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“I found this book very interesting.  I like it’s no 
nonsense style and it is short and to the point.  It had 

all the information I needed before embarking on 
incorporating personality testing into our recruitment 

programme.”  

Jason D., LI (UK) Limited 
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Why Choosing The Right 
Personality Type Matters More 

Than Anything Else 
There are two types of employees; 
 

1. Naturals and 
 

2. Forced Fits 
 
Over the next few chapters you are going to discover what the difference 
is between them and why it matters. 
 
What we can tell you at this point is that; 
 

Naturals outperform Forced Fits  
in every way that matters. 

Shortly you will discover why the above is true. 
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What do we mean by Personality 
Type? 

There is a lot of misunderstanding about personality type. If you fill a 
room with psychologists, you will find a room full of different opinions. 

It’s Not A Test 
The problem starts with the widely used expression “personality test”. 
This is a bit of a misnomer. 
 
It is not a test. 
 
There are no right answers or wrong answers. 
 
There are no personality types better than any other personality types. 
 
You cannot improve your personality type. You cannot pass or fail a 
“personality test”. 
 
The 2nd Law of Personality States  
 

Personality is perfect. Personality is 
neither good nor bad. Personality 
just is. There is no one personality  

better than another. 
So if it’s not a test, what is it? 
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Well it’s an assessment. More specifically it is an assessment of natural 
preferences. 
 
We all have preferences and these preferences are determined largely by 
our personality type. 
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The Problems You Can Solve  
When You Hire The Right 

Personality Type 
The more problems a business overcomes and the bigger the problems it 
overcomes, the more successful a business will be. 
 
So very successful businesses overcome a lot of big problems quickly. 
 
Let’s look at the problems you can solve when you understand 
personality type. 
 

1. Recruitment Costs Are Too High 
2. Staff Turnover Too High 
3. Productivity and performance too low 
4. Staff engagement too low 
5. Sales are too low 
6. Customer Service is poor 
7. We are losing clients 

 
If you would like to address any of the above then please keep reading. 
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Recruitment Costs Are Too High 

 

 

Did you know, that in the UK 
alone, organisations spend 

£26.5 Billion with recruitment 
agencies every year. 

 
There are several ways to reduce your recruitment costs significantly but 
the one thing that will have the biggest impact, will be to reduce your staff 
turnover. 
 
When you hire the right personality type for the job, your staff retention 
rate increases. 

Staff Turnover Too High 
One of the largest pay-offs from knowing which personality type to hire, is 
that you can reduce your staff turnover if you choose to. 
 
So if you want to reduce your staff turnover and see some stability in your 
workforce, then you need to discover which personality type is most likely 
to stick it out. 
 
There are some personality types that will stick your job more than others. 
There are some personality types that are almost guaranteed to quit 
within six months. 
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Productivity and performance too low 
When hiring new staff, you are hoping that not only will they be competent 
at the job but that they will excel. 
 
When our productivity is low, it’s usually because not enough staff are 
excelling at what they do. A lot of average performances do not result in 
great results,  however a handful of exceptional performances will. 
 
Once someone has learned the basic skills to do the job, their 
performance levels will be determined largely by their personality type. 
 
People with the wrong personality type for a particular role, can never 
excel or deliver high productivity or deliver exceptional performance. 
 
So you want to hire people with the personality type that has the potential 
to excel in their job.  

Staff engagement too low 
We hear a lot about low staff engagement but what is it? 
 
Well what we experience are staff members who are half hearted. Staff 
that do not appear to be fully committed to the job. Staff that look like they 
would rather be somewhere else. 
 
This is not the makings of high performing companies. 
 
I know that many would cite, low pay, as being the reason for low 
engagement but this is not a problem that can usually be fixed simply by 
paying people more money. The problem is more complex than this and 
there are plenty of well paid staff who also exhibit low staff engagement. 
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What we can say is that personality psychology plays a large part in low 
staff engagement, which we will explain in more detail shortly. 

Sales are too low 
Most companies depend on sales. When sales are high we can afford to 
make mistakes in almost anything. When sales are low, we can’t afford or 
survive, any mistakes. 
 
If there was ever a job role where personality psychology mattered it is in 
sales. 
 
Not everyone can learn the skills to be effective at sales. Skills and 
experience are not enough to guarantee sales. 
 
