sample
not sufficient

Work ethic match
Social behaviour match
Conformity and flexibility level and styles
Required levels of independence or team work
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Information Technology
FIGURE 1: BEFORE THE DECISION IS MADE

FIGURE 2: AFTER THE DECISION IS MADE

How people rank the importance of each fit factor before their
decision to:
EMPLOYEES
Accept a job offer?

What people rank as the influence of each fit factor
on their decision:

The reality...

EMPLOYEES
Leave a company?

100%

75%

50%

27.36%
26.55%

50.1
%
of employees

27.09%
27.07%

25%

24.40%

24.54%

0%

21.55%

21.44%

Social behaviour
the reason fit goes
wrong, which starts
to become apparent
to employees and
employers when
someone is leaving
a company.
22.41%

All other factors: 19.6% Work ethic, 21.4% Conformity, 8.9% Independence

22.05%
23.12%

23.82%

23.43%

24.80%

50.0%
of employers

31.40%

28.97%

EMPLOYERS
Let someone go?

EMPLOYERS
Hire someone?
Work ethic match

rank social
behaviour as the
#1 reason for
leaving a job.

Conformity match

Team vs. Individual match

rank social
behaviour as the #1
reason for letting
someone go.

All other factors: 32.1% Work ethic, 14.3% Conformity, 3.6% Independence

Social behaviour match

CANDIDATES:
What part of fit do you think you wrongly assessed with the manager,
team and/or organization culture?

EMPLOYERS:
What part of fit do you think you wrongly assessed with the candidate?

11.1%
20.6%
35.3%
Work ethic match
Social behaviour match

23.5%

20.6%
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22.2%

44.5%

Work ethic match
Social behaviour match

Conformity and flexibility level and styles

Conformity and flexibility level and styles

Required levels of independence or team work

Required levels of independence or team work

22.2%

Office Professionals
FIGURE 1: BEFORE THE DECISION IS MADE

FIGURE 2: AFTER THE DECISION IS MADE

How people rank the importance of each fit factor before their
decision to:
EMPLOYEES
Accept a job offer?

What people rank as the influence of each fit factor
on their decision:

The reality...

EMPLOYEES
Leave a company?

100%

75%

50%

28.65%
25.11%

53.3%
of employees

29.07%
25.03%

25%

23.85%

23.81%
0%

22.43%

22.05%

Social behaviour
the reason fit goes
wrong, which starts
to become apparent
to employees and
employers when
someone is leaving
a company.

21.67%

All other factors: 40.0% Work ethic, 6.7% Independence

22.31%
22.50%

25.37%

22.69%

26.48%

Data sample
not sufficient

32.50%

26.48%

EMPLOYERS
Let someone go?

EMPLOYERS
Hire someone?
Work ethic match

rank social
behaviour as the
#1 reason for
leaving a job.

Conformity match

Team vs. Individual match

Social behaviour match

CANDIDATES:
What part of fit do you think you wrongly assessed with the manager,
team and/or organization culture?

EMPLOYERS:
What part of fit do you think you wrongly assessed with the candidate?

0.0%

25.0%
Work ethic match
50.0%

Social behaviour match
Conformity and flexibility level and styles
Required levels of independence or team work

Data sample
not sufficient

Work ethic match
Social behaviour match
Conformity and flexibility level and styles
Required levels of independence or team work

25.0%
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Procurement
FIGURE 1: BEFORE THE DECISION IS MADE

FIGURE 2: AFTER THE DECISION IS MADE

How people rank the importance of each fit factor before their
decision to:
EMPLOYEES
Accept a job offer?

What people rank as the influence of each fit factor
on their decision:

The reality...

EMPLOYEES
Leave a company?

100%

75%

50%

29.47%
25.53%

27.06%

25%

23.42%

21.65%

0%

21.58%

50.0%
of employees

31.00%

20.29%

Conformity & work
ethic most important
by both employers and
employees, but work
ethic the root cause for
when fit goes wrong.
21.36%

All other factors: 16.7% Social behaviour, 33.3% Independence

19.00%
22.00%

24.09%

26.00%

25.45%
29.10%

Data sample
not sufficient

33.00%

EMPLOYERS
Let someone go?

