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Everyone wants to know a candidate’s intelligence.

...Is “intelligence” enough?

Some people are very
smart. They talk well, and
they do well on intelligence
tests and tests of analytical
thinking. But when assessing
a candidate for a supervisor,
manager, or executive role,
looking for “traditional” in-
telligence is not enough. The
successful candidate also must
demonstrate judgment and
scope.

Judgment is the ability to
set and maintain the right
priorities in the right context.
This is typically assessed by
asking about past decisions
and by carefully looking at
the thinking processes in-
volved in past decisions.

assess how well a candidate
exercises sound people judg-
ment.

People judgment includes
the ability to build and main-
tain relationships. A success-
ful candidate must demon-
strate empathy and the ability
to understand and respect the
needs of others. All of this is
part of “intelligence”
assessment.

INTELLIGENCE:
Analtical Skills
Jidgment
People adgment
Cognitive Scope

A recent candidate for a seniouccess in a leadership role
manufacturing management positits® depends on cognitive

was asgid to explaimen taking

his mosteent jdibw he had de
cidedhat needed his attention first

and how heploethe pcess of

change. His aysdi just loedk for

ways to cut costs arel makpof

its Thagall.®le did not explain
how he made his decisions or se

prioritiele \&s a fefighter and
onlyesponded t0a@ls crises

Intelligence also includes
people judgment. By asking
about past projects, how oth-
ers were involved, people
hired and fired, and perform-
ance issues that were handled
in the past, it is possible to

scope.
What is “scope?”
Cognitive scope is a con-
cept introduced many years
ago by Elliot Jaques. Scope
refers to how a person han-

IS. . L.

ut instead of expressing it in
terms of the kind of process-
ing a person uses (assertive,
cumulative, serial, or parallel),
it can be expressed in terms of
the time span or scope that
matches the person’s style of
processing. The greater a
person’s ability to handle in-

l%%cs information complexity.
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formation complexity, the
greater his/her ability to
think ahead and work with
more complex problems. This
is critical, because different
jobs in an organization re-
quire the ability to work with
issues that may span six
months or several years, de-
pending on the job.

As complexity of thinking
grows, a person moves
through major thinking
changes that reflect scope in-
creases. That is, an individual
significantly changes how far
into the future s/he can think
and anticipate. The ability to
use concepts and to see mul-
tiple possibilities expands a
person’s scope level. The
same is true for the complex-
ity of a job in any organiza-
tion. As jobs become more
complex and managerial, dif-
ferent time orientations
(scope) are required. A super-
visor is not asked to do stra-
tegic planning, and a CEO
must look beyond next year’s
budget.

As Jaques’ research dis-
covered, the scope of a per-
son’s thinking and the time-
span demands of jobs in an
organization fit the same pat-
tern. The discreet levels of
human thinking AND the
time orientations needed at
different levels of responsibil-
ity within an organization are
the same. The levels of scope
and typical corresponding
jobs are as follows:

One day (line workers)

Three months (supervi-
sor)

One year (unit manager)
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Two years (GM)

Five years (President)

Ten years +(Chairman)

Therefore, when looking
at a manager candidate, it is
important to estimate the
scope of the job and then de-
termine if the scope of the
candidate is a good match to
the job in question. Listen to
what s/he says and how the
future is seen. Can s/he plan
and anticipate interactions of
concepts and multiple possi-
ble outcomes? Are answers
concrete and limited or fluid
and conceptual? What is the
longest scope of a project the
candidate has successfully led?
How did s/he determine the
anticipated length of the as-
signment at the start? What
possibilities were considered?

Time-Span or Scope of Thinking
10 years
5 years
2 years
1 year
3 months
1 day

In addition, by knowing an
individual’s scope and age, it
is possible, according to
Jaques, to predict how fast an
individual’s scope may grow
and, therefore, predict when
an individual is apt to be
ready for a greater managerial
level of responsibility.

A $70 million family-owned
business edlDrLakin to assess
the chilein othe ta bothershe
wee unning the compdre/hope

was to @elop a succession plan th
would enlatthe bthers to exit the

company in the stror An as
sessmentiuéd chilein detamed
that, Wile vgrtalented, their indi

vidual scopeleould notdop

to desid Meels for senior manage
ment for at least 8absy hezfog

the lathers should not plan to disap
pear for at least that timeframe. New
transition plaresswaeeloped and

are successfully being implemented
today

In addition, a manager or
executive with a scope level
higher than his/her subordi-
nates must learn how to
“chunk down” when com-
municating concepts and vi-
sions to make them meaning-
ful to the audience. In other
words, a five-year plan must
be explained in terms of a
three-month perspective of an
audience of supervisors who
are apt to have a three-month
scope. Otherwise, the words
sound fine but there will be
little recognition of how the
supervisor’s role will fit into
that vision. OSoundsdlia grat
idea, bossit Wat does thaténto
do with me? 1Omyirsg to get the
widgets over to Shipping by the 18th
of the monttO@en a failure of
an individual to appear en-
gaged or committed to an
idea may be simply due to a
failure by the manager to have
explained the idea in a way
that can resonate with that
individual and match his/her
scope of thinking.