So while most people will have no argument with the concept that 
personality matters when it comes to sales roles, what they may not 
realise is that successful salespeople are found across the personality 
spectrum. 
 
There is a common misconception that there is a single personality type 
that makes a good salesperson. This is not the case. 
 
Great salespeople come in a variety of “flavours”. What you need to 
know, is which personality type you need for your sales role. 
 
If you want to increase sales, you will need to hire the right sales people 
for your organisation.  

Customer Service is poor 
Another area where human psychology affects performance is customer 
service. We have moved firmly into a service economy. Everyone expects 
the highest levels of customer service and the more human it is the 
better. 
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Naturally psychology plays a huge part in the level of customer service 
we deliver. 
 
Customer service comes in many forms, so you need to know what type 
of customer service you are delivering and which personality types will 
deliver your customer service best. 

We are losing clients 
If your business is haemorrhaging clients, then you need to find a way to 
stop it, as it’s an expensive waste of money. 
 
While there are some personality types that are very good at opening new 
accounts, there are others who are very good at keeping them. These 
roles are not the same. 
 
If you are trying to reduce the number of customers you are losing, you 
need to hire people who have the capability of keeping customers. This is 
very much a personality issue. 
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A Breakthrough In Psychology 
PeopleMaps has been working with employers for many years, helping 
them answer the question “Who Should I hire?” 
 
After a lot of research PeopleMaps eventually had a breakthrough when 
we tried to answer the question;  
 

Why does one person thrive in a job  
and another does not? 

Think about it. You can take perfectly competent people from one job and 
yet they struggle in the new job. Or they quit prematurely.  
 
We also asked; 
 

Why does one person find a job stressful  
and another does not? 

And; 
 

Why does one person find a job boring  
and another does not? 

Clearly not everyone finds the same job stressful or boring. Different 
people react and behave differently, even when the environment is the 
same. 
 
We asked ourselves many questions like this and it was in trying to 
answer them, we were led to a major breakthrough, which can be 
summarised as follows;  
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In order for an individual to excel, 
their work environment must be 

compatible with their core 
personality. 

 

 

What do we mean by 
environment? 
 
Well in simple terms, our work 
environment is simply what we 
experience on a day to day basis 
at work. 
 
And what we experience, is a 
combination of two things; 
 

1) a certain stimulus and 
  

2) our reaction to it. 
 
 
 

It is not the stimulus or the reaction in isolation that determines our work 
environment but the interaction of the two. 

So Here Is The Answer To The Question “What Personality 
Type Should You Hire?” 
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You need to hire people who find 
your work environment compatible 

with their core personality. 
This is the only way you can hope to hire “Naturals”. 
 

Why “Naturals” Out Perform 
“Forced Fits” Every Time 

If an individual is having to invest a lot of energy just to cope with their 
work environment, then they are not able to invest that energy to excel. 
 
People who find the work environment you place them in to be compatible 
with their core personality, could be described as “Naturals”. 
 
Naturals spend most of their energy becoming brilliant at what they do, 
whereas most everyone else spends most of their energy just trying to 
cope. 

 

“Forced Fits” are people who 
really struggle with the 
environment you have given them. 
It’s not their fault. It’s not 
something they need to fix about 
themselves. 

 
Everyone is a “Natural” somewhere. 
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This is why we would encourage you to hire people who are “naturals”; 
people who find your environment compatible with their core personality. 
 
The more aligned an individual is with the work environment you are 
placing them in, the less poor reactions they will have to whatever 
stimulus is in the environment. 
 
But it’s not just the lack of poor reactions the employee enjoys. When we 
work in an environment that suits our nature, it’s like pedaling downhill 
instead of uphill. 
 

 
 
 
To continue the bike analogy further. Even an untrained, unfit cyclist will 
win every race, if they are pedaling downhill and their competitors are 
having to pedal uphill. 
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So if you are to stand a chance of hiring the right person for your work 
environment, you need to understand what environment you are offering 
and who will thrive in it. 

 

In a recent survey of 1,569 
people by PeopleMaps, 58% 
stated that they were working 

in incompatible work 
environments and were 

effectively in the wrong job. 