EMPLOYERS
Hire someone?
Work ethic match

rank work ethic as
the #1 reason for
leaving a job.

Conformity match

Team vs. Individual match

Social behaviour match

CANDIDATES:
What part of fit do you think you wrongly assessed with the manager,
team and/or organization culture?

EMPLOYERS:
What part of fit do you think you wrongly assessed with the candidate?

33.3%
Work ethic match

41.7%

Social behaviour match
Conformity and flexibility level and styles
Required levels of independence or team work

25.0%
0.0%
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Data sample
not sufficient

Work ethic match
Social behaviour match
Conformity and flexibility level and styles
Required levels of independence or team work

Sales & Marketing
FIGURE 1: BEFORE THE DECISION IS MADE

FIGURE 2: AFTER THE DECISION IS MADE

How people rank the importance of each fit factor before their
decision to:
EMPLOYEES
Accept a job offer?

What people rank as the influence of each fit factor
on their decision:

The reality...

EMPLOYEES
Leave a company?

100%

75%

50%

27.07%
25.91%

26.08%

25%

24.29%

25.14%

0%

22.73%

40.0%
of employees

27.09%

21.69%

Employees feel
more of a disconnect
from a social behaviour
standpoint than
employers. Employers
believe work ethic is
the cause of when fit
goes wrong.

22.50%

rank social
behaviour as the
#1 reason for
leaving a job.

All other factors: 20.0% Work ethic, 32.0% Conformity, 8.0% Independence

21.76%
22.57%

23.55%

24.19%

23.95%

41.7%

31.48%

30.00%

rank work ethic
as the #1 reason
for letting
someone go.

of employers
EMPLOYERS
Let someone go?

EMPLOYERS
Hire someone?
Work ethic match

Conformity match

Team vs. Individual match

All other factors: 24.9% Social behaviour, 16.7% Conformity, 16.7% Independence

Social behaviour match

CANDIDATES:
What part of fit do you think you wrongly assessed with the manager,
team and/or organization culture?

EMPLOYERS:
What part of fit do you think you wrongly assessed with the candidate?

0.0%

28.5%
Work ethic match

42.9%

Social behaviour match
Conformity and flexibility level and styles
Required levels of independence or team work

Data sample
not sufficient

Work ethic match
Social behaviour match
Conformity and flexibility level and styles
Required levels of independence or team work

28.6%
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APPENDIX 1
EXERCISE: DEFINE FIT
USE THIS EXERCISE TO HELP YOU BETTER MAKE THE BEST MATCH
The following exercise is meant to help you as both an employer and candidate. By completing the following activities you
will not only gain more visibility on what makes you happy in your workplace, but also what factors of fit matter most to you
as an employer.
Exercise 1. Define your ideal professional fit as an employee
Complete the following section as a candidate or job seeker.
Step 1
Write out what attributes and actions, under each fit factor,
define you as a professional.

Step 2
Rate yourself along the scale. By assigning a number to your working style
will help you further narrow down what your ideal fit is.

Example:

Example:

Work ethic match
• I have a high work ethic, my job is my top priority.
• I work best when surrounded with others who have a similar level
of energy & passion for the projects at hand.
• I thrive in a place of balance between pushing the envelope and
toeing the corporate line.

0
Very low

10
Very extreme

Work ethic match

0
Work ethic match

7.00

Very low

10
Very extreme

On one hand you may have a very low work ethic and work is always
a secondary priority to your personal life. On the other hand, you may
have an extreme work ethic, with little to no work-life balance.
Social behaviour match

0
Social behaviour match

Very casual

10
Very formal

On one hand you may be very casual, have a very relaxed approach to
work, almost too familiar. On the other hand you could be very formal,
almost rigid and aloof.
Conformity match

0
Conformity match

Very inflexable

10
Very accepting

On one hand, you may not be flexible at all, have a very low level of
conformity, not willing to change and potentially highly-controlling and/or
stubborn. On the other hand, you could be extremely flexible, where you
are strongly deferential, accepting and unwaveringly cooperative.
Team vs individual match
Team vs individual match