One last implication: The
bottom scope of thinking is
ONE DAY! Not one hour or
one morning but one full day.
Regardless of education or
experience, a normal working
Qult can think about a goal
for a day. Within that day,
dozens of decisions and

judgments must be made by
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that individual. With that in
mind:

How many of your front-
line workers (office, produc-
tion, and field) know their
goal for the day?

How much training have
your frontline workers been
given in how to make those
decisions and judgments that
they face each day and that
have a profound impact on
the results of any given day?

How clear are one-year
and two-year plans to front-
line workers who think in
terms of one day? Can they
relate to the plan, or is it
someone else’s problem?

A worler in a qoigited o
factgrhas a dailpguction goal.
But during the courtieealay
setup delayschine stddlk of
raw materials and otheuptitans
leae him with nothing tordo fr
time to time. Shouldepetbey

ara? Epty the trash bin? Restoc
binding vei? Get neopallets? Let

been identified, and people
have been trained. These
goals could be production
related or safety-related.

¥ Every worker’s boss has

a scope level one step above
the work team and can
translate longer-term objec-
tives and goals into goals
and visions that make sense
to someone with a one-day
scope.

Scope, judgment, people
judgment, and analytical skills
are part of “intelligence” and
need to be included in what
you look for in any assess-
ment of an individual’s fit to
a position in an organization.
In addition, the implications
of scope go beyond hiring or
development and raise key
questions about organization
design and personnel train-

ing.

Are you going to kep them?

someone know he smells somethmgc raigslist
hot? Clean uped spot that could Generation

cause someone to skph€laest

few be@s for quality? How does he

decidénat is most int@ot and

what will hee the ligst impact on

his daily pduction goal?

If the shortest scope of
thinking is one day, a plant
could experience significant
change if:

¥ Every worker knew his/

her goal for the day (This is
likely to be very different
from hourly productivity
measures.)

¥ Every worker has been

trained to make good deci-
sions in support of the day
goal. This means that criti-
cal decision points have
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The new generation of
employees are different from
past generations in many
ways. One example is the way
the young people use the
Internet. You all know that
recruiting has significantly
changed in the last ten years.
Instead of running ads in
newspapers, you increasingly
run ads in Monster, Career-
Builder and Craigslist. To-
day’s young workers do not
look at newspapers or tradi-
tional job postings. They go
to the Internet.

But we recently discov-
ered that many of these

young people do NOT take

their names and resumes off

these lists when they begin to
work for you. As a result, they
are constantly being offered
new opportunities. They get
called every week. They leave
their names on because they
like to” see what is out there”
or “stay in touch with what is
happening”, as some have
told us.

This has two important
implications:

1. You must begin to ask
yourself, “What factors
within my organization
might push a young em-
ployee out of my com-
pany?”

2. What are you doing to
prevent other companies
from drawing your young
employees away from your
organization?

Today, young employees
are going to want a clear pic-
ture of their opportunities in
the future. Even though they
have not demonstrated their
ability to add value, they want
to talk about promotion op-
portunities.

In addition, the new gen-
eration seems more deter-
mined to have roles that al-
low more autonomy, even if
the breadth of the role is
somewhat limited. In addi-
tion, expectations are often
unrealistic due to a lack of
work experience. New em-
ployees need a lot of men-
toring and coaching in the
early days of employment to
help them adjust to the real-
ity of working in an organiza-

tion. OWhat dooy mean IMeato
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show up on time and hean@
Harley t-stdBecause they
have grown up being told
that doing their best is good
enough while getting praised
for everything from potty
training to getting a C+ in
Today’s Television 101, they
have a high need for recogni-
tion and a feeling of being
appreciated. They want their
input to be appreciated, even
when they have little to no
experience.

The new work generation
is not bad or wrong. Just dif-
ferent. We must learn to ad-
just, because Craigslist is go-
ing to be calling. You need to
help your young employees
have a reason to hang up on
that call.

Quote for the day

OPsychology is a
scienceEexcept when
it is an artO
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The Unfair Advantage Sél with
NLP!

...NLP Update

The video version of the
workshop, “Sell with NLP!”
is now available for $99 from
Lakin Associates and will
soon be available through
Amazon. Dr. Lakin’s book is
still the top selling book on
the application of NLP to
sales, and the audio version of
the book is also selling well.

If you have an association
or professional group that
would like an introduction to
NLP, please give us a call and
see if our program might be
something they want. Also,
consider offering a workshop
for your sales people AND
your distributors’ or custom-
ers’ sales people. An NLP
workshop would be a great
“thank-you” to your strategic
partners.

Wheaton, lllinois

630-871-2996
800-541-2818

Be patient
~.Heard in the
Field

A sales manager recently
told us he screened 100 peo-
ple to find two strong candi-
dates. This ratio is similar to
what Dr. Gates experienced in
her years with CNW. Good
people are employed and not
the first to respond to ads.
Perseverance is necessary to
find good candidates. Do not
settle.

...Reminder

Our business depends on
referrals. If you see someone
who may want help in doing
a better job of hiring manag-
ers and sales people, please
tell them about Lakin Associ-
ates. Thanks.
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