Calculating your environment is quite complicated, as there are many 
factors that determine what an employee experiences on a day to day 
basis. Which is why PeopleMaps has invented some powerful 
psychological tools. 
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How To Calculate Your Work 
Environment 

There are many factors which determine a work environment and to be 
honest it’s pretty complex. It is affected by a cocktail of the following; 
 

● The Line Manager’s management style 
● The company culture 
● Interaction with people outside the company 
● Interaction with colleagues 
● …….and a few more things to boot. 

 
This is why PeopleMaps created an analysis tool that creates a 
psychological profile of your work environment. We call it the Work 
Environment Analyser Tool (WEAT for short). 
 
The Work Environment Analyser Tool is one of the tools you can use to 
help you build a “Success Profile” for each job role you have. 
 
The line manager, or someone who is intimate with the job, completes a 
short, forced choice psychological questionnaire about the specific work 
environment. 
 
This is not about the general company environment but about the specific 
environment the new employee will be placed in. 
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The Results of WEAT 
The system will produce a report describing the “personality profile” of the 
work environment. Included in this description will be the PeopleMaps 
Map. 

 
This version of the PeopleMaps Map illustrates the personality types who 
are most likely to cope with the work environment you are offering. 
 
PeopleMaps does not use labels to describe personality, as they are too 
simplistic and misleading. However everyone is located on the 
PeopleMaps Map somewhere and the WEAT report Map indicates the 
personality types you should consider first for your specific job role. 
 
In the Map above you can see that it highlights the South East area of the 
Map. However even within this area there are at least a dozen different 
personality types. 
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You may also use The Gauges, which report on more specific issues 
pertaining to your actual job role. There are many gauges in the library to 
choose from. 
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“Historical Modelling” - A Powerful Technique To 
Reverse Engineer  
Your Successes 

WEAT is not the only tool you can use to build a Success Profile. One of 
the most reliable ways to build a Success Profile is to copy what is 
already working. 
 
If you have several people  already doing the same job successfully, then 
PeopleMaps can reverse engineer a Success Profile using what we call 
“Historical Modelling”. 
 
This only works if you have at least 5 staff doing the same job 
successfully for more than a year, preferably longer. 
 

 
 
 

You pick a handful of personality topics to 
measure, that you consider to be important to 
the job role. 
 
You then have your best people complete the 
personality questionnaire and look for 
patterns in the results. 
 
You will then see what scores you are looking 
for from new candidates, as they should be 
similar to the ones already proving to be 
successful. 
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How To Discover What Success 
Looks Like 

Using the Work Environment Analyser and Historical Modelling, 
PeopleMaps has created the “Success Profile builder”. 
 
Difficult problems require powerful tools, which is exactly what you will 
find here. 
 

 

PeopleMaps Success Profile 
Builder will help you build a 
Success Profile so that you know 
what it is you are looking for, not 
just in terms of experience, skills 
and qualifications but in terms of 
their psychological profile. 
 
There are some people who will 
thrive in your work environment 
and others who will really struggle 
to cope. This is purely a 
personality issue. It’s all about 
their psychology. 

Your Success Profile Builder report will help you identify which personality 
types will cope best with your work environment and which will really 
struggle. 
 
If you want to enjoy, low staff turnover and high performance you need to 
hire people who resemble your Success Profile for each job role. The 
results are very specific to you as they vary from Manager to manager 
and place to place. There are no generic solutions.  
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What Do You Actually Need? . . . .No, 
Really Need? 

We said earlier that Naturals outperform Forced Fits in every way that 
matters, however you have to decide what matters to you most. 
 
Human personality is a huge combination of bipolar scales, so if someone 
is naturally good at something, they will struggle with a corresponding 
something else. Think of it as a see-saw. 
 

 
 
Everyone has their ups and downs. The real skill is to decide what “ups” 
you really need and what “downs” you can live with. Life and nature itself 
strives for balance, so in every human personality there is a balance.  
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Case Study 1: 
PeopleMaps was approached by a large Contact Centre to help them 
with their recruitment. They were expanding fast and were conducting a 
lot of recruitment. 
 
They had actually gone to a lot of trouble to hire people with sales 
experience. They wanted good salespeople to hit their sales targets and 
delight their customers. And these new sales people hit the ground 
running and hit their sales targets really quickly; within the first couple of 
weeks. 
 
We carried out some initial analysis and I confirmed that the personality 
types they had been hiring would not be out of place in sales roles. So 
what was the problem? 
 