0
Very independent

10
Very team

On one hand, you could be very team reliant and only want to work in a
group environment, you’re highly extroverted and rely heavily on team
members for task completion. On the other hand, you may have a strong
sense of individualism and that transcends your working style as you’re
entirely independent, strongly private and prefer to work alone.
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Step 3
Now that you’ve defined the attributes and actions that make up your
ideal fit and ranked your preference or your preferred working style,
now you must determine what you’re willing to compromise on and
what you’re not.
Finding an employer who offers your perfect fit may be a difficult task.
The key is determining what is most important to you. By understanding
the elements of your fit that matter most to your workplace happiness,
will ensure you don’t make a bad career decision.

Example:
Very important
• I must work with those that share a similar passion for work and
project success.
• The team must have the same work hard – play hard attitude.
Less important
• Willing to compromise on the level of independent work that I am able
to conduct. Although prefer to work alone, I am willing to compromise
on more collaborative working environments.

Very important

Less important

 s an employee, it’s important that you have a quality and good fit with
A
both your manager and coworkers in order to help the company grow.
The pace of work is very important too. If you are motivated by tight
deadlines and time-driven work, a fast-paced company is where you
need to be.
— Survey respondent
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Exercise 2. Define your ideal working culture fit for your team
Complete the following section as an employer.
Step 1
Write out what attributes and actions, under each fit factor, define your
ideal working team.
Example:
Work ethic match
• The team has a high work ethic, with an attitude of “they don’t leave
the office until the work is done”.
• The team has a customer service approach to their tasks – and strive
to go above and beyond for all stakeholders/customers.
• The team has a “can do” attitude, that no job is too big or small.

Work ethic match

Step 2
Rate your ideal team along the scale. By assigning a number to your teams
working style will help you further narrow down what your ideal team
working fit is.
TIP
Don’t complete this exercise based on how your existing team operates.
Use this as an opportunity to determine what you want your team fit to be.
Example:

0
Very low

7.00

10
Very extreme

Work ethic match

0
Very low

Social behaviour match

10
Very extreme

On one hand they may have a very low work ethic and work is always
a secondary priority to their personal life. On the other hand, they may
have an extreme work ethic, with little to no work-life balance.
Social behaviour match

0
Very casual

Conformity match

10
Very formal

On one hand they may be very casual, have a very relaxed approach to
work, almost too familiar. On the other hand they could be very formal,
almost rigid and aloof.
Conformity match

0
Very inflexable

Team vs individual match

10
Very accepting

On one hand, they may not be flexible at all, have a very low level of
conformity, not willing to change and potentially highly-controlling and/or
stubborn. On the other hand, they could be extremely flexible, where they
are strongly deferential, accepting and unwaveringly cooperative.
Team vs individual match

0
Very independent

10
Very team

On one hand, they could be very team reliant and only want to work in a
group environment, they’re highly extroverted and rely heavily on team
members for task completion. On the other hand, they may have a strong
sense of individualism and that transcends their working style as they’re
entirely independent, strongly private and prefer to work alone.
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Step 3
Now that you’ve defined the attributes and actions that make up your ideal
team fit and ranked your preference of your teams working styles, now you
must determine what you’re willing to compromise on and what you’re not.
Balance is key and people bring with them different approaches and
viewpoints that can make projects and day-to-day tasks more successful.
The key here is not just to list what will drive the best results, or what
will allow you to have the most fun in the office, but to determine what
attributes will foster the most productive environment as well as retain
your staff.

Example:
Very important
• Team must be passionate and committed to project success.
• Team must have a work-hard/play-hard attitude and can enjoy
a social outing together.
Less important
• Despite wanting the team to have a high sense of independence,
will allow for staff with more team reliance.

Very important

Less important

 inding the right fit is critical to the department and organization.
F
Fit not only effects your ability to deliver your services but also
effects staff morale, cohesiveness and company reputation when
dealing with clients and public.
— Survey respondent
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WHY HAYS
THE ART AND SCIENCE
OF RECRUITMENT

hays.ca

We add value to every client’s and every candidate’s search by using the Find & Engage model.
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We Find talent by
combining our recruitment
expertise with cutting edge
software and systems.

We Engage our network
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