Their staff turnover was in excess of 50%. It was through the roof and 
climbing. Many of the new people they hired within the last six months 
were quitting. 
 
After much discussion they finally agreed that the main problem was 
their staff turnover. They realised that it was unsustainable and costing 
them a fortune. There really was no point looking at anything else until 
they got their staff turnover under control. 
 
More analysis was carried out. We looked at the staff that had been 
there for a year or more and compared them with the new intake. There 
was quite a difference in personality types. 
 
We also carried out a work environment analysis and could now 
describe the work environment in psychological terms. 
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What became very apparent was that although they had hired a lot of 
experienced salespeople, none of them were likely to find the work 
environment compatible with their personality.  
 
This is why they started off great but within a few weeks were quitting in 
droves. Money wouldn’t keep them. Promotion wouldn’t keep them. 
 
The company was faced with two options; 
 

1. Hire people who coped better with their work environment 
2. Modify the work environment. 

 
 
 
 
 
 
 
In practice the first one was the easiest to implement, so they started to 
hire people with a personality type that could cope with their work 
environment. 
 
With existing staff they created a specialist team, made up of people 
with the personality types that were quitting. They appointed a different 
line manager and a different reward scheme. They changed their work 
conditions too.  
 
The result was that the new recruits took a bit longer to hit their stride, 
however they also stuck it out a lot longer, so staff turnover dropped. 
Eventually they got their sales levels up, after implementing an ongoing 
training and support program. As staff turnover was down, training could 
finally have an impact. 
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Even the specialist team saw a reduction in staff turnover, though it 
would eventually be wound up because they were not hiring people to 
replace the ones that left the specialist team.  
 
The company identified the personality types that could cope best with 
the work environment they were offering. They originally wanted 
different personality types but soon realised, to their cost, that they were 
not able to provide the type of environment that those people needed. 
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The One Predictor Of Performance 
That Doesn’t Work 

In Case Study 1 they were trying to predict which candidates will last the 
test of time? 
 
If you think about it, the entire recruitment process is about predicting the 
future. You are trying to predict how this candidate will be in the job role 
you are offering. 
 
So all we really need to figure out, is how to predict the future; sounds 
simple enough. 

What Predictors Are You Using? 
What do most recruiters focus on when recruiting new staff? 
 

1. Work experience  
2. Skills  
3. Qualifications 

 
Work Experience and Skills are good predictors of performance but they 
are insufficient in themselves and they also have their weaknesses. 

The One Predictor Of Performance that Is Useless At Predicting 
Longevity 

You may be asking “what about qualifications?” Well you can include 
them if you have to but in general, qualifications are a very poor predictor 
of performance and an even worse predictor of longevity. 
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The education industry (which in the UK alone is worth £10 Billion 
according to an article in timeshighereducation.com) has a vested interest 
in convincing us that qualifications matter and that employers can rely on 
qualifications to predict a candidate’s future performance but I remain 
unconvinced. 
 
And when it comes to longevity in the role, I can see no relevance 
whatsoever, between qualifications and whether the candidate will stick 
the job for a reasonable length of time. 

 

My qualifications would tell you to let 
me run your nuclear power plant but 
to be honest, it would be safer in the 
hands of Homer Simpson. 
 
There may be some qualifications that 
your employees are obliged to have 
but other than that, you could be 
chasing a red herring. 
 
So what predictors of performance 
should you be using? What matters 
most when hiring? 
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The 3 Predictors Of Performance 
and Longevity That Actually Work 

Here are the three predictors of performance that I recommend you use. However you 
will need to use them a little differently than you may be used to. 
 

1. Skills 
2. Personality Compatibility 
3. Experience 

 
 
These three are the strongest predictors of performance.  
 
So before you start to think about recruitment, you need to first build your 
Success Profile and this should use the above three predictors of 
performance and they can help predict longevity too. 
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Work Experience 
Just because someone’s CV says they were good at a job elsewhere is 
no guarantee that they will be good at the job you are offering. 
 
Recruiters often lean too heavily on previous work experience but it’s a 
risky policy. Essentially you are letting a previous employer decide if this 
candidate should work for you. 
 
The key flaw in looking at previous work experience is that you are 
presuming the previous job and work environment was similar to the one 
you are offering. However they could be very different, even if the job title 
is the same. 
 
Another common mistake made with work experience is the amount that 
is requested. Will someone with three years experience really be any 
better at the job than someone with two years experience. 
 
One of the reasons we rely so heavily on work experience and ask for 
unnecessary long periods, is because it is easily counted. It can be 
measured, so it makes it easy to choose between candidates. 
 
Recruitment is a lot about covering your ass. No one likes to be 
responsible for hiring a wrecking ball, so we go to a lot of trouble to be 
seen to have done everything right. One ramification of this is an 
overdependence on previous work experience because there are very 
few who will criticise hiring someone with apparently lots of similar work 
experience 
 
If you have a bunch of candidates and not a lot of data, you can eliminate 
all the people with less work experience in favour of people with more. It’s 
certainly convenient but it’s also nonsense. Will someone with three years 
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experience really be that much better than someone with two years 
experience? 
 
The chances are you are eliminating your best candidates, just because it 
is easy to administer. 
 
So while you shouldn’t ignore work experience, you should keep it in 
perspective and be aware of its significant limitations. 

Skills 
I’m always amazed at the list of skill sets employers ask for. Again this is 
about gathering and comparing data. There is some logic at play that tells 
us people with more skills listed, make better candidates.  
 
If you step back and look at this you will realise that this is also nonsense. 
 
Of the three predictors of performance the one that contributes least to 
predicting longevity, is Skills. 
 
Yes, you need data to make good decisions with but not just any data. It 
has to be data that actually matters to the specific job role. 
 
So be very strict with the skills you really need. 
 
If there are skills that you can teach to someone within a few days or 
weeks, then they are not worth asking for. On the face of it, they may 
save you a little onboarding time but if it reduces your candidate pool and 
sees you excluding candidates who are more likely to stick the job a little 
longer, then it can be a very false economy.  
 
There is no point getting people started in the job quickly, if they leave 
just as quickly. 
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So when making a skills list, you should also make a note of how long it 
takes to learn each skill, as well as noting how important having the skill 
really is in the first place. 

Personality Compatibility 
A candidate may have all the skills you list and all the work experience 
you demand but if they find your work environment incompatible with their 
personality, they will always be pedaling uphill and they are unlikely to 
remain in the role for long. 
 
 

The predictor of performance that 
tells us most about whether 

someone will stick the job for a 
reasonable length of time, is 

Personality Compatibility. 
However, Personality Compatibility is the predictor of performance that is 
used least and indeed is often ignored completely. 
 
Personality will help you predict how someone will perform and it will 
predict how long they will stay in the job. 
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You Need To Make Tough 
Decisions If You Are To Answer 

“Which Personality Type  
Should I Hire?” 

Most of us want our cake and eat it. 
 
When writing up a job specification, we approach it like we were writing a 
letter to Santa. 
 
When hiring new staff you want to achieve two solid outcomes 
repeatedly; 
 

1. They have the potential to excel in the job 
 

2. They will stay long enough to excel in the job 
 
In our earlier example the employer had managed to achieve the first 
objective, but only for a few weeks. 
 
There may be some businesses that are happy to have a very high staff 
turnover but I imagine most would prefer to have a low staff turnover. 
 
Everyone surely wants people to excel in whatever job they are given. No 
one wants average or mediocre levels of performance, although I suspect 
a lot of organisations settle for this. 
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When using your 3 Predictors of 
performance, make sure you find the 
right balance. 
 
Make a priority list. Separate out what 
really matters in terms of skills and 
experience. 
 
Be careful you are not just making it 
easier to administer your recruitment 
process. 

 
The chances are you are going to have to prioritise some things over 
others. You should be aware of the order of your priorities. 
 
For instance, when you are tackling a staff turnover problem, you must 
first repair the leaking bucket, so you have to prioritise longevity over 
everything else, including speed of on boarding. 
 

 
 
In practice this may mean that you hire people with less skills because 
they will find your work environment more compatible.  
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Case Study 2 
This client was a large car manufacturer based in Thailand. They hire a 
lot of software graduates every year, as all the software for the entire 
range of cars was written in this one factory. 
 
The challenge they were facing was that all of the graduate CVs looked 
very similar. They all had almost identical CVs and most had no 
relevant work experience. 
 
They also received a lot of applications each year; hundreds in fact. 
 
What they had been doing was a technical test and an English 
language test. This was a Japanese company based in Thailand that 
had to communicate regularly with American and British colleagues. 
 
Most candidates did well in the technical test, so the only differentiator 
was the English language test. So the criteria they ended up basing 
their hiring decision on was to pick graduates with slightly better 
English. 
 
At some point they realised that this was not that relevant to the job on 
a day to day basis, which is when they invited in PeopleMaps for some 
ideas. 
 
The first thing I asked was “Do you want new employees to fit in, or are 
you looking to shake things up?” 
 
There was a lot of discussion given to this before they agreed 
unanimously that they wanted stability and that it was important that 
new people fit in well with the existing staff. 
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I then asked about their staff turnover and it turns out that a lot of their 
graduates quit prematurely, which surprised the employer because this 
was a very desirable job. 
 
The solution was to first create a Success Profile by analysing the 
existing work environment and the existing successful employees. The 
employer provided several names of existing employees who had 
worked there for at least two years and whom they deemed to be 
successful in the job role.  
 
This analysis allowed us to build a Success Profile. They then added 
the personality assessment to the technical test and English language 
test.  
 
What they found was that they could prioritise the candidates based on 
their personality and how well it matched their success profile. From 
100 applicants they could identify the twenty or so that were most likely 
to work out. 
 
They then interviewed and recruited on this basis. 
 
The results after several months were quite dramatic. Not only was staff 
turnover extremely low, the existing employees were delighted with the 
new graduates and found that they settled in very quickly. So where 
previously some of the new employees were upsetting the existing 
team, these new graduates were causing very few waves. 
 
The upshot was that they eventually ignored the English language test 
results. The rationale being that while they could always provide extra 
English classes, they could do nothing to change a person’s personality. 
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How To Use Personality Type As A 
Primary Filter And Only Spend Time 

With Your Best Prospects 
Traditionally personality reports only get used on the last three to five 
candidates, once you decide to interview them. 
 
This means you are using the most unreliable predictors of performance 
and longevity, to decide who to interview and the chances are you have 
eliminated the candidates that stand the best chance of lasting for more 
than a few weeks. 
 
PeopleMaps took a fresh look at this and decided that you need to be 
able to profile all your applicants and use personality as your primary 
filter, not your last resort. 
 
If you are to stand a chance of hiring the right person, you need to start 
with a great shortlist. When trying to reduce staff turnover or increase 
productivity, you need to start with a shortlist of candidates who can cope 
with your work environment. 
 
So you need a process that consistently provides you with a shortlist of 
great candidates, who all have the potential to cope with your work 
environment for months and even years. This is why we developed 
Shortlist Pro. 
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Shortlist Pro recruitment software 
not only lets you ask all the 
questions you need answers to but 
it has a personality assessment 
integrated as well. 
 
It is the only recruitment system in 
the world that profiles every single 
applicant. 
 
Once you have your “Success 
Profile” it is quick and easy to 
identify which of your applicants 
match your Success Profile. 
 

With Shortlist Pro you can filter large numbers of applications down to a 
shortlist of ten within a couple of minutes.  
 
And you will know with confidence, that all ten meet the criteria you 
established in your Success Profile. All ten have the potential to last the 
pace and cope with your work environment. 
 
You know you will be talking to the candidates who are most likely to 
excel in the job role you have to fill. 
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Conduct better interviews and 
make better hiring choices 

Poor interview technique will certainly lead to poor hiring decisions. 
Interviewing is complex as it’s all about psychology. So once you have a 
shortlist, it’s time to interview them properly.  
 
Interviews can take place over the phone or in person. Either way your 
objective is to get to know the candidate as well as possible in a very 
short time frame. 
 
One of the challenges all recruiters face is that very few have had any 
professional training on how to interview. Yet interviewing is a complex 
business. Human psychology is complex but when you put two or more 
people in a room together to interact, it becomes extremely complex. 
 
Training however is time consuming and can be expensive, so most 
interviewers just “wing it”. 
 
PeopleMaps felt there had to be a more reliable way to conduct 
interviews and get the data required to make good recruitment decisions, 
so we invented Interview Pro. 

Not sure what to ask the candidate?  
Your Interview Pro personality report will tell you exactly what questions 
to ask. The questions are personality centric, so they vary from candidate 
to candidate. 
 
Each question is designed to probe specific areas, determined by the 
candidate’s personality type. 
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Not only are you provided with questions but you will also be guided as to 
what to look for in the candidate’s answers. This helps you judge the 
integrity of the candidate's reply. 
 

Each Interview Pro report is 
tailored towards each specific job 
role. 
 
You decide which aspects of 
personality you are most 
interested in, as determined by the 
job role. For instance if this is a 
sales role then you will want to 
know about how the candidate 
copes with Cold Calling. 
 
It’s not just what’s in the report that 
is fascinating but it’s the 
conversations it will inspire, that 
will really get the candidate to 
open up. 

Hiring the right person matters to both the employer and the candidate as 
both will have to live with this decision for some time. 
 
Remember interviewing candidates is not about catching them out, which 
is unfortunately the approach that many interviewers take. 
 
It is more productive if you take the approach that interviewing works best 
when you get to know the candidate. It’s about getting them to relax 
enough to open up and reveal who they truly are. 
 
The Interview Pro personality report range will help you get to know 
strangers extremely quickly. 
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Case Study 3 
I was approached by a recruitment agency to help them with their 
expansion. They were growing rapidly and intended to increase sales 
from £5M to £10M within four years. 
 
It was an ambitious target and the owner was very aware that this next 
increase was going to be more challenging than what they had 
achieved so far. 
 
To be clear I was not helping this agency with client work, I was purely 
looking at their own recruitment. They had about 70 staff and were 
going to increase this to over 120. 
 
In this scenario we looked at the overall team dynamic. I had everyone 
complete the PeopleMaps personality questionnaire and then plotted 
the results on the PeopleMaps Map. 
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What Did These Results Tell Me? 
 
Well it flagged up what I felt was their achilles heel. The company had 
been in customer acquisition mode for some time and had naturally 
recruited people who were good at creating new accounts. 
 
However the gaping hole was in their customer service. They have very 
few people who were Naturals when it came to customer service. 
 
The likely scenario was going to be a hemorrhage of clients a few 
months down the line. 
 
The company would never hit its £10M sales target if it lost clients. It 
needed to add a lot of new clients whilst keeping the existing ones. 
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The company was being unrealistic in thinking that they could get their 
salespeople to also do enough customer maintenance and support. By 
forcing them to do more customer service work, they were taking good 
salespeople away from what they did best. Not only were they creating 
a work environment that their salespeople would not enjoy, they were 
also  in danger of seeing staff turnover increase as a result. 
 
My recommendation was to hire more people who were naturally good 
at customer service and who would enjoy this kind of work environment.  
 
This would leave the natural sales people to keep doing what they do 
best - sell. 
 

 

Contact PeopleMaps if you would 
like to know what your Company 
or Team Dynamic looks like. 
 
This can be carried on teams of 4 
to 104. 

 

 
 

  

   

©Copyright PeopleMaps Ltd June 2017                                      42 of 50 



 

So Which Personality Type Should 
You Hire 

….And Which Should You Avoid? 
The one question we haven’t answered yet is, “How many personality 
types are there?” 
 
If you were to ask Carl Jung, the father or personality profiling, he would 
explain that we are all unique. This is one of the reasons that 
PeopleMaps does not use labels. 
 
Labels are an oversimplification and while they are convenient, they can 
also be misleading. Labels are misinterpreted. Labels quickly become 
pejorative.  

 
 
So while it would make your life and mine easier, to give all the above 
wee avatars some labels, it would not actually answer the question, 
“Which personality type should I hire?” 
 
Personality is a spectrum, so it is more like a wave than a point. It is 
analogue not digital. PeopleMaps will provide you with a Personality Map, 
so that you can compare personality types with your Success Profile. 
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We will also provide you with gauges for specific aspects of personality 
such as  
 

 
Naturally service oriented with a strong sense of contribution  
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This way you can identify the topics that are most pertinent to the job and 
measure them specifically. PeopleMaps has produced a huge suite of 
personality topics that can be scored in this way. Speak to PeopleMaps 
and they will customise the system to suit your specific job roles. 
 
However the answer to the question “Which personality type should I 
hire?” is simply this; 
 

Hire Naturals - You should hire 
people whose personality type will 

cope best with the work environment 
you are placing them in. 

Yes, you need to look at skills and work experience but as we said earlier, 
if someone that has all the skills and all the experience but they do not 
have a personality type that will cope with your work environment, they 
will forever be pedaling uphill. They will find the job stressful and it is 
unlikely they will last in the long run or perform at their best. 
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How Bad Can It Be? 
So how bad can it be if you hire someone with a poor personality 
compatibility score? 
 

Case Study 04 
I had a client who had hired a field salesperson. They were a small 
company and depended upon two or three sales people across the UK, 
to bring in new customers. 
 
It took three months to even suspect that there may be a problem with 
the one they hired. It took another three months to get rid of them and it 
took another six months to try and recover from the damage that was 
done. Essentially it was a year of negative productivity and it nearly bust 
the company. 
 
The person they had hired didn’t deal with any of the record keeping, 
which was very important for this particular sales role. 
 
When he approached me it was because he wanted to hire a 
salesperson who was really good at admin. This was because he had 
had to spend 6 months trying to sort out the admin mess the previous 
salesperson had made. 
 
After we did some analysis and looked more closely at the role it was 
apparent that the job still required a certain type of salesperson. And it 
was unlikely that this person would also be naturally good at the special 
admin required. 
 
I didn’t want him to waste his time trying to find “superman” when I knew 
that the persona he was describing didn’t exist in the real world. 
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He was either going to find a good salesperson who coped with the 
admin but would soon come to grudge it. Or he was going to find a bad 
salesperson who spent more time doing admin than talking to 
prospects. 
 
The solution in this case was not to compromise on finding a good 
salesperson.They needed to also appoint someone for a few hours a 
week to deal with the unusual admin. The admin specialist was happy 
to do it and completed the task in a couple of hours, a  task that was 
taking the salesperson more than a day. The reason for the time 
difference is because it came natural to one and not the other. 

 
So how bad can it be? 
 
It could kill your business. Avoid hiring wrecking balls. Not only will they 
be bad at their job but they are in danger of disturbing everyone else in 
the process 
 

 

   

©Copyright PeopleMaps Ltd June 2017                                      47 of 50 



 

And Which Personality Types 
Should You Avoid? 

It surprises most people when I explain that there are no good or bad 
personality types. We are so conditioned to test and improve, that we 
can’t accept that some things just are. 
 
I am a big believer in personal development. I like to think of myself as a 
lifelong project. However the development of one's personality is not 
brought about by trying to change it but by trying to understand it and 
accept it. 
 
It’s our acceptance of our personality and our ability to work with it to our 
advantage, that sees our progress. Yet, many managers spend a lot of 
time and energy trying to get people to effectively change their 
personality. 
 
Example 
If it is really important to your job that the person is detailed, then you 
need to hire someone who is naturally detailed. People who score low on 
being detailed, will never become naturally detailed, even if they manage 
to improve it for a while. But in trying to be more detailed, they use huge 
amounts of energy and the best they can hope for is to become “a bit 
more detailed”. They will never be Naturals. 
 
Do not hire someone who struggles with details, if it is really important to 
the role. 
 
Now remember, someone who is detailed will not be so good at other 
things. This is why you need to be very clear about your priorities. If you 
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aren’t, you will end up trying to hire a “tall short person” i.e. someone who 
doesn’t exist. 
 
So avoid hiring people who will find this a forced fit. Do not be blinded by 
skill sets and experience, if their personality compatibility is not there. 
 
Do not expect people to change or “improve” their personality. It’s not 
going to happen. 
 
The good news is that there are plenty of people who will have the 
personality type you need. It doesn’t need to be an exact match. Most 
people are going to have to do a bit of stretching in places. 
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About the Author 
 
Martin Gibbons is the co-founder of PeopleMaps Ltd, which has 
been pioneering online personality profiling since 2000. 
 
The PeopleMaps personality questionnaire has been completed by 
1.5 million people and thousands of organisations have a 
PeopleMaps account. 
 
Martin Gibbons is quoted as saying “I wanted to make personality 
profiling accessible and affordable to all. We put it online when the 
rest of the industry was saying, “It can’t be done.”  We made it easy 
to use and wrote reports in plain English, so that all line managers 
could use them. We also made it affordable, so that even the 
smallest company could afford to understand the people they were 
about to hire.”  